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The dynamics and operatln3 stratO$ieU of cight* Jamaican orWaniz&tioMs 

were 	examined ini ordar to genenrate insights into the contet t which 

AID/Jamaica WA~12t plaul and implcatt its asistance projects. This 

examination revealed four aets of "pivots.& mrtaies" that Jamaican 

their
organizations use to successfully compmto for rceour'ea end colidify 

business, whatever thair field of endeavor. Thase stategie ard as follows: 

o 	 Mativar.ional-prov±sion of m ingful perquisites; 
orimcation; relisioun coffitmeit,;professionaliu/poduction 


opporunir.7 fo~r entr-lavi. jobs
 

ties 	caiulmd irith fisancialo 	 Socio-cltural- p dieat political 
of the patronage systas withinindepandencm/divers5ifLcaticn; use 

e.,plicit adherance to taclaical standards; racially/class howSenmous 

o invzaetd lstaff 

com~nc to employeaes; regsri 2So 	 Psychologizal-dOELstrta 
clients.*fees-for-service, group focr, and long-torn one-wons 

as 	 risk and hostlttyrelationships have beau identified reducers of 

to extarnal linkmes;o 	 lanaaal-hih visibility and attention 


participatory tmra$sawt within agreed goals
 

and domumentation of thoAID/Jwiics conld bwef it from extplicit analysis 

presence or absence of these strategies as part of the overall assessmant 

done 	for rezource allocation pu"posas. 

The nine "case studies" ragerred to above form the core of the Jamaica 

(with the exception ofSocial inscitutional Profile. Each organization 

which was a program involving sveral organizations):he assessment of UPMDP, 


*and 	one program implemented by several organizations. The organizations 

ware selected for the: representation of important sectors and for
 
approved by AID/Jamaica
The of organizations wasconveni nce. list 

before the field work began.
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in presented in terms of its: descriptive profile (nature and history of
 

the endeavor); motivational dynamics; psychological, dynamics; socio

cultural/political dynamics; managerial dynamics; and overall performance. 

The case studies theomelves appear in Chapter 3; the mathoda uzed are 

presented inChapter 2. 

For the benefit of readers new to Jamaica, the case study chapter is 

This chapter contains a brief discuscionpreceded by Chapter 1: Background. 


of the motivation for doing a Social Institutional Profile, an overview
 

of the economic situation of Jamaica, and a more lengthy discussion of tvo
 

Jamaica-based social sciance explanations of the social/political nvironment
 

of the country--the plural society and the power distribution approaches.
 

The pivotal strategins (sea Chapter 4) identified via the caso studies are 

a response to Jamaican reality, and thus attempts at thoughtful =planations 

of that reality should be considered. 

Chapter 5 contalne recomendations ragarding the weighing of orgn

zatienal factors in AID/Jamaica resource allocation decisions, and a brief 

detailed recom andations and ways of implementingbibliography. The more 


them were discussed in orl briefings and orientations with AID/Jamaica staff.
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CHLAPTrER 1: BACKGROUND 

'"ocusof Study 

ThaInterest of A.I.D. in recentjyears in social and institutional 

analyses of the environments in which its missions are operating 
has grown
 

along with the increased attention beWag paid to institution 
strengthening
 

as develop'ment strateBy. Thase analyses, Wferred to as social end insti

tutional profiles (SIP), have now been undertaken in som dozen countries. 

A perhaps unusual aspect of the process of oncouraging and preparing 

ha been the abstaining from the satting of any standard, 
agenc-


The practice has been for the Idividual
 

sP's 


wide methodology or content. 

the ways in which a SIP might be helpful
rissions to define chair needs and 

in responding to these. 

SIP arose in relation to the In the cas of Jamaica, the interest in a 

observed "poor condition" of Jamaican institutions and the 
difficulties 

or "unyielding corstraints on A.I.D.'s ability to assist in institution

1/ At the outset tha interest of AID/Jamaica was a broad one. building." 


It included a concern with specific problama which it was 
believed hampered
 

whole (e.g. inadequate wage levels, "egreatt&bla"

the public sector as a 


taxation of government employees, staff skill levels), a concern 
to know
 

more about "newly targeted" private sector institutions and 
the public sector
 

institutions intended to assiat them, and, a recognition of 
the "probles
 

"Jamaicann

of communicationS" for A.I.D. institution--strengthenilng efforts. 


management solutions to problems tend to differ from U.S. solutions..." 2/.
 

1/ See, the -FY1985Jamaica CDSS and the March 1983 cable of AID/Jamaica
 

on the SIP scope of work, Kingston 02185.
 

2/ Ibid.
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The action by AID/Jamaica to follow-up on this interest was its 

"identifyIdentification of the need for a SIP document which would 

and describe tho institutional framawork in which AID is operating" 

in Jamaica. The content of such an implicitly voluudnouo document 

would have ranged from the identification of the organizationa "capa

ble of addrussing Jamaicn's most critical development problems" to 

reco mendations on "strategies for an improved AID institution-building 

str:ategy in Jamaica." 3/ This range was widened further in the pre

whichllminary specification of the "principal research questions" 

added the olement of "economic" to the areas to bie investigated and 

which gave increased accent to the need to undarstand the "Jamaican
 

institutional dynaic." / Secondly, it was expanded yet again in 

to the. aforemantioned intereststhe contract scope of work iwhch added 

Che comment that, 

In particular, excmination needs to be made of the 

inter-relationahip between public policy, economic 
recovery and employment opportunity, and such prime 

AfID beneficiariez as hillaide farmers, traditional 
women.
crop agricultural workers, urban youths and 


In the months between the initial e.prosaian oi needs and concerns,
 

the development of the contractual Scope of Work and actual field work,
 

the Mission refined its research focus to be the "dynamics" of Jamaican
 

This focus on dyamics led in turn to an interest in
organizations. 


learning about how organization operate given the social and political
 

context of Jamaica. Referring back to the Country Daelopment Strategy
 

3- -US- 

4/ Ibid
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made to focus on the operational strategiesScaceenc, the decisiou was 

of those "sectors" tasgetted to receive
of orgunIzAtiou8 representative 

and use assistance from USAID/Jamaica.
 

The economic situation of Jamaica has not been very bright for 

hero so as to briub
A few brief observa ions are offered some time. 

S5 

the more ralavanc features.
the reader some of 

to the attention of 

Wle p W capita GDP is close to US$1,000,Per CY-

it hao =erionced wo sitiicant growrh durIng the 1980-L983 period 

In r&al tez-as during the period 1970-1980. This
after baving declined 

,nd decline tas bet= especially d&ficultpattern of stagnation to 

followed an established Vattrn of sue
ccatend with in that it on 

talnod per capita growth: over tho 1950-19638 period per capita growth 

averaged, in, realt terms, 4.3% per year. 

rates are 27%, a Large element of which LPressent unemployment 

the young demographic structurestructural, in that if is rolted to 

cale and fewle youthsand co high leveIs of participation by usikille , 

in the Labor force. The rate i Jamaica includzs the "hard core" 

from, Depart~ent of Statistics,.5 'tThe Seatenentz in this sectiou draw 

Statiscical Rlviev, "rch 1992, Mingston. Government Printers, 1982;
 

ial Surve. Sanuar-June, 1981i & Plan1.ning Agency, Econoic 
Governmenr. Prizter, 1981. Dpartment of Statistics, StatisticalKingston. 

Printer, 1980; U.S. Eoaassy, Jamaica,Absr.ract 1980, Kingston, Govarnent 
Jnaaicaw Unemloyment," Dacamba--k982; Polly F. Harrison,"A Parspective on 

"Analytical Description of the Desadvantaged Population in Jamica," AID 
Embassy, Jamaica, "Jamaica":report, Apbril 1978; Comercial Section, U.S. 

Foreign Ecmonomic Trends and Their Implications for the United States,"
 

July 1983; Vorman Girvan at al, "W/F aud the Third World: Tho Case of
 

Jamaica, 1974-1990".
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unemployed who are not "actively seeking" work, a denition which 

would axclude them from being included in the total labor force 

This hih unamp-b5mm-mt rate hascalculation in the United States. 


been a steady feature of J=Aiica at least since the early 1970s.
 

lore than 30% of those employed are "self-employed and independent
 

workeTs". 

Demoaraphy 

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

population of 2.3 mV.7,ion is both young - 45Z Ls less than 15 years old 

and old - 15% are 60 years or oldar, resulting in a high ratio of dspendants 

to workers. More than 30% of the population lives in the Kingston area. 

Income Distrl.bution 

Ja2Aica is cousidered a country with an axtewely wide disparity 

in this regard iV the Coinmonin income distribution (often contrasted 

wealth Caribbean with Barbados). No recent studie on income distribution 

hane been discovered. 6/ Calculations covering tho 1958-1974 period show, 

afitr some initial indications of improving diotribution, a long term 

60% of the householdpattern of Increasing skewness. In 1958, the lower 


in 1974 receiving

rceived 19% of the national household income, they were 


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

6 The data do exist, however, in the form of sectoTal accounts, sectoral
 
making it quite feasible
labor force and statistics and census data, 

also Carl
for a reasonable study of income distribution to be attemptad. See 


Brunswick: Transaction

Stone, Democracy and Clientelism in JAica, Now 


No. 2, 1980, -, 119-127.
Devel Dialogue,Books, 1980; ant 
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that the size of households in the upper group has tended to decline 

disproportionately. 

0ipen 3conomvY
 

economy is very "open" and thus highly susceptible to
Jsmica's 

in 169, the total value of exports and
extarnal trends and events. 


imports (a standard indicator of openness), was 80% of (DP QRAn it
hv 

had risen to 100%. From a diffeoren angle, more than half the postal 

transactions in Jamaica are said to be ovarseas mail, and more 
than 

are reported to receive remittancs from overseas.half the households 

Government
 

steadily rising. Tn 1969,
Government's role in the economy has been 

by 1980 it had risen tocentral. govern mt expenditure wns 18% of 'P; 


39%. Over tb 1959-1977 period,. ovemz pcodm=tion -of ;ooda and .servi.-es,
 

i-creasad scle 85%; public administration expenditure over the same period 

increased soma 300%. 

Economic Structure
 

in dollarsThe national 1973-1980 accounts (market prices, conotant 

the only ones which have showed
indicate chat the service sectors were 


within this group, however, "producers of government
any real growth; 


only dynamic sub-sector. Thus much of the

services" have been the 

"growth" recorded, remembering that the net figures for the period show 

negativa growth, is likely accounted for by increases in public sector
 

The economy rel.es on the export of

employment and salary levels. 

recorded foreign exchangebauxite and alumina for more than 75% of it 
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earnings, and confronts continuing, long term trends of both declining 

real output levels and declining terms of trade for two of its potential 

export growth sectors, manufacturing and export agriculture. 

Two Views from Social ScienceSocial/Political Context: 

While it is not the purpose of this SIP to reiterate scholarly 

on the structure and functioning offindings, two "schools of thought" 


Jamaican society are sumnarized 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, psychological approach, historically 

identified with the work of Jamaican anthropologist, M.G. Smith. It 

centers on the view of Jamaica as a ."plural society" which, rather than 

a.being a homogeneous product of a social "malting pot", is instead 

society of clearly distinct culturil groups with their own, oftar 

the structuralclashing values and norms. The second, result of a more 

power distribution perspective, which can ba associated with a work of 

political sociologist, Carl Stone, views organizations asJamaican 

functioning in an environmeant characte:ized b7 centralized power, almost 

of patrons and clients which"tribal" partisanism and pervas±ve networks 

ways in which resource allocation decisionsdetermine and reflect tbc 

are made. 

These two competing approaches are more or less holistic frameworks 

One finds, not uncommonly, thatfor understanding the Jamaican reality. 

many Jamaicans hold both. They are not, however, held by all Jamaicans 

and it is not being asserted that they explain all that occurs within 
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Their usefulness is that their application canJamican organizations. 

tha observar with a coherent way of nategorizing the causes and
provide 

of Jmnican orang irntions. Their
effects of difficulties and succebss 

and here the reader is duly cautioned, it that their too
weakness, 

isa complx and changing
rigid or too insistent application to what 

reality, may result in the observer being too certain about that which 

A problem with too heavy reliance on earlierhe knows to little. 

analysis is the tendency to interpret new information/obseZvatiou based 

gat what one is lookingon those earlier assumptions: it is too eae7 to 

for. The matrix used in development of this SIP (see Chapter 3) is an 

attept to overcome this potential weakness in the Case Study Approach. 

The "ural society" - a social, cultural psychological perspective 

The "plural society" approach to understanding the Jamaican social 

has its local origins in the history of Jamaicaand institutional context 

as a colonial society based on the plantation (slave) production of 

export sugar. Society waa rigidly divided into white, brown, and black 

layers which were strictly and hierarchicly defined in economic, political 

was "acculturaand social terms. Culturally, however, there a constant 


tion" pressure, beginning with the "seasoving" of each newly imported
 

a slave, to adopt the cultural
African as to what was expected of 


values and norms of the dominant white, British group.
 

three major societal groups have institutions
Historically, the 

one from another. Theseand expectatilrs which differ considerably 


groups identifiable by their racial and cultural ancestry, each having
 

M.G. Smith's views on a different experience and history in Jamaica. 


this are reflected in the following chart.
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The important area of difference for purposes of th.s study is the 

question of values which determine interasta, epctations and motivation 

of individuals and groups in organizationa. Accordin; to Smith's analycis, 

the extent of differance betrn the groups wmild create a situation 

within organizations whera events take on dif. rrn and cmpting 

interpretations for the variout Sroup. Ha zsrts that int-raeians 

of events by reference to one or acavhar of theme competing morz.l systems 

is the principal mode of thought that characteIzaa Jsmaica society. 

Thus, Jmraicans moralize icaasantly about one anthers~ action in 

order to assert their cultural and accietal identity by ex.pressinS the 

appropriate sectional morality. 

Clearly, there would be contraints to institutional affactivonalls 

of orgonizations uhose memberahip draw* from the entire society, co &rainto 

In the cultural diversity and co petn value-iysteM3 of theinherent 

three groups who comprise tha small, dvamic.society of the "plural 

society" view. The u/they nature of social ralaions which it suggsts 

would presumably create difficulties for efforts to operate organizations 

which are composed of representatives from all the grctps. 

The plural society perspective of jamaica has been critize4 in a 

number of wayr, Two are mentioned here because of their obvious relation 

to intra-organizational and inter-organizacional dynamics. 

The first is that the plural society view gives secondary importance
 

to economic stratification as explanatory of the distribution of power
 

and status (and hence as explanatory of who does what in Jamaican organi

zations, what expectations people have within these organizations, and
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similar issues). Thus, while accepting the ve/they nature in which manv 

iteractions in Jemaican organizations are perceived by the actore 

themselves, this view sees it originating not in cultural diorences 

but rather in economic class differences. This is an alterna-tive view 

not only by those with Farxist explanations of class development.
held 

Jamicans of the upper category (using Smith's typology) 
with strong
 

"risht" views, not uncommonly argue for viewing Jamaica as a "fluid" 

Society, with a videly sharod consensus ao norms and values, on what is 

i:o that the Large disparities in "style" and"Jas~ican". The argixnent 

living patrarns are economically based, but that in modern Jamaica this 

amalgam factors such as merit, hard work,basze has more to do with an of 

good fortune that tith "family". 

that it simplyA secoud criticism of the plural society view is 

the 42anging ideology or views of the anti-colonial middlerepres&=5 

class of Jamn ica of the L950's. "Cultural pluralism" allowed people of 

that tims who wern "acculturated" to be anti-colonial while at the same 

tints asserting a certain "maiddla-class" notion of what wvas "proper". We' 

strength was plainly visible in the constitutioal and for-al approach 

which was taken to Sali independenceo and it continues strongest in the 

Jamaica.formal, English common law based, legal system of modern This
 

critical view of cultural pluralism, acknowledges chat it is a theory
 

with social coots, as an ideology of a group, but asswrts that it does not
 

serve adequately to explain the values and norms, the polarizations of
 

servas

Jamaica today. An interesting aspects of this criticism is that it 


"plural society" view changed, as the upper group lostto expla-in how the 

control, from an optimistic "we-will-all-be-one" belief to one that saw 

divislons as hard and in conflict. 

ASSOCATES 



A. Structural Powar Distribution Approath 

A strjetural, pcmar distrbution approach to underst dln 

organizaial dya~ics 1xu Jamtica cau ba aeaclatad with ths piopular 

viewd of Jaxsaic aa a "'big i=. soc-aty with behavior Suided by Wa!a 

and with "controllrer" derm.inin whr; -ns and whc loses. It fits the 

view of politics as domiat d by & succession of populiat, chArithztit 

leodars (e.g. W.A. Buots ente, icmal Datnlay) whoos potear iL per aced 

through hructuvr s whiceh r Iuch aery cornear of Mi approacho hociery. 

can also be asaociated with a wide array of cutreat Jwaicen ci&1 

its more fresins han hscientists. on conouically urioatcd it a 

o an 0tujnhttremerdous impact Jaaic& md Cocralth doibbeom 

through the "Tan World" group of West Indian =or,iding i JamrM 

Norman Girvan and Ow#en 3affarson, and the msjur work of Gorge Bektar . 

In its vereions which directly addres issues of organizations, it has bil 

employed by, for intance, Jemaicans Edwin Jones and Carl Stone. 

literaturia non-m!,rist approaches of this SereralIn tha development 

type hich considered institutional question were frequently uad in the 

1970's in the analysis and planning of ural developmen efforts. Thesy 

gave rise to "participation' as a technocratic development strategy, and 

to the "politics of participation" as a strategy to sasin and employ power. 

Two distinct categories of thought present in this approach are 

mentioned here because of their helpfulnass in thinking about organizational 

dynamics. One is concernad with decision-aking~ processes, participation 

analyses and political institutional studies (in the development field these 

are often grouped toZether in the broad category of development administration); 
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the Other if,& more, political ecommty based concern influ.eicOd espGciAlly. 

S chinking about cantr-periphery tvoesin jamalicn, by the ?Xewc World group 

rather thzn by the more strictly Class, iu theof relationghips (that is, 

wiho ow-smnruist %ease, orientation), amd structural dap,=ndency about at' 

controls. 

From this structural approach, the social and institucional contet
 

of Ja aica is one of 2xtrmely aggressive partisan politics, intensz
 

an tstablishad cnrealizacompetition ovvx the. control of resourcn and 


tion of bource yatin daetslons and the de iopmcnt of extensive
arl 


network of pathran avd cliets. 

COrn~etitivs 'jPoiis
 

snSanymoua with opartisanshty. oInJ~lltit. sepoliits" is ofte 

mimes 1944 have rasuted h cin s inTha nine aatio=s2 alactioas held 


be "=:inz every twosems, and te campatitiou nan the, s
 

Seaga, and the People's
Labour Party, =w~ in Sovevwent hvaded by Murd 


National aty siu, headed by opposition icharel
isnder aley, is harsh 

Since the 1.949 alaction, t candidatemud has at imes been violenc. 

ivon a sae in Parliaet. So represenfrom outside the JLP or ?M? hias 


every won a sc-at, .rnd in 1972, the last
tative of a third party has 

by a third party, the third party caudidate draw onlyelection conceste1 

.01 percent of the votes. 

&# %.Ang so partisan as toJa~aicans 5oMetfies9 view their politics 

be "tribal" in the sense of deeply-rooted, and strongly felt, constantly 

promoted and physically defended loyalties. This characteristic, and the 
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challenge it Pums~ to the political parties thausolves, as wall an to 

organizations in the society had been stated by one of Jaraican'S
 

current leders: 

a way (had) to be found to d --tribalize politics. With 

nothing to which a political coitent could ba made ft 

earlier tim k, peoplik tended to form blind acteanlmts to 

one or othsr party. It bncame "my party" right or wrong. 

People wars) literally happy if things -4*: badly for the
 

country under tht "oth r" party, since that iudicaced a
 

victory for "hcir' ;arty at tha next c.iction.
 

Resource Ccentation andCwqtral.1 zed te~intai~
 

The party in power coi=oua rmany of the resorces of a highly centra

lized political and oc-onamic syari. Palicy and progri ea are forzulated 

and adminLitered through che various ministries and a$oncies, and themse; 

of the day.In turn, a ==-Zed by individuals appointed by the governent 

Along with the aosdy trand for an increased Sovermnt role in both the 

service and productive sactors, reflected in the rising proportciOn of 

ove~rm nt expenditure lu the GDP noted earlier, that by 1982 there were 

205 public enterprises, and statutory authorities ("parastacals") numbered 

235, up frcm 34 in 1951. The public sector has steadily sought to achieve 

results while not deconcentrating or decentralizing. Local Sovernment, 

represented by the 14 Parish councils, ir dependent upon the centval
 

governant for.resources and direction. Since 1856, -he central-Sovar=Gmt
 

has mainat.ined control over local revenue and expenditures, and the councils
 

currently receive approximately 95 percent of their revenues frova central. 

government grants. Meauwhile as a proportion of total government searices, 

local govarnmenc fell from soma 20% to 	101 in the 1965 - 1975 period. 
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ourdie 

at toims VQe as ba=g% controlled by 

Th pa±vte sector relocts a SfIlA CO=Ctratiof of ream

and decisioi i-£moS. Jazira1 is 

deacon"21 f onlL~s", and chali interect groups. Tha filis a al 

o bten Jzoican fordanteof non-black ft saies, o t of sblidu 

Saucratlous. Available sttisti.cs are rciealicg ow of 12.,435 flxms, 

for 70
31 (only 0.4 purcint of el carorations.5 In JaeLsa) accouncd 

1970. ofpercnt of rona dowatatic savfac La o rny thes 4. , joined 

bynatnaricMle dihepublis whde ai htzh 09 O17a xv ait on the 

board oy dhesctrs of sra otiers. Zh1972 meia percent- of 

41 lrAlnethe srehoAars hold abo-tdal p of the sharesoete a 

hol3dmrs controlled a,lycompnies. In cnr~t, 33 pmcent of the shn 

Sir.parcaut of tac&t zaysse. 

and private sectors isThe concantration in both the public 

jolzaed ar- the cap tbzough ths practice, of bc-.h JIA? and Mtfgovrmants, 

Offtcwasof CM17126 heavily on rnt""b.r!6 of thcou zzea "21. is", or 

otff thz board of theof the companlas conraolled b7 chum, to hetsd hind 


is thxat tha govewtnc are
"independent" parastarals. The rational4e 


vith directly re3.ated sW~fs and &xqenae,
drawing on individuals 


a limited owmbar of these due zo laigracion. The resuLt,
there being 

that often are strongly influenced orhowever, is public sector boards 

eaen
controlled by the dominant privat~e sector interests of thsir 


business.
 

This resource concentration and central.ized decisiou-making was
 

intensi1fied in the public sector during the 1970's even while the
 

economy was experiencing negative growth. While the present govern

ment bas at times at a forMal policyANrket-orictedlevel espoused a 
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approach which would Imply a rather different structura of resource 

allocatiou detsiva-mki , observers report no les c4ug of these 

tezidencics. AltOugh these a~re many particulatic reaons~ such as 

tothe personal backgroux!41 	 of indivivtil leaders wich night help 

at a general level it serves to underscoreexplain this plhvnou, 


the strength of thiu societal proclivity to concentration and cen

tralization. 

Patrons and Clievcs
 

=d Orpalli ms:Ln gain to the resourcesto accessFor intdva~wls 

controlled by the center, it ini necessary fo-. thm. to 	eatablish then

ts. Carl Stone,selve3 vithin a psineasive nework of patras ezd cli 

Jamaica as "the prococyp of a clienttic demowho b described 

cratic state," Iw 1-idead an unda'e=ding of thebauz that without 

=ztlug between the paUtiuxl parts andpatrou-cliant ra sionsh~p 

the mass public, one in hard-presuad to understand hcy thi ikola 

systan operaten. Hie empha-,zas ahat these relationships eve not 

limited to party Grganization. 

The link bevisen -ot-peti ive yarty politics, highly centralized 

rwsources, and patron-client lin mges iaeirwly important. Patiol 

attempt to est.,iish and mainrain popular support through the distri:M

tion of bencfits through these client ts-arks. It is a "spoil system" 

which does not vary with a charge in government: on elaction days. 

For individuals and organt-atons, participation in the e networks 

becomes critic"! because 	of the centralization of those resources. It 
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ths public sector, between 1959 and 
is no accident, tharefore, that in 

1977, average increases ia public sp rnding in election years have beeu 

twice as large as the average increaves for the entire palod. Thug, 

the average au=nl increase was 8.6
for that eighteen-ye&r period, 

years alone, the increase wasFor the fourteen non-electionpercent. 

5.7 percent, and for the four election years (1962, 
1967, 1972 and 

1976), the increase was 16.7 percent. 

Oranizational Problems and Dynamics 

The t-o approaches to the social and institutional context outlined 

above are at a Lerl of abstraction above that which can be actually 

applied to reviewing specific organizational =pariences. They are 

central elemene La the cognitivm frameworks, and thus, .mansthe determining 

but in consideringfactors of the social and iustitutional context itself, 

be less
specific organizatiovAl issues the analytical fr=mevok needs to 

one which has been
global. Th sub-framework msacted in this section is 


extracted frc the views of organizatianl problens in
developed and 


themselves. Although
Jamaican organizations as perceived by the actors 


ionship betwen the broad approaches and
 
there is at times a close relt 

the former represent perspectivessome of these problema on dy =zica cited, 


while the latter represent areas of
 
on or ways of viewing the conct, 

actual behavior, within the content.
 

Presented balow are the types of problems with which Jamaican
 

While the reader unfamiliar with

organizations consistently contend. 

Jamaica will be struck by a familiar ring of many of these, that they 

occur within the Jamaican social and institutional coatot causos them 

to manifest themselves inways and to be amenable to types of solutions
 

which may not be so familiar.
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MtXivation:
 

manSers in motivatingDifflaultieD experienced by leaders and 

are a core subject of organizatioialmembers of a work organizatiou 

behavior studies. Tn Jsfaica, tbase difficulties are of tc aecribed 

to: 

tweac the objective ard 
- reward trucrurea: which fail to 

of irl viduals with l le iwrk-plco mmobisubjective n-eds 

u output of quality andity azd little "lnkbulattc 

nIncreased benefits for theonorksr' oa) 

- co nicationa: =vn&~i people in diffa=,ant parts of tho 

view sorganization arc often sod on. Dlcily dof hrao 

con ozns as to, (a) appropriateof goals, on an Ixws qua 

tdouataho of oi perresponses to ma e t and, (b) 

In which theformnce. The comunitcatioutm context it =ae 

solutions through discussions is motpractice of identifying 

orientationc a and is au difficult by the different 

social groups from i hich orgmnizationel members 
cJm 

of the varintus 

are drawn (read, "Plural society"). 

Socio-uColturl-Polutical: 

are 
uon-markt bh ed (rcm an economist's vi w of markets) responses 

the allocations of
cotuno-alacei In Jamaican organizations. Decision of 

within ais well as among organiatonLs of all aociatie 
scarce resources 


those of factor markets.

respond in some measure to signals othar th=i 

In Jamaica, these difficu~lties are frequently ascribed to social, 

arecultural and political features. The form of these problae 

usually discussed in the following terms: 

is 
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- centralization: of decision-making within organizations which 

not only reinforces a we/they dichotomy but produces, because 

cultural barriers to vertical coxnnicaion,of the social nd 

of insufficiet information:allocations made on the basis 

oliticintian in the form of Taany Hall style interventions 

into organizations encourages resources to be allodated on 

criLteria resembling favouritim and special case pleading rather 

than "relative mrits"; 

-PYvie": racher than merit continues to be a scrong factor 

in decermlaiag accs-s Co Zsouco-, Most UOtably within orgai

in determining recruicamt, entry lval placemout andzations 

And in subtly influencing the "type" of
promotion practicos 

role which individuals will be assigned; ari 

"unions": the major ones of which in JWR1ica are 

Lvo political partifs, Are frequsntlyinxtricably linked to r 

meutioned as the major explanatory factor for vage levels, dis

cipliuary practices and personnel procedures, and actions a= 

by inter-union (read inter-party)
said to be motivated more 


rivalry than by the specifics of any individual case.
 

Psychololical:
 

From an organizational output perspective, (i.e. no raference is
 

being made to "personal" psychological 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 nature stem perhaps more from a "pirate ideology" (which
 

of beliefs which emphasizes personal strength, individuality,
is a se 


a
and a generalized resistance to authority, and which can be seen a 
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characteristic derived from the maroons and ex-slave peasant farmers, 

as well as the piraces, who together were dominant foci of Jamaican 

thought and concerns for several centurics) than from a plantation 

society in which everyone "knw his place". For organizationa, these 

problems are seen as:
 

- actitudes: of suspicion and distrust amongst individualm which
 

can be sufficiently strong to be self-fulfilling;
 

- indiscipline: which while hostile and disruptive in Mny 

instances, is carried out as a form of slf-asaertion without 

a belief that itwill affect che situation in som baneficial 

manner; 

- short-ter gratification: tendencies in which thnre .s little 

or no learned behavior to reinforce co apts such as planning, 

.savings or ocher fots of deferred gratification within a 

longer term framwork; and 

- individualism: which in supported by a belief that self-esteem, 

perhaps as a reaction against the tocal dependency inherent in 

the plantation model, is a function of the ability to control 

one's own environment (i.e., not to depend on an organization) 

and to reduce exposure to clearly assigned responsibility. 

,anagement:
 

While the three categories of problems above do not isolate management
 

as a separate factor, participants in and observers of Jamaican organiza

tions frequently cite management problems as a major area for attention. 

In considering this area, one is reminded Chat in addition to the "plural
 

society" view and to the structural, power distribution perspectives, and
 

to the "pirate ideology" mentioned above, one must bear in.mind the
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histor of Jamaica as a crown Colony, and as a nation which adopted 

mathods (a.g., "minuing" and A ting up") and legal and organizational 

forms (e.g., the essentially "class" notion of organizational structure) 

an impac: on the way managers chink 
which, even when not practiced, have 

and act. The specific problems cited are:
 

accountability: upwards is formally well-establisbad but there
 

is only a weak sense of accountability to lower level workers,
 

work groups or, in development language, "beneficiaries";
 

linka s: to ocher organizations on a horizontal level (e.g., 

trade associatio s) and vertically downwards tend to be weak 

and relatively untended, Mhile linkagqs upwards are often of 

of a politicized or social-class bound nature; 

formalism: a tendency to elaborate sophisticated structures, and 

form is often more determininga ritua istic respect for proper 

than efficiency and effectiveness and contributes to a; 

riidity and inflexiblity in organizational resource deployments 

even in situations calling for rapid responses to changing circum

stances; and, a 

short-time focus and a preference for immediate, often token 
and 

weak commitments which are accompanied by constantly shifting 

priorities and an expedient and "trendy" use of management resources. 
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C PTER 2: METHODOLOGY 

Overview:
 

To muet AID/Jamaica's goal of underst'anding the operational
 

strategies of organizations representative of those "sectors" targeated
 

for assistance, the followed study objectives were defined:
 

1. 	To identify impediments to operations ii private, parastatal 
and PVO organizations 

2. To identify facilitating strategies for dealing with tho impedi
ments identified above 

Three field researchers wern selected based on their .rior experience 

with these types of organizations in Jamaica.* Then, a cross-section of 

organizations were selected for Case Study, based largely on accessibility, 

given study time constraints. 

A literature review was done to back up the conceptual frame of the 

analytic matrix described in the following pa ss. A completed summary matrix 

of strategies appears at the end of Chapter 3. Interviews of organization 

staff and observers were structured according to the matrix, leaving room 

Thefor observations and discussion of factors not included in the matrix. 

field researcher and Team Leader met daily 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 voluntar-y organizations 
Carleen Gardner, private industry and parastatals
 
Harve7 Blustain, agricultural cooperatives
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and interviews with kxowledgeable Jamaican observera.documomts), 

had wide experience with JamicanDiscuesions with AID staff who have 

first, to allow 
organizacions were also held. This approach uss adopted, 

think about their socl and institu
for a percepciou as to how Jamaicans 

tioral contaxt to come through, and, secoudly, through sam:.mations of 

particular organizations along with muvaya of the results of other 

investigations, to permit the subsequent idefntifcation of patterns from 

actual cases, and, thirdly, to be in a psition to coent on the utility 

the Jamaican contert from the various perspectivesto AID of looking at 

which Jamaic=n thezmlves employ. 

Each of tha individual case studies in s,.irctured. to cover four 

distinct areas; a description of what the organization isand what it does; 

and assessment of how %Mll the organization has performed -with a particular 

on its performance as a development institution; and analysis ofemphais 

an
the organization's experience with the problems which, on the basis of 


arose from the Jzmalcaun social
initial review and discussionsit was felt 

and institutional context; and, some comments, insights and views which 

arose during the course of the study. 
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Aalytical Matrix 

Case Study esearchers sought to understand each organization in 

terms of its motivational dynamics, socio-cultuvial dynamics, psychological 

dynamic and manageril dynamics. Thece dynamics feed off of and into 

eachother, and are tIhu the distinctions are made for ease of analysis 

into their various anpects. 

Motivational dynamics are expressed in an organization's r'word 

structure, worker/management cohesion or alienation, aud communications 

be 	broken down into the following
processes. These aspects may in turn 

types of stratgies: 

o 	 Reward Structure: workplace mobility, production or process 
orientation 

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

o Comuications Procefses: cc=on definitions, dialogue, degree 
of 	formality.
 

The lack of motivation has been cited as a pr( blc in Jamaica. Mnwt 

motivational strategies are actually used in Jamaican organizations? 

Socio-cultural dynamics are cited by Jamaicans and others as being 

the greatest barrier to organizational development. The case study 

researchers em.amined each organization's technique(s) for dealing with 

socio-cultural factors such as:
 

o 	cl iencelism/patronage;
 

o 	par isan political polarization;
 

o 	 ":hen-us" 

o 	individualistic self-perception manifested inmultiple survival 
strategies and reluctance to share; and 

o 	 racial separativism. 
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Relacad or derivative psychological dymmics such as suspicion, 

hostility, short-term gratification, and avoidance of risk, blame =d 

of an organization. Where
responsibility are important to the function 

they are present, how are they handled, and where they are absent, why 

is r.his so? 

dynamics are assessed in reference ianagerial 

o 	 decision-akiflg 

o 	 accountability to beneficiaries 

o 	 response to long-term problems 

o 	 maintenance of external l-inkages 

o 	 monitoring, record-keeping and iraac: assessment
 

degree of formalism interally and extcarnally
o 


o 	degree of Elexibility
 

o 	 organizational complexity 

o' financial scatus 

As can be seen from the Summary Matrix of Strategies at the end of 

Chapter 3, managerial dynamics are a reflection or further iteration of 

the other dynamics under study. 

25 

MANDAACCATP-S
 



MOTER 3: CASE STUDIES 

A2PLVW'Z ThDERS 

Dascrintive Profile: 

tppliance Traders Ltd. is a group of companies:
 

- Appliance Rafrigcration: Manufacturers of fridgeo, stoves, air
 

conditioners, wuater haac.rs' etc. 

- Florida tzv appliance and refZrigaraion, leaiing Fedders 
Distributors in the U.S.A. 

- Appliance Traders: distributors of a rage of electrical
 
equ .paent.
 

- Caribbraka - manufacturers of auto brakes.
 

- Indusrial Products
 

- Sandals Notl and Carlisle Bea-ch Hotel
 

The core company Appliance Traders has 270 employess, but the factory 

itself is relatively smll, with 40 employees. There is also a mall service 

crew of 15 factory - trained tochnicians and a design anginearig tom of 

five. Seven hundred employeeo work for the Appliance Traders Group as a 

whole. The value of sales is in the vicinity of $50M, with cargets of $I00H. 

The major shareholder and founder of the company is a white Jamican, from 

modest means, who started the business when he was 27 years old. A former 

salesman, now in his early 40's, he received only a secondary sch)ol educa

tion. However, his aggressive business policies and exemplary employee
 

scale distributorship of 4 orrelations have built the company from a small 

5 people into a growing conglomerate. 

team consist of a ManaginS Director (an ex-Minister ofThe management 

Finance) and several General Managers for the various entitites. The senior 
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managament is a comibina~tion of (1.) pceople promotad from within and' (2) na" 

60% of the ptapLa now employed have beou there ovtr
professions1 azgtrs; 

tO yaurs.
 

ou rci from
The company i s private one, therefore financial r co= 

bainks. li the bu*1aj of distribution and m~anufacturin.g, foraign
coamerci2l 

excha e is a critical fac.or to provide rayi zzerials and fizishad gooda. 

ha seured ics forei n exchange earning capacity via:Th:i, cmpauny 

(1) Florida bamed 	company 

(2) Sandals Rotal 

(3) 	 Exporc of products 

is nxai a nat earnar of foreign exchange. During theApplianca Tradars 

L970's when similar trading companies were folding, Appliance Traders converted 

to manufacturing, diversified iato tourism and generally onpanded. 

The company begn operations in Kingston in a small old house. Its 

present head offices, factory and wharehou e, together with repair and 

maintenance facilities, zhowrooms, sports club end gym are located inmid-town 

KVngston. The company has islandwide distributorships, and its now proposing 

major expansitn in Hontego Bay. 

M.ocvacional Dynamics: 

Appliance Traders is a meritocracy-pirformance and c=Vpany loyalty 
are 

rewarded by tangible benefits as wll 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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wb is also the Service 1anager,an of the Diraztora of the Company, 

ths ccap*uy and worked alongside the owner to build
is a foundin member of 

efficient uervice operation, is well
the ,antrpriae. He runs an extremely 

respacted cad ha consida=ir lo status in the company. 

The Factory 4i waer has been with Appliance Traders for 12 years; 

hard to expcnd the uwnufacturinShe also startad as a technician and worked 

the capazity to produce more equip
operation into a full scale factory with 

vAnt thn the company now raquires. Over the years, th a mmpany has 

with reward systms and has developed a system of incentives
experimented 

basi, the more jobswhich seo to work. Servicemen operate on a commission 

the office staff of the service departmentthe higher the comiision - even 

are on a commission bacis. In the factory, technicians get $1 extr on basic 

system carefully
pay for each piece of equipment they produce. The reward 

responds to: 

(1) status needs 

(2) basic needs 

(3) mobility needs 

(4) security needs
 

(5) recreational needs 

There is for example a trophy donated by the Factory Msnager, bearing 

his name, which is 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 

if an employee, who has proven
.task-orientat:on. Turnover is low and even 
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a place in the company. Whilecapabillty, leaves, he/she can return to 

these policies are not formally documented, amployees kaow that they will 

- a strong basic 
get assistance from the company: 1) to 	purcbsas a house 

get a licnse. and loan for a car. All 
need among Jauaican workers; and 2) to 

holiday free at the Sandals Hlotel; the company
employees arm entitled to a 

is now refuraishing a sports club with bar, pool 
room and gym for its 

employees. 

cara of youl"
of one employee "Appliance Traders takes

In the ,ods 

company and are willing to perform any tasks 
Emplqyesa therefore value the 

which occurs
 
to ansurm that the job gets done. The segregation 

of work casks 

in man7 unionized environments does not 	happen 
at Appliance Traders. For
 

a trailer ar'ives with raw materials, all available hands,
example, if 


to expedite the unloading. If there are
 
saosaman, diractors ate. pitch in 


are willing to take on
 
no drivers available to do deliveries, servicenen 


the job doua-is shared by

the task. The organizational goal-getting 

every member of staff.
 

Psychological Factors:
 

say that disciplinary problems do not occur. 
The
 

This is not to 


procedure is similar to other companies - reprimand for the first offense,
 

suspension for the second. However, according to the Factory Hanager,
 

Errol Lee, the offender never repeats the action. 
Peer group pressure and
 

a reinforcement of 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 accomodaced as
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long as ofectivs work perfomance is achieved. Standards governing 

dress, language and other trivial ernalities Are not iMortant - the 

atmosphtre is casual, but efficient. .anagement operate: an open-door 

policy and thera is considerable personal contact betweeu top management 

and all levels in the company. The Chairman is accessible to all amployees 

and he listens to thair problazis and tries to find an appropriate solution. 

wanted to purchase a house. The employeaeThe story is told of an employee who 

- from the who it. he proatcdrequested a ' Chairman refused Instead, the. 

mzde him eligible for a mortgage, the he offared
employee so that his income 

him a short tarm lo n re-payable after a three year moratorium. Although he 

ha did not meka that known to thebad no inteatien of calling the loan, 

still savins to pay-off theemployee. The man acquired his house and is 

loan from the comp=ny. 

Socio-cultural and olitical factors: 

has achieved considerable social integration. AllAppliance Trades 

races and classes are represented there, with harmony. In that company, 

colour cannot be correlated with position on the hierarchy. The Chairman is 

white, the Managing Director is a brown-skinnad Jamican, however below that 

level there is a melting pot. There isa psychology graduate from an elite 

side with a black high school graduate. Thelamaican family working side by 

Chairman's parents are both employed by the company and report to black
 

managers. All levels of employees socialize together; often the Chairman 

plays dominoes with the workers. 

"tch is attributed to the leadership and philosophy of Butch Stewart. 

Rix own example of willingneas to take responsibility, to r ust his employees 
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for his or her contribution has formed Che basi for 
and to value each person 

the organizationa~l dynamics. 

Tht growth cad succass of Appliance Traders is attributed not only to 

but a1Ao to the ability of the
dynrics of the company,the internal 

the economic and political environment. Recognizing the 
company to manage 

strong relationship with
 
scarcity of skills, Appliance Traders maintains a 

started at ApplianceMoo. of its technical scaffTechnical High Schools. 

the schools. The
Traders in a work-experience programae iniciatad by 

in return the company
schools assist with recruitmanc for the company and 

co has a long term 
provides various services to the school. Th 'ay 

able to take advantage of the risks 
commitment to Jamaica and 	has been 

tha shifting priorities and the economic problems.
Wa. o~portuu.cios despite 


a to the
 move iWCo tourism, for ~ample, was rspouse
The decision to 

foraign. ,,.hange o support the othar operacions. During
need to gnoraca 


companies were in rtceivership
sevaal dstribution 	
or 

the 1970's whe 

(the ounars hainG mi±ratmd) Appliance Traders moved into manq
contracting 

local company.

facturing cud set up a U.S.-based oparation to 

support the 


Appliance Traders has demonstratad that political partisanship and 

the advantage of the company. During the 1972 clientelism can ba used to 


election campaign, Appliance Traders supported the P.N.P., in fact direct 

a particular candidate ,weremade. The candidate 
won and
 

contributions to 


the Managing Director of
 
became the Minister of Finance. This man is now 

a J.L.P. 
the company. During the 1980 campaign, Appliance Traders supported 


This man became 

candidate with direct contributions to his campaign. the 

Minister of Industry, with responsibility for issuing importation 
licenses 

31
 

MARANDA 



and foreign exchange quotas. Yet, the aompany be* avoided alliances with 

the political parties themselves, and does not adhere to any Ideological 

position.
 

While the majority of the work force epressas partisan loyalty to 

the J.LP., today, the P.N.P. supporter2 in the copany are permitted the' 

same freedom. The company has obtained benefits from its affil:lstion whith 

the present regime, it services governent installat ons and ,pplis solna 

grant, however it is uot dopmdeat oanvater heaters under the NDA - USA7.D 

far maze private service mad
the governaent for its survival. Thtre are 

contracts listed on the achaduleinstallation contracts than gover--mnt 

of work in the Engineering Department. Simlarly, it depends on govermamet 

quotas for foreign exhange, but also generates ts own. 

The company has avoided joining the traditional pressure groups in 

the business community and operates to solve its own problema regarding 

Llnkasez are maintainedgovernment regulations and bureaucracy on its own. 


with the highest authorities in the critical agncies-i.e. Trade Admnistra

tion Department, Ministry of Industry end Commerce-- and these are employed
 

wherever necessary.
 

The image projected is one of agres ive efficiency, and high quality 

service. This is reflected in the advertising symbols carried on the
 

of high quality, e.g. plays and cultural activities.cy activities 

vehicles and mails. The company projects its products and services - not 

its personalities. Its advertising strategy is geared to support communi-

The 

phyaical plant is modest and business-like and does not project con

spicious consumption or excessive wealth. 
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A common problem in Jamaican orgenizations is lack of accountability 

on formalia.for results, poorly structured organizations and over emphasis 

This company has avoided this by introducing (1) a profit centre eystem (2) 

casual and open atmosphere 
maintaining a Lean organization and (3) a 

physical lay-out of the facilities.exemplified by the openess of the 

relies heavily on its own experience to generate solutionsThe company 

than Import foreign expertise. The factory is designed,
to problem, rather 

so that any of its products can be 
on a flexible production line systOM 

using standard equipmeut. The conceptmanufactuved in the same space, was 

developed and executed by the tecbnical team at Appliance Traders, who 

rejected the suggestion to Import a North Amrican consultant. The appromCh 

and challenges requires considerabla internal braiutorto company problm 


or ratified by the Chairman.
ming, with final decisions being made 

Performance Assassment: 

the company has experienced growth andThroughout its 14 years 

have benefitt 2d from this growth, they are
financial success. The employees 

among the best paid in the industry. The clients of the company are satisfi d 

with its performance, despite the high costs of its products and 
services.
 

to respond to the problems of the countryThe company has been able 

- locally designed open burner stoves, solar with appropriate technology 


It is a significant
heaters and other products under the brand Aqua Tempi 


employer of labor providing direct employment for 700 people and is a net
 

earner of foreign exchange.
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Its ability to manipulate the political enviromelnt without compromising 

its. autonomy or practising internal victimizztion of its emplOyeu alon 

factov is its ability topartisan lines is creditable. One critical success 

practice effective employee relations policies which have resulted in keeping 

the unious out of the company, despite several attempts. 

Finally, Appliance Traders has been able to ini,;ate and manage 

growth, due to its long term comitment to "staying in Jia=sai", its astute 

use of the human resources and its ability to generate foreign exchange. 
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CHRISTTANA POTATO GROWERS COOPERATIVE ASSOCIAXIOR 

Back round: 

The CPGCA isover 25 years old. It began through the efforta of the 

coordinated Extension Services of the Jamaica Agricultural Sociacy (JAS) 

and the Jamaica Welfare Co=ission to organize farmers in the Christiana 

area in the uplands of Central Jawtica. 

The purpoaa of t1_- arganization was ;o improva ari"ltnral produc

cooaervationtion by introducing effective farm telhmology aud soil 

methods. A range of comunity development svicna 'sra put at the diaposal 

of years - these included cottage industriee,of the area for a number 

farmer training progras, dcmonstraion fCama and rsearch stations. When 

the cooperative was founded it had tba active participation of a large 

among many thousand smllernumber of well-to-do farmers and somo igtereat 

farmers. Over the years, the well-to-do farmears Gained full control and the 

A farm store, a marbenefits of the Cooperative accrued primarily to them. 


keting depot and an office were acquired, but area-wide wembership waned.
 

The management structure was weak, consisting only of one parson who 

took guidance from a Board which was controlled by large farmers and strong 

political interests. The technical problems of storage and distribution
 

increased to the extent that 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 warehouses, while
 

consumer demand went unsatisfied. Meanwhile, the government continued to
 

allow importation of potatoes for the household and tourist market.
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Today, the CPGCA has a turnovear 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 Cooperative runt a 

large grading and packing station refurnished with a investment of S87,000. 

It has diversified into the production and marketing of export root crops.
 

It generates employment for 50 persons in its packaging plaat and has a 

vibrant mauagement staff or 7 competent and well-trained men. It has 

acquired a coutputerized management information system and projects a profit 

of $2m next year. 

In mld-198l the CPGCA caught the attentiou of the Marketing and Credit 

Division of the inistry oi Ariculture which was in search of a producer 

which itmarkaeting organization (Vmo) to serve as a model for other pmo's 

was attempting to initiate. The CPGCA ma in trouble having lost two consec

utive Chairmen and a Secretary Manager who died within months oi each other. 

A new chairman and board, younger entrepreneurial farmers with now ideas and 

plans had just been elected and a mmiager was hired with the objective of 

turning the organization around. The new board carefully defined the tasks 

and objectives and decided to utilize the technical assistance being offered 

by the Ministry in order to achieve their objectives, but without compromising 

this autonomy as a cooperative organization. 

.ativation: 

One of the first activities of management was to install a new reward 

real needs for cash throughout thestructure for members, to meet farmer's 

year. Farmers are now paid: 

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

purchase;
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2. An interim payment calculated on the basis of market trends; and 

3. A bonus payment at the year end, depending on the surplus earned 

by the cooperative.
 

The paymut schedule coincides wth high expenditure periods for small 

the new
farmers and is very satisfactory to their immediate aeeds. ror 

the salaries are not particularly good, and there are no managsmemw staff, 


oppnrtt'nities for mobility within the organization. Neverthelass, recogni

tioa for effective performance is liberally distributed and the gratitude of
 

farmers serves to energize the staff. The people who work with the cooperative
 

share a common philosophy of development of small farmer a&Griculture and
 

earn better &alaras elsewhere, they find intrinsic rewards
while they could 

with the Coop will provide valuable experience forfrom their work. Working 

the staff who seek mobility elsewhere.. 

The clarity of the goals of the organization also provides timulus for 

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

The organization tries to carefully select and orient the people who 

superior education - most have degrees work there. The young men who have 


must go through a period of "toning down" in order to "fit in". Since the 

upper level managers are not as well educated, but have considerable exG.eri

ence, they find that the young men challenge their authority very aggressively. 

assert their "pai trnal status"This is handled by the senior managers who must 

the younger men. One young graduateand taka responsib!lity for initiation of 


who was unable to pass successfully through this period, had to leave the
 

organization.
 

37 

MIRNDAASSOCATES 



The work norms are casually anforced: issues such as deadlines, 

punctuality, etc. are not overly stressed, primarily because of the obstacles 

in the rural environment -- distancmes, poor transportation, and communication 

but also because there is general consensus on 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 famars continue to view the Caop as a "big maa" organization and 

feel powerless to influencs its direction or to reap its benefits. 

The 91hcal problem dynamics found in some organittion, e.g. 

mistrust, threats to saif-esttam, avoidance oi responsibility are not 

observed among staff. Th canagement style of the Maaging Director is 

msdiative and his personal relationship with each individual allows him to 

prevent confrontations which could result in these behavidurs. 

In its relationship with clients, (smaLl and large farmers) the coopera

usetive frequently encounters these problems, and attempts to the following 

methods of combatting them: 

Branch meetings between the managemenc and the membership;1. 

2. 	 Extension and F id Manager presence among the farmers; 

3. 	Improved delivery services and financial position to provide
 
regular and tangible evidence of its effectiveness; and
 

4. 	 Attempts to tailor its programmes to meet small farmers needs. 

The Cooperative has a history of short term responses to crisas, however, 

with the new managerial skill and technical assistance, a long term business 

plan is being prepared. Medium 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) a truck which will be a mobile collec

tion unit, and another which will be a mobile farm store. Other long term 

projects, using Dutch assistance and other donor agencies have 7ielded good 

results. For anample, a Long term expertnent incurling root crops fur e-uport
 

is aow in prograss. 'he project will increase the self Life of root crops 

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

This lonG 	 toerm perspective and the ability to effectively utilize 

agencies and the coemrcial banks has placed the Cooperativeexternal donor 

in a position to expand membership to 20,000 in a 3 - 5 year period with 

emphasis on the small farmers. 

evident.In structure, the organization is flat and there is no formalism 

Since it is a marketing organization, it is flexible &nd abla to respond to 

is now discunsing with a Largeopportunities. For example, the cooperative 

restaurant chain the possibility of growing potatoes for export to Latin 

clanging the variety of planting materials atdAmerica. This will mean 

cultural practices. Nevertheless, the cooperative is prepared to take this
 

risk.
 

External Factors: 

The CP(:CA has experienced most of the problems associated with clientelism 

and patronage as well as political partisanship. The new leadership has however 

addressed the problems squarely, by maintaining a consistent position of 

autonomy and by standing behind the principles of the cooperative. 

ignored by government officials as a "socialist"The cooperative was 

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 is seeking collaborative activities. 

A firm management position regarding patronage in employmant practices 

and distribution of benefits has reduced the incidence of attempts by local 

manipulate the organization. Despite the organization'slevel politicians to 

abilit7 to mz age these elements interrally, the membzrship continues to be 

affected, and participation patterns vary with political affiliation. 

Performance Assasmet: 

the long history bas finally achieved the position of beingThe CPGCA over 

the only successful producers cooperative in Jamaica. It hab been able to 

mobilize and utilize external ausisr.aca with excellent results. It eploys 

well trained staff and practices sensitive end entrepreneurial manag ment. 

Evidence of its success is its favourably financial position and Its growing 

assets of equipmat and machinery.
 

The services delivered by the coop do not entirely meet the needs of all 

client groups, however, in attempting to expand its services the coop is now 

focussing on the requirements of the less advantaged farmers. One of the 

now
important outcomes of its activities is increased incomes to farmers 

participating. The cooperative has however been unable to address the 
issues
 

of the price of its produce to consumers especially low income urban groups.
 

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


to allow direct interface with the consumers.
Kingston 
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DYOLL LIFE
 

Descriotive Profile: 

Life is a locally owned combination Life Insurauce company,
Dyoll 

insurance gimants in Jamaica. It is the 
relatively small in comparison to the 

of Insurance & Investment Companies. The 
newest member of the Dyoll Group 

when its debit 
company was acquired from British Fidelity 24 yeurs ago 

annual sles are $4m and 
-portfolio wus va!u d only at $41,000. Today, Dyoll's 

it provides eploament for 141 people. Its policyholders total 85,000. During 

ths past 2Y years, the company has experienced considerable 
growth in the volume 

othar companies obtain a controlling*of business and ban acquired two to 

position in the debit insurance market. 

is a um6r of an elite Jamaican
Ths major shareholder in the company 

family and partner In a long established legal firm. Other shareholders are 

two brothers who started the Dyoll Group of Companies which specialises in 

the Dyoll Group into 
general insurance. Dyoll Life is an attempt to expand 


all sectors of tha Insurance Industry. All shareholders sit on Dyoll Life's
 

Board together with the Presidant of Dyll Life, (the founder of British 

Fidelity) and a Secretary, who Is ths Financial V.P. of Dyoll Life.
 

Ccmpany ObEctiv:
 

safety insurance needs of low

The company serves the health, life and 

middle income Jamaicans. Thirty-eight percent of its income comes 
and lower 


such at West
 
from Kingston branches, which are locatW4 in low income areas, 


Eighteen percent of income is generated in Montego Bay and the

Kingston. 


rural towns.
remaining forty-four percenz is collected from 
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The cost of this debit syscm decentralized operation is high as it
 

requires several offices and a large field staff to effect weekly collec

tions and home visits. Seventy-tight percent of the staff 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
 

new policies, a loss is projected for this
resulting from increasad sales of 


year.
 

Organizational Dynamics:
 

The staff at Dyoll consists of clerical and administrative wolcers at
 

the Head Office and field staff, salesmen and their managers. All the clerical
 

staff is female, with High School education or less. All are under 35 years
 

few of the staff have been with the company since the days of
old. Mile a 

British Fidelity, the majority are new. Turnover is high at Dyoll. The company 

has just lost its V.P. Finance and is concerned about the competence of the 

next in line to take over the job. 

The reward structure of the company is distorted. The top management is 

paid by the Dyoll Group on a higher salary scale while c staff are paid' 

by Dyoll Life, at salaries far below market. Ihese salaries do not compare
 

with equivalent positions in t.'.e other companies of the group. This allows the
 

company to retain and attract only a low educational level of employees who
 

once they have developed in their jobs look outside the company for their
 

future growth. 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 "girls" 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 satisfactiou with the company and are reluctant to
 

criticise or praise the management. Morale is average, but tcm spirit to
 

get the job done ii evidet. Disgruntlement about salaries, lack of t7p

writers and crowded office space and other issues are expressed 
only by the
 

most 	secure employees.
 

There is insecurity at all levels in the company.
 

The motivational process in the company is intarestUZ:
 

Management's policy was to recruit women who were "socially disadvan-


By virtue of entering
tased" and who had difficulty in finding Jobs elsewhere. 

into euployment with Dyoll they obtained an opportunity to achieve some mobility 

One staff member said, "I can now 
For this they are grateful and loyal. tell 

my frinds something about insurance." 

from the front-line supervisor, a male, ban beanPersonalized attention 

All 11 womm report directly to this man. The 
a signifticant mocivator. 


interaction between the wtu fairly

homogeneity in the work korce has made 

easy, although they report considerable rivalry for the attention of the 

some distrust between themselvez.supervisor, and 

Communications channels are formal, staff meetinSs are characterized 
by
 

one way communication. Discipline is handled by letter of reprimand on the
 

personnel file and directives from management.
 

Psychological Aapects:
 

Dyoll exhibits some of the psycho-dynamics typical of certain class

of the.company are
 color relationshipi of the wider society. The owners 


white Jamaicans, the President is a brown-skinned Jamaican, 
the supervisor
 

There is little contact between the top management and
 
is a 	black-Jamaican. 
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the clerical staff, however, the supervisor acts as a buffer and channel 

son oZ one of the Directors in the company wasbetween the two. The 

recently transferred from another company to work at Dyoll Life and 

operatoes with role behavior characteristic of a manager. This has created 

the two middle managers in theconsiderable insecurity on the part of 


U016 that it is not his responsibility to undertake
 company. The prosident 

rulative was notrola clarification as the decision to place this family 

his. This insecurity characterizes ocher situations,'as most of the amployees 

Interviead have a short-term view of their jobs. They do not expect mobility 

and are not motivate to undertake training. Tsa company requxes that they 

complete Stages 1II1 of the LON& aamiuations and most enployees have made 

faw beve actually ccmpleted the programme. Thmaetmpts to do this, but 

course.reasons given aret the lack of books and time to do the 

The company nw must contend with: 

1. inefficient sysctzus to procass the growing volume of business; 

2. Poor quality of tht data generated for management information; and 

3. 	Run-away operating cuats. 

problams can in part be attzibuted to theDifficulties overcoming these 

who cannot deliver the quality of work required.low level of skill of the staff 

invested considerable resources in coputerization (estimated 20%The company has 

ol operating costs) yet after two years the data generated serves no useful 

purpose, primarily because no one in the company understands the purpose of 

comuterization.
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emant Problem DrE52min:
,Mana 

Presently, there is little accountability in the company. Field managers 

concerned lack of viability of the field operations; the 
are not by the 

dacide on expansion piano, company
President is waiting for the Board to 

expenses. Decision-aking is done at 
objectives, and strategies for cutting 

an useful information generated by management.
Board level and is not based 


There is considerable emphasis on form rather than subscaaca. 
The nman-


President and Vice President; the lone
 agement op.erates with titles such as 

"supervisor" has an incroedible wrk load but has no supervisory re sibil

ities. Below the level of Vice President, there are no defined reporting 

relationships, nor clear role definitions. 

the company operacer a conservativeIn the critical area of. finance, 

investment policy which does not seek to capital.ize on the opportunities in 

the market. All inventments are on one year 	deposits and changes are made in 

company is now at a crons-soads 
response to initiatives by the bankers. The 

where long-term strategies are required to keep viability. The short-term 

quick growth business strategy (growth by acquisition) was not accompanied 

by internal system and staff up-grading, to tha extent that no further
 

be accoumodate,.
increases in the volume of work can 


The market potential of low income subscribers his not been addressed
 

this client
and the company has not considered how it can better serve 


while incueasing its own profitability.
group, 


Performance Assessment:
 

a vast
Over the last 2Y years, Dyoll has been successfully operating in 


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


and low calibre staff, the company

other companies. Using inherited systems 
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bee wanaSed to make a f profits. Today, manaSemnt L3 cocerned about 

the urvival of the company, but i not in a positiO'm to MeOat solu

tions. Motivatial scrategies, and centralizd orpnizational structure 

which ware effective for an expatriate small sized company, can no longor 

work. 
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COUNCIL Of VOLUNTARY SOCIAL SERVICES 

A. Descritiv Profile. 

There are about 200 Privato Voluntary Agencies (PVO's) working in 

in the United Stacas. Fifty six of these are
Jamaica, including 23 based 

only nationmembers of the Council of Voluntary Social Services (CVSS), che 

wide umbrella and coordinating agency for PVOS. 

non-
CVSS ums establishad in 1940 as a voluntary agency and became a 

the 1960's. Its member agencies
profit, limited liability company in late 

provide a wide rauge of services to over 370,000 persons and are staffed by 

paid employees and more tham 8000 volunteers.approximately 2000 

Until an AID grant for $250,000 approved in 1977, CVSS had been financed 

frm the Jm aican 
mainly through membership foas and an -nnua1 subvention 

to approximately $30,000Governmnt. This gov mient support has been limited 

in recent years, altbough the gover mnt does provide an extra allocation from 

time to time. The 1983 budget was approximately $180,000 Including a grant 

for training and the salary of an additional staff person.from AID/ashinston 

to support the development
Tn 1984 CVSS will be the recipient of an AID grant 

Grace Kennedy
of fund-raising and related capacities among Jamaican PVOs. The 

salary of full-time consultant who assumed 
Corporation also underwrites the a 

.the functions of the Executive Secretary from September 1981 to September 1982
 

while the incumbent was in the United States on a study program 
sabbatical. The
 

made a grant of $25,000 to CVSS in
Canadian International Development Agency 

1981.
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CVSS does not have a Board of Directors, as such, but rather operates 

under the guidance of a 14 person Executive Committee selected from among 

member agencies, the private sector and the Ministry of Social Security. 

These Executive committee members are not representatives of 'heir respective 

agencies, i.e. they are elected as individuals by the Committee, which does, 

however, receive recommendations on nominees from its mombership. Five of 

the present persons of tite Executive Committee are from member agencies. The 

Executive Comittee meets monthly. 

In addition to its main office in Kingston, CVSS maintains branch 

offices in Honteao Bay and Hay Pen. Headquarters staff consists of 6 persons 

plus the Grace Kennedy-sponsored consultant. Each of the two branch offices 

are staffvl by one project officer and a secretary. Total staff of the txhe 

offices amount to 11 persons. In terms of services, CVSS plays a liaison and 

advocacy role with the government for its PVO membership. It also provides 

tralng to member organizations, hosts seminars and conferences, shares and 

disseminates information and represents the Jamaican PVO community with 

external donor groups and international bodies. In addition, it has compiled 

and published periodically since 1963, a document entitled "A Handbook of the 

in 1978).Social Services of Jamaica" (the fifth and last edition was issued 

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 Agencies
 

Community Service Organizations
 

Services for the Handicapped
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Church Agencies 

Service Clubs
 

Health Services, and
 

Special Interest Organizations
 

B. Discussion of Oranizational Problem Dynamics:
 

its few professional
Motivation: The reward structure within CVSS for 

and self fulfillment coming out staff is two-fold: professional recognition 

of a strong religious commitmant to the poor. Although salaries are low, and 

in the eyes ofa ce:tain prestige and statusupward mobility about nil, 

the wider does accompany those professional staff 
government and society 

positions within CVSS. The intarnal consensus on outputs, quality of work, 

safety srandards in the workplace, etc. in weak, =inly because
deadlines, 

the organization ha not had an output orientation. Clerical and other support 

staff are low-paid, low-skilled, high-turn-over employees with rAportedly 

little perception of, or interest in, the organization's 
goals and values.
 

With so few staff professionals, covmunications has not 
been a major problem
 

except in personal chemistry ways.
 

Much of the above would apply to the CVSS member agencies 
as well. Inter

similar; externally, their relationship
nally, the motivational dynamics are 


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 opportunities for substantial dialogue. Occasional 
rewards do exist however,
 

in the form of attendance at an occasional prestigious 
conference, a worthwhile
 

training session now and then, 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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Soc io-Cuiltural: 

Although a few of the member agencl.xs are slowly moving towards social 

action programs and income generating activities their primary concern still
 

lies with social welfare activities. Since "welfare" is like ".om and Apple 

Pie", CVSS and its member agencies are not cainted! by any accusatior s of
 

partisanship or politics. However, they can be seen as manifesting "we/they"
 

Most of
dynamics in terms of the way they relate to the poor they serve. 

the meamber agencies have historically had paternalistic attitudes and it is 

proving difficult for this to be changed even when CVSS staff are aware of 

the problem. 

CVSS and its members both relate on the basis of at least some clien-. 

telism and patronage to the government from which they receive subventions. 

By receiving these very modest subventions, CVSS and its members have a kind 

of dependency relationship with the government and, as a result, must
 

exercise more restraint than normally would be the case when they play an
 

advocacy role with the Government on issues unrelated to the subvention.
 

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
 

CVSS have not been successful to date.
 

Psvcholomical:
 

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, and the member 

agencies supplyin, tlhem with "free" services. Each group of actors, the 

poor, the member agencies, CVSS-and employees within member agencies and 

to maintaLn indepandence and reduce risk.CVSS-must protect their own order 

to higherBlm e and responsibility are passed uptrard from tier to tier, i.e. 

authority filrares. 

Over its mora than 40 year history, CVSS has had occaion to experience 

most of ths imnagerial problems considered ndemic in Jamaica. 

erlier reptesantsa) 	 The Executive Cammittea structure duscribed 
higbly ccutalized decision-uking, which rapeacs itself at the 

level of most membear agecies, azd heace, from this socond level 
doiwn to the clicat poor. 

b) 	 Financial and progrwaiatic accountabi-I±ty to tha tavgac Stoup 
saldm occurs. fotpnibiltty tonds to be upwards to zspportars 
and donors. 

partly btcausa of inadequacec) 	 Responses to needs are fra ented 

financing and partly becauac resources are often =rnagad by 
part-time personnel, using loose record aud accounting systems: 

one program goals/plans tend to be vague shopping lists of what 

group would li1a donors to soupport rather than realistic strate

gies considering available human and financial rmsources. 

d) 	The few evaluations made deal with accountability in a financial 
sense and activities and numbezs, nor with socio-economic impact 

on people. 

e) Significant change is slow and infrequent while temporary shifts 
are common, usually is a result of outside forces, e.g. donor 

demands or shifts In priorities of government, and not on a well
thought out internal process responsive to client needs. 
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f) 	 Linkages up ond down and sideways are more fo-alistic and
 
ritualistic than practical, effective and responsive. All
 
pazties concerned seem to go along with the "show" (whether 
they are convinced or not) that PVO coordination is effective 
and thac devalopment is occu ing. 

C. 	 Performance Asesanet 

Resource mobalization and maniagement both suffer from lack of direc

tion from above and lack of participation from below. Donor funds 

occasion&lly are attracted to CVSS bocause it is the only existing umbrella 

organization for PVOs in Jmnuica, not because of its track record or present 

Potential. 

Davalopmcnt opportunities for risk groups are few and far between and 

usually involve education nd training leading to tiaditional low-paying 

jobs 	which help clients to survive but not to advance. 

As indicated earlier, linkages at all levels are relatively inafftctual 

and 	 static. CVSS and its m=bers are effectively providing badly needed 

welfare services - a very worthwhile endeavour - but have difficulties in
 

doing 	=ore than that except in a few cases. 

D. 	 Discussion, Analysis and Sugestions 

CVSS has existed for some 40 years and it remans tha only coordinating 

national level agency for PVO in existence in Jamaica. In this sense, it has 

been institutionalized. Nonetheless, it is a weak organization. Its member 

agencies do not look to it for guidance and provide weak financial support to 

it. 	 On paper, fees from members are supposed to augment the annual government 

subvention but, it would appear that these contributions are dropping off (it 

was 	 not possible to obtain specific information from the Executive Secretary 
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of CVSS about the amouts received from members in recent years, 
although
 

stated that there is =ch delinquency and non-paymmnt).
it wa 


of it and
Non-member agencies of VISS appear to have a very poor image 


look upon the organization, as for the most part, outside the field of
 

a lack of enthusiasm and xplain

development. Even member agencies express 

cheir membership by saying it is che only umbrella PVO aency in Jamaica and 

that this, in and of itself, is a good thing for the PVO communi-y an a 

whole. They also mention an occasional reward such as project funds, training 

sessions seminars, conferences, etc.
 

November

Many of the above comments are substantiated in the AID/Jamica 

first large grant to CVS$. The audit1980 evaluation of the then on-goinS 

and leadership, high
speaks of poor recruitment policies, deficient manaement 

turnover of staff, inadaquate accounting and recording procedures, unrealistic 

market studies, insufficient analysis of problems, incomplete base-line 
data 

collection, irrelevEnt training, etc. 

Zt seems apparent that some radical measures are in order If CVSS is 

ever to become a reasonably c=petant development support and 
service delivery 

agency. The new 5 year, $3,000,000 AID grant is designed to tackle 
the problem
 

within CVSS and its member agencies by:
 

a) Strengthening PVO capacity to deliver develorment assistance;
 

improve their viability as development
b) Assisting selected PVos to 


agencies, thereby enabling then to attract and efficiently utilize
 

funds Crom international donors;
 

c) Znstitutionalizing fund-raising capabilities within CVSS 

These three objectives are to be met by establishing a practically
 

autonomous Voluntary Sector Development Office within CVSS to be headed up
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the 	first two y"rs of the grant period by a to-be-recruited American. 

Although this new grant is a atep in the right direction, it may not be 

many negative comments zarf bsing circulated:enough. Already 

a) 	about the disproportionate salary levels betweeu the VS)D office
 

and 	 CVSS; 

b) 	about the requirement for an American director; 

c) 	about the lack of direct CVSS representation in the office;
 

d) 	 about the ambitiouw size, scope and =xpected resulto within a 

5 year time frac - capecially in light of the less than 

satsfactory record of the pravious saran; and 

a) about the abilit7 of CMIS and its maubar agencies to carry on 

after five years without and some significant modifications 

in structure and style. The concern hare is whathar people 
mostly welfarea-ad intitution trained and =prianced in 

to become copet ntactivities vL1! be able to change so as 
deliverers of developent asistance, a problem also faced 
by U.S. Ms'O. 

the 	new grant will beAn optimi t would say that tha 5-yoar ter of 

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

in Jamaica history has a tendency to repeat itself. 

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

put 	intoapproving this large grant. They are repeated here merely to 

context the following suggestions:
 

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

2) 	 That the Exacutive Committee of CVSS be encouraged to consider 
the need for chmrismatic 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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TIE NATIONAL DEVELOPMENT FOUNDATION (DF) OF JAMAICA 

LIMITED 

A. 	 Descriptive Frogils 

The XF was astablished as a Private Voluntary Organization (PVO) in 

mid 1981 to promote non-traditional craedit through a revolving loan fund to 

small entrepreneurs and groups engaged in income-Seneratinq activities. The 

guidanceloan process is accompanied by taechnical assistance and business 

to these low, income clionts. 

Initial funding of $70G,000 to launch ND? came in the form of a $500,000 

via the Pan-Ameriman Davelopmear FoundationOperating Program Graunt from AZD, 

of $70,000 from NDF/PADF,(PADF) plus $130,000 from HDF and the balance 

through private sector and individual donations. 

Overall guidance and policy direction is provided by a 14 person Board 

from small business financial inatitutions and otherof Directors drawn 

private sector organizations. The Board is elected annually by Members of the 

80 between individuals and organizations. As ofFoundation; now totaling 


staff members, 2 Peace Corps
October Ist of this year, there were 17 	 plus 

Volunteers, at the Kingston National Office. Since that time several additional
 

staff have been employed, including staff for the recantly opened branch office
 

at Xandeville.
 

NDF's field extension office maintains direct one-to-one relationships
 

with individual clients during the entire loan process. All loans are exclu

sively for low-income persons or groups. As of July 31, 1983, 145 loans had
 

to urban clients; the loans have been distributed as follows:
been 	approved 
55 

MIRANDA
ACiCZ1IATES 



116 - sole proprietorship
 

17 - msle/female partnership (usually husband and wife) 

10 - male/male partnership
 

2 - female/famale partnership 

B. Discussion of Organizational Problems/Rvnsrics 

Motivation: ?rogram Staff at NDF are all technicians with degrees. 

have some personalThey regard themselves as qualified people and appear to 

the economic and social advvncement of the poor. Salariescommitment towards 

and upard mobility, bas d On jobare competitive with the commercial anctor 

performance, is reportedly possible, especially as the ioundation intands to 

increase its loan portfolio and geographic scope as wall as cmentuzlly to 

include rural clients ir addition to its present urb.a clientele. 

professionalA revard or incentive system of good salaries, backed by a 

supported by an "open-door" policy at
recognition and personal fiulfilment i 

Director leval and by a generally participatory manSema ntthe Execucive 

style. Utilizing a tean approach decision-making is decontralized to the field 

extension staff throughout major stages of the loan process. Regular staff 

meetings are chaired by diffsrent members each month, thus innreasing salf

the formal authority structure, improving communicationsexpression, opening 

and mitigating possible alienation between staff and management. As 
a result,
 

lack of consensus has not been reported as a problem and stafff 
are said to
 

clearly perceive and to be supportive of the organization'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
 

to handle
and regulations and to define responsibilities. A formal mechanism 

staff grievances in the near future is under consideration.
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asIn short, ccmuncation, rewards, and consensus do not appear sig-

DF structure and style.nificant motivational problems with the 


Socio-Cultural Dnamics 

?esource allocation by NDF is reported by not influenced by the 
networks
 

of :Iiencelism and patronage. Detailed and strict eligibility requirements
 

are adhered to for consideration of loan applications.
 

NDF's business-like approach to its clients based on the merits of the
 

proposed aentzpriso in terms of income-Seneration and job creation 
avoids
 

political labelling or accusations of partisanship. Social separation because
 

of different values and pezceptions appamrs to be of little consequence 
in
 

the staff client relationship. The relationship batween ND 's field 
extension
 

office and the client results from a long process which has tended to build
 

It is seen, according to informants, as a way
mutual confidence and respect. 

to shara ideas and information rather than as an imposition by 
somebody from
 

a "higher" social class. 

Psvcholoxical 

NDF and clients are carefully explainedContractual obligations between 

and mutually agreed upon at the begining of the loan process. 
In this way,
 

a tendency to avoid responsibility is offset by clear documentation. Contracts
 

are entered into voluntarily by the client and not as a result 
of "hard"
 

selling techniques. The lengthy procedure and the close relationship 
estab

lished also are not conductive to the expression by individuals of hostile
 

bahavior or suspicious attitudes on either side. Further, by accepting the
 

loan, the client is,at least formally, deferring gratification of immediate
 

needy for long-term economic rewards and benefits. This should have a spin-off
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effect leading to deferred gratification in other areas, e.g. planLu, 

savings, emd ludgetlng for the learning of additional sk.llMs nodded to 

operate a businss. 

on aAlthough the type of program operated by NDF aas based formally 

decision made by its Board, it is a response to a well identified need. 

Clients do participate in the loan process and make their own decisions about 

tatering into a contract. In other words, there is a market to which WF uust 

respond. 

MTDF's efficitmecy ha been enhanced by havuag sterted out smill. in one 

egraphical arca for a ditinuct group of clients with coamon proble= and 

interests. Mizch pre-pazmn~np wcas carried out mnd fianeW security w"s 

assured prior to becoming operational. Carea was takmw to engageL~ highly

skilled &nd cozzmitted. staff and to set-up tight intarnal systas of manag-

Ms been to employ "1goodmert, accountability and prograzing. The Inontion 

buness" practices and norms and to avoid ritual:tic procedures by having 

a relatively open and democratic managment style. Linkages are mmintained 

with the major points of power in Jamaica and the general public is kept 

apprised of activities through well planned media coverage at frequent 

intervals. One important linkage, neverthelens, seems to be relatively 

the linkage with other PVO's in Jamaica. There is anignored by XDF, namely, 

isolated from this community,impression that the NDF has been somewhat 


perhaps due to its developmet rather than welfare orientation.
 

C. Performance 	Assessment 

Therae 	 is 'o question about the ability of NDF's staff and Board to 

and manage resources. This was amply substantiated ineffectively mobilize 
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jasurce mobilization has 
the recent audit by a PADF-ontracted consultant. 

a
been helped considerably by the ulti-disciplinIry expertisa avilable on 

of the Board and mmbers of the Foundation.gratis basis from members 

developmant opportunitils f o
Although the credit program is still new, 

"risk" groups (the loan recipients), will number about 200 by the end of 

to seen.L983. The impact of these opportunities vemains be tue evaluations, 

been repaid, irULsomaespecially evaluations conducted time after loans have 

indicate the levels of sustainad socio-eoalao- im onvent of NUT's benefi

from clients via field axteinoa1 offices, plus 	frequmt staff
Feedback 

should anable 1D)" to leara and adapt based on its ciperienceand Board meetings, 

in the past two
chaugem in procedurem 1,ve occurre"and circumsmnces. 	 .An 

a constant debate on isnues amd po.lcies within staff and 
years and thre is 

within the Board. 

have been good escapt for MDT's contactsLinkages, as exlained earlier, 

with other PVOs. This may be because NDF doesn't consider
and relationships 


be a PVO but rather a business organization (a view expreesed by

itself to 


the Executive Director).
 

D. Discus ion 

The 	NDF came into existence at a very propitious time in Jamaica for a 

It's goals and priorities
new initiative in small enterprise credit programs. 


of the newly elected government. In those heady"early

coincide-with those 

days of Mr. Seaga's Leadership, private sector 	support 
to the NDF provided a
 

"high profile" for 	the companies and individuals making 
donations. This
 

support has now waned somewhat and NDF is aware 	of 
the problem and searching
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for a strategy which will continue to generate necessary mounts. Both in 

its fund raising and in its intenAl mtructure and style, the "right" mix 

of comitmet and a tachnical/business aproach uill be an issue for NDF. 

a strong doos of comitment based as muchMost successful PV0 s have needed 

on moral and ethical va.uas as on monetary or profeasional rewards. 

The first 145 of NDF's approved loans do not appear to include any 

venturem; yet, loans to groupscoopeatives, groups or ccamm ty business 

project documant as eligible recipientsare muntionad freqiuiftly in AID's 

for 1oans. A,coparativa atudy of PV' (which works o7ly with groups) and NDF 

vou d be valuable. 
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OPER TTO FRIENDSHIP
 

A. DesczIptive Profile of tha Ormanization 

This private voluntary organization (?VO) was escablished in 1961 by
 

the 	Methodist Church and, except for his one year sabbatical. to do gradu

ate 	studies, has always had the same Executive Director, Reverend Webster 

wide range of services to ch
Fdwards. Operacion Friendship provides a 


poo living in the excensive slum areas of Wastern Kingsaon. 

These services include: 

to which1. 	 A Day Care Cancer for babies 6 weeks 34 years, 
is also used to provide a one year training course In 

child care to young wamen. 

school for. almost 	200 cbjldrn between the ages,2. 	 A basic 

31i to 6 years.
 

health services3. 	 A clinic for pravantive and curative 

20,000 persons annually, as wall as
treating over 

in nutrition and 	familyproviding education health, 
planning. 

4. 	A community college for young woman unable to complete 
ortheir secondary education due to pregnancy other 

social factors. 

5. Pre-vocational classass, in coopratiaon with the Jamaica 

.Manufacturers League (JAMAL), for young people who wish 

to enter Operation Friendship's trade training center. 

6. 	 A trade training center providing 9 month to Cwo year 
men and women annually in thecourses to 150 young 

vocational skills: auto-mechanics, woodwork,following 
machine shop practice, industrial sewing, refrigeration, 

small appliances repair and lithography.air-conditioning, 
Social skill training, sporting activities and a job 

placement service 	are also provided.
 

7. 	 A Family Life Education Counselling service for men and 
old, either on an individual or groupwomen 12-19 years 


banis.
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8. 	 L Couunity Assistance Program consisting of : 

a) 	 educational assistance through pTovision of books, 
uniforma, Ulmch money, bus fare, etc. to. schola:ship 
students ac,*=Iing secandary or higher lever learning 
institutions; 

b) motional and social problem counnalling to children, 
youth and adultz, plus referrals to other agencies;
 

c) 	 food, clothing and seeds distribution to selected 
perr4as and/or famlies with serious economic 
problw. 

•Opration Friandship is incorporated as a non-profit, linited liability 

company guidcd by a sevan-yerson Board of representatives of Catholic, 

Protestant, and private sector organizations who meet bi-monthly to s,1t and 

oversee policy. The Execuive Director, Reverand Edwards, and Nurza Braov, 

the second in cosmind, are permment membars of the Board. Major decimion

making within thn policy Suidalines established by the Brd raests mainly 

with the Exacutive Director, but tach service departmnt manager operates 

with con sierable decision-making authority within his/her area of 

responsibility. 

A number oi public and private sector groups, as well as individuals, 

cooperate by providing goods, services, or funds, to help Operation Friend

ship carry out its many programs and meet its operating budget of about
 

JS330,O00 (USSl23,000) 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 service fees to clients, from net proceeds
 

of Christmas card sales, and from cash donations. The new print shop also 

will soon begin to produce additional in-house income for Operation Friend

ship. International donor agencies (including AID) have been providing large 
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sums to Operation Friendship in the form of grants for projects as well 

as direct institutional support. Hany of these donors are Catholic and
 

Protestant Church-related agencies. The governnnt, incidentally, provides
 

an annual subvention to Operation Friendship of only J$6,000.
 

3ecause of its geographical location in the slum areas of West
 

Kingston and of the typas qf services it provides Operation Friendship has
 

a direct, daily 	linkage and relationship with urban "risk groups" of both
 

sexes and of all ages. In reoponae to this daily and intimate contact with 

serthe poor and their needs, the organization has been expanding existing 

its establishment.vices and adding 	now ones almost every year since 

B. 	Discussion of Organizational Issues 

This aspect must be looked at on two levels: board/topMotivation: 

formermanagement and administrative/clerical. The staff and members of the 

have a deep sense of mission and commitment based apparently on religious 

is its own intrinsic rward and providesvalues. Service to the poor carries 

an internal sense of self-fulfillment. Many of the staff and personnel in
 

the latter group 	 also have this same commitmant or, over time in their jobs, 

develop it through thei contact with the poor and the "rub off" affect 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
 

some to move on to more responsible and better
provided which has enabled 


some
remunerated positions in the commercial job market. Therefore, thare is 


for employees, albeit usually not within the organizationalupward mobility 

structure of Operation Friendship.
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Alienation of lower level employees from management/institutional 

Soals does not appear to be a major problem, however, productivity and 

efficiency on the job undoubtedly are diminished owing to the salary/
 

to the lack of previous experience
tenure/mobility limitations as well as 


and inadequate skills of this level of employees within the organization.
 

It should be noted that sporadic in-houso traininZ sessions are provided to
 

staff.by selacted consultants; also, some staff are occasionall7 allowed to
 

attnd training sessions given by other private and public sctor institutions.
 

Nonetheless, Operation Friendship does not have an organized training program
 

as such for staff.
 

The "open door" policy of all top staif, the personmal charism of the 

Executive Director and his own "wmble" origins, and the clearly deffned d 

understood goals and objectives of the ovganization all work to mitigate any 

potential coamnmications problems within the different job levals of Operation 

Friendship. 

Socio-Cultural: The religious cmmitment of the organizatiun, the high 

visibility of Operation Friendship's manny activities and easily perceived 

iediate results, and the sharing of those priority concerns by Board, top
 

staff, and to a great extent by all employees, transcends most of the problems 

connected with politics, clientelism, patronage, race, status, and a "we/
 

they" social strata separation. Even in the frequent case of outsiders from
 

another class (Jamaican or foreign) working within tho organization, these
 

types of problems have not arisen to any significant degree. In addition to
 

the reasons just noted, the fact that the Executive Director is seen by
 

a very big plus in avoidance of
employees and clients as "one of their oun" is 


problems of a socio-cultural nature.
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i.e. hos-PtSchologic.l: may of the problems within the Jamaican conteit, 

tile behavior, blaming overmnt or authority figures for individual 

aud 	d.itrust of systems and organizations and suchorifailures, suspicion 

within Sy ettI , etc., have not bamn appareut at aparatiorty structures 

rria Jsbip. This orgwnization h3A, in affect, set. up its aw~n system 

anweoutside of "the systam". People ac 	 the low scraa being heard: 

o thro"Sh ultiple atrvices, miany of thair need3 ore baing met 

and,~ for the mosc part idencified by the poor th~aves; 

o tralzing program =c gamd toward dtforred gratifiecion 

of 	twts and hece a, lcugor term perapactiva 

not monetary and liantso rewards within the org ani ion 	are 
are having both short aud long term needs partally maq 

o 	 the organ a.tion ia phycicaLly th2re in their own hanm
 

enviroament to sarve then;
 

o 	 the very diversified funding baza, plus a Brmring self-sufficient 
financial 	scatus, precludes =dua dependence on overnment or 

1ource, resulting in dimlnahad hostility, susany 	of:her one 
picion, discru, ec., 6n the part 	of the aliee s; and 

o the cliezns are contributing chrnugh fees at least some of 

the coats of cho progrems so there is les of a "m-u. 
mentality on the part of tbe organization wd Less of a demand 
for s=a on che part of the clients. One observation, however, 
is that Operation Friendship's approach is to help individuals, 
and groups or coamunity organizations have not been spawaed 
which would initiate their own problem solving programs despite 
the 22 years Operation Frietdship has been working at conmmmity 
level. 

by manageuencMana ament: Jamaican organizations 	have been characterized 

rigidity, emphasis on formalism, centralized decison-making, short-term 

or changes in Government
 responses, shifting priorities due to expediency 
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policies, incouglots and AdeqWe assessmenut/evaluation of results, 

overly sophisticated organizational structure, e*tc. Operation Friendship 

has avoided most of these manugement pitfalls. Nevertheless, the organiza

of iA fund-raisingtion's effectiveness is affected by the ups and dawn 

efforts, staff turmover and low skill capability of somt employees, Uo 

evaluation over time of lsting programt effects an its clienta in terms of 

sustained socio-economic improvem .t, and a cartain isolationism regarding 

clostzr cooperation with other EV0Os for purposas of helping the catire PVO 

towds a more effective advocacy and parformancecommnit:y gradually move 

role on behalf of the poor. 

C. ~e ~ aymsntAsce 

Throughout It's 22-year history, Operation Friendship has been able to 

finaacial and inlormation. amrvicas uccessarysuccessfully mob ilize the human, 

to carry out an apanding, multi-aervice progrwv for the poor In W1et, 

resources wall in terms of officitecy and ofKingston. It has wanaged these 

accountability, both to donors and clients. Evidence of the organization's 

ability to mobilize and manage resources can be found in many audits and 

evaluations conducted byvarius donor agaeucies ovaer th yaars. Their satis

faction can be seen in the continued grant, technical and material support 

they provide year aftr year to Operation Friendship. 

Vocational and other skill-craining programs for men, women, and youths 

- and hance tohave resulted in capabilities leading to immediate jobs 

increased incume - reportedly for about 65% of those persons completing the 

courrve. This creation of direct developmant opportunities has been capleted9 

Operation Friendship reports, by many indirect opportunities generated 
through 
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better family Life and child care, autritionalimproved health practices, 

in diresupplazents for children, 	 and emergency food rations for families 

economic needs. Linkages to donors, risk group clients and the public and 

been consistently good, constantly increasing,private sectors seem to have 

significant clientalism, patr-age or partisanship.and apparently devoid of 

hive increased ovarOperation Friendship'sacale and scope of op7,ratioun 

time in response to now needs (e.g. more unemployment, therefore, additional 

adapted based on fIrs.-hnd *xrpe
training). 	 Program applications have been 

outside technical and educational advice.rience and 

D. 	 Discussion, Analysis and Suggestion 

of Operation Friendship may be summarized to
The 	positive aspects 

followsM: 

=Vported by a
1. 	 A charismatic a d capable Executive Director 

Board and staff vho are coiLtted to ths poor rod motivated 

by religious princi, lcs. 

and staff,2. 	 Open cowunicatious at all lnrvels between clin 


staff and Exocutive Director, Exaeutiv. Diretor pd Board.
 

The Board facilitatee suggestonsJ arisinS up to Ckim out of 
m ngement 	 style.

this participator7 system and aon-trs tzein 

program, co-biniug a variety of activities for3. 	 A pragmatic 
risk groups, which is totally aon-political and non-partisan 

and which has a diversified funding base. 

size and scope of opera-
On the negative side, the constantly increasing 

tions may soon surpass the ability of a modestly paid, moderately 
skilled staff 

and 	 diversifiedwith considerable turnover to effectively manage such a large 


consolidation of
be addressed even if it means progran. This problem needs to 


at all
expansion, 	 or perhaps no expansion
seme services and a slowar rate of 


time. This may happen anyway owing to the possibility of

for a period of 


caused by the present economic

decreasing 	 public and private sector support 

recession. 	 57
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Another problem alluded to earlier, which Operation Friendphl.p has 

not adequately confronted, is the overall situacion in Western Kingeton 

of deteriorating social and economic conditions. 

Deepite its enviable record, Opararion Vriendship only can reach and 

improve the lot of a very mll percentgge of the poor in Western Kingston. 

Not withstanding the iontribution made by the organization, the general 

socio-aconomic situation for the majority of the people livig In this 

depr ssed area continues to deteriorate. Tis problm cannot be solved by a 

plethora of progrms, good as they may be in and of t&smselves, whose end 

result can be likened to putting a pa:tch on a sore. Operation Friemdship, 

togetherx uith other publie and private agencies working in Western Kingston, 

needs to aaaly. the deep structural problena causing this poverty, aud come 

up with a long-rcnga integrated approach to its solution. In any event, 

participation of the clients in this process is a must if a peaceful and 

acceptable solution is to be found. This type of participation is difficult 

when daaling primarily with individuals,and more effort might be made to 

motivate and organize groups so that the people can be effectively involved in 

the entire process.
 

Also, an in-depth organizational retreat hLich would involva Board, Exec

utives and staff with the objective of having an overview of Operation Friend

ship would appear to be in order. A serious look at program goals/objectives, 

organizational structure, communication Gvstam, staff training, salary levels,
 

decision-making, etc. would be useful. This should all be done in relation to
 

the institution's broad goals and external activities. A periodic review or 

overview of this type seems a necessary exercise for a grewing, multi-service 

organization such as Operation Friendship. 
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be paid to the role of the ExecutiveAnd finally, die att ntion must 

Director, Webster Edwards. Hls creativity, charism irnd Leadership are the 

main reasons why Operatioa Friandobip has been suceecsfu. Yet, the very. 

groith of the organization may have now reached the point where these 

talents are no longer balag fully 'akenadvantage of owing to the tiz. he 

mention his "open door' managementmust spend on administ.ation - not to 

style giving all and sundry acceso to his time and attention probably at :he 

have worked well 
exp=ns of more important maters. Although his acyle may 

for him to convmp to now, the orgaization is sinply too Large and comaplext 

tinue to share himself with averybody and to pers nally attend to so many 

details. Webster needs to delegatm certain responsibilitiss within tha institu

tiou so that h coa spend move time on fundraising, being a spokw.paerson 

on
within on the larger Jamaican PVO comm nity and with tha public sector 

serve. Racruiting andbehalf of the PVO's and the client group of poor they 

keeping a compaetat successor would likely require recognition of finsncJl 

need above av beyond religious cosmutment. 
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PRJCSFRPOL (PFP)
 

A. Decipie Profile
 

PYP is a privace, non-profit limited liability company regis tered as 

under Jamaican Law in 1979. It is an outgrowth ofa developmental agancy 

of which as a Jamai.;au ?VOthe Soci.l Act ion Contra (SAC) the Jesuit Order, 


has been involved since 1942 in the development and promotion of projects
 

and cooperatives. PFP maincains close linkagas uich SAC as wall as with 

a technihe CUnadian Uciversicy Services Overseas (CUSO), PVO providing 


for coimmity loco=-tSm e ating
cal 	assistancs nd project support fuuda 

projQecats for the past 18 years via SAC. 

In the fona-The exparienca and axpertise of SAC and CUSO -re mred 

developwt of small-acals rualtion of PFP empbasizing the cooperative 

apiculttral and urban manuftcurius auterpriats in tha Mugs= area and 

several nearby parishes. 

Projectos for People has an Agency Coordinator, and a 10 perso.n staff 

of specialiscs in accounting, education, agriculture, aconou.cs, r*tuuactur

aing, communicatolns and conmunity organization. There is 4-parson Board 

to met, policy roviev activitiesof Direccors which meets monthly with staff 

and make major decisions. 

As an overall objective, PFP programs are, according to PF?, "to help 

advance the economic standards of living and the social well-being of 

3pecific objectivesdisadvantaged urban and rural communities of Jamaica". 

within this fram2work are stated by PFP representatives to be: 

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

evaluation and implementation of employment-generatiug projects; 
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b) 	 to provide project development expertise ani to assist
 

grass-root communities in acquisition of 
self-help,
 

technical and managerial skills for the purpose of Job
 

cration;
 

c) 	 to initiate developments in low-cost and appropriate
 

technology and to concribuce towards national self

reliance; and, 

d) to develop social and community awareness through partici

conefernces. sewiarspation in projects as well as chrouSh 

and cousciousnes5-raising programs. 

or dopataamencs: ths 
PiP is divided into three operational divisions 

the Project Development Department; and, the
Adinistrative'Deparcmant; 

not have an Independent
Technical Department. This third dapartment does 

to provride technical
staff 	and uses outside consultants on a hired basis 

assistance and training. 

ere derived from donor 
PwoJect costs and administration expenses 

the grant applicAtion as 
agency grant funds with the latter built into 

Advinitration costs for tha.first two years
 a percentage of total coats. 

These costs have now increased
 
of operation amounted to about $90,000, 

with the November 1982 Incer-America
n Development Bank $500,000 loan to 

PF? is paying 2% interest on 
initiate credit and marketing programs. 


costs, and also received $75,000 over and

loans for its administrative 


Other major supporters of PFP are:
 
above the $500,000 for start-up. 


for Joint Financing of Development
the Dutch Catholic Organization 

Catholic Relief Services,Programs, lnter-American Foundation, 
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Appropriate Technology 1ntcrnatimndl, Canadian International Development 

Agency, Chrisclan Action for Devwlopment in the Eastetn Caribbwan, Ca Snad 

University Service Organization, Caholic Fmid for Oversas Davelopmaut 

(British), OrAjmo MUSCO and several foreign embassies in Jamaica. Project 

funding is exclusively for couvon interest groups whoam mbers are in the 

l.owest 20% of 	 the population in terms of per capita Imcome. 

B. 	 Or~iztonal roblem5 

in Jara±ca normally atwociated with the motivatio?, I aspectProblems 

stcture that doamn't earcsi' thevithin work groups include: a reward 

nmds of the employee i.e., no upward mobility, heflts not perceived 

as linked to higher quali7 or W-re productive work; ewlo7yes' lack of 

or aliouation 	from how~ me gement seem Soala, objectives,mv4earmt~dizig 

values, etc. 

in PTIP bacau54, firstly, it isThase probla=* are noc =n Issue vrith 

agperts with relativaly few a loan, tight organizacicrn of aperiencod 

clerical personmel. Salary,anga are considered reaaonable by che 

staff and the reward system is linuk-a to personul and professional satis

faction. Quality work, when producad ig recognized by other staff and by 

th. client groups. Tho satisfaction with this reward ayscam appears to 

be also linked to the religious background of staff, moot of whom pre

viously worcmd with commity organiza=tions in church or church-related 

who have had a long-standing cosmitment to 
progra=m. These ara people 

the poor and fulfilling this commitment is its own reward.
 

and monthly meetings of all staff
Secondly, bi-weekly staff meetings 

staff assist the Board in shapingwith the Board are open for all where 
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policy, setting goals and defining responsbilitl e. This type of structu 

has tended to keep coummicacion problems to a minium, helped to achlev 

coL'gensus on work outputs, office procedures, workine hours, etc.# a'd 

or m tigace alienation between stoaff audseemingly serves co elivdnac 

regrding diflerenc paercptions of PIP's goals, vlues and managemene 

behavioral standards.
 

Socio-cultural
 

has been able to
In ita short four. yaar hiscory, Projects for People 

avoid the taint: of alicutelism and of soc:ULI strata divizivneos both 

Staff armwithin its internal structure and with its cli nt groups. 

ganerally of the so=s social stratumt ad minor dUfresa are obviated 

by their sanse of mission iid compatible r eligio. value sysaas. rEstarnal. 

on cheir i volva ent -iZ allrelaticomhips with client groups are based 

phases of the procas, i.e., in the analysis of reality and the identifica

cion, developm nt, implenanttion and evaluation of activities. Since one 

of PFP's thrucst is to creats social avarenecu in order to empower people
 

who are working collectively, individualistic self-perceptions are not
 

reinforced and group concerns about possible exploitatiou by PFP, an
 

intermediary, are diminished. 

Ta PEP's linkages wrIch other PVOs and in their vertical -elacionship 

with the public and private sector, pasc affiliacions of some staff members 

(in Christian Action for Development in the Eascarn Caribbean, Social Accion 

Center (Jesuit), comyunicy organizations, cooperative movemencs, etc.) 

of partioccasionally have resulted in political labeling and accusaciona 


sanship,. Also, community organizations and certain types of 3roup
 

associations ware highly suspect and Crequently harassed during the inicial
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months after the present government'saelection as being too radical. The 

public relations profile of PFP however, has improved considerably over 

the past year or so due in part to several favorable press articleo on 

the organization, particularly in reference to ths Nvember 1982 lnter-

Amrican Developmnt Bank loa Lu d progxam. Another mitigating factor 

has been the PFP's cloe and expanding ralationnhip with and support trom 

international donor groups such as UNESCO, A.T.I. (an AID program), the 

Dutch Catholic Organization for Joint Financing of Development Pog= 

and several foraign gavernenta. PITP also keeps the $vernmaac informed 

of its acivities and at Was collaborates with gove .. ant bodies in 

e.g., in the recent training program on bio-gawtraining progms 


genarators with the Ministry of Mining.
 

Psyeholo!Cal 

Hostile behavior, suspicion, distrust, etc., ae seen by many as 

•prevalent characteristics of low income individuals in Jamaica. The 

small entreprenuer groups associated with the PFl through credit, grant
 

and training programs have sec cheir own priorities and manage their own 

projects. There have been no reported manifescatious of chase character

istics towards PF? by the group. Attitudes end behavior of this general 

type are said to be regarded by the mambers as detrimental to the group
 

as a whole as well as to each individual --whoue economic star is hitched
 

the financial success of the collective enterprise. Blame and responto 


sibility for fWilurke therefore, iA reportedly not attributed to Government,
 

authority figures, or to "the system" in general.
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to ensure"Small is beautiful" is a concept followed by PFP to 	try 

to the numberefficiency and to avoid bureaucracy. The concept applies 

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

common interest encerprises (both urban and rural), and to its limited 

This enables PFP to keep foraalism to a minimum and 
geographic scope. 

structure without 
maintain a relatively unsophisticated organizationalto 


and m=n gement

sacrificing effectiveness and productivity, or 

good business 

and open interactiowl cuons 
precticas. By remaininS small, the frequent 

and staff, as well as witb client sroups, have resulted 
board, management 

flexible and non-rigid approach to organizational activIti S. 
in a 

C. 	Performance Asessmnt
 

and are
 
As indicated arlier, PFT's Linkages with clients 

aro close 

seen to be responsive, and it has taken measuras to improve its image and
 

public and private sectors. Enternal donor
 
contacts with the Jamaican 

agencies are satisfied with erformance as evidenced 	by their continuing 

by now commitments by
financial and technical support to PT? as vell 

as 


Additionally, PTp has
 
agencies such the InterAmarican Development Bank. 


been instrumental in establishing the basis 
for the eventual creation of
 

a new umbrella agency of PVOs working in development. 
Spearheaded by
 

PFP, about LO informal meetings have been held during the 
past two years
 

Catholic Relief Services,

with the participation of the following PVOs: 


Sistren (People's theater group), Mel Nathan Institute, 
Mennonites,
 

Christian Action for Overseas Development (British) 
and Canadian 	University
 

Roles and goals still have not 
Services Organization/Projects for People. 
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sharing of popular education methobeen sorted out and except for some 

dology, no ocher specific collaborative actions have been undertaken, 

however, a start ban been made, and intentions are good. At presant 

due to thm recent resignationsthere is a hiatus in metings, probably 

of the Director of Canadian Unversity Service Organization and of the 

Catholic Relief Servicas/Jamaica Program Director: these were two of 

the most active agancy reprewencatives at the previous meetings. 

PEP's ability to ganu:are a flow of grant and loan f.nds has been 

a total1979 inception through March 1981,impressivo. From it Noiraumber 

in grant funds. Funding amounts for grantsof $633,694 vat received 

at about that level and tbis, as indicatedsince that date continue 

a $500,000, 30 year-loan from the lnter-Americanearlier, was augmented by 

1902 for PFP's credit and marketing pro,.am.Developmnt Bank in late 

The managAment of these concsdarable revenues through an efficient 

and the careful selection of project holders
internal accounting system 

has been satisfactory to the donors. The large influx of funds from 

credit responsibilities,Inter-American Development Bank, with its naw 


a
 
was the genesis for a recent self-evaluation of the PEP assisted 

by 

process consultant. All staff participated in a series of meetings, 

workshops, and interviews over a period Af several.months 
which culminated 

As a result of these endeavors, some improvein a retreat in April 1983. 


ments in organizational scructure, communicacions system, decision-making
 

process and accounting system were generated. 

As PEP moves from being a grant organization to a credit institution, 

more development opportunities are created for the risk groups it 
supports 

Only a few ocher Jamaican institutionsthrough income-generating projects. 
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in the
(National Development Foundaticon, Christian Action for DevelopMent 

Eastern Caribbean, Unites, Agricultural Credit Bank) are presently 

PFPs policy
supplying loana to individuals or groups with no 

collateral. 


of making loans only to groups should facilitate 
a quicker trausition to
 

credle worthiness than loan programs for individuals, (chis,

contrciziL 

at least, is the hope of PFP).
 

PFP looks upon its linkage with client groups as a constant 
process
 

and to identify, develop,
of motivating thez to analyze their ow. reality, 

and evaluate their own projects. This approach has ,neratedimplemant 

that projact activities reflectensuresgood relationships because it 

concerns rather than any imposition on the part of PFP. 
group nads and 

PFP mzintains close contacts with other developtmnt-At the saw time, 

th mutualwans to share experiences and kn wladge fororiented PVOs am a 

also holds true for its linkages with tmnversity
benefit of all. This 

and other centers of research and learning, both within and outside of 

che improved public relations profile of the organiza-
Jamaica. Finally, 


of the need to maintain prudent and, when

cion evidences PFP's awareness 

sector.
possible, collaborative relationships with Government and private 

D. 	 Discussion
 

a strong social change
?FP's experienced and committed staff have 

motivation expressed in action programs of income generation blending
 

The organization has

education, training and the provision of credit. 


to groups since it believes this
chosen to carry out programs limited 


results in more developmental mileage at less cost, particularly when
 

the clients are involved in every aspect of planning, decision-making
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and implementaCton--all of which is geared to reaching self-suffiaiency as 

soon as possible. 

As a small, tightly knit orgenizaion, PEP has so far avoided oxces

careful use of resources applied to a limitedsive bureaucracy throu;h 

This is not a hand-outclientele in a circumscribad geogxaphical area. 


are spelled out mutually between clients andorganization and obligations 

the onset of the raelcionship and contractually adhered to.PEP at 

genera-Both short and long-term needs are being met, through income 

.needs and group capabilities are carefully analyzed 

tion in the case of ths formar, and through sif -suatanLung responsible 

groups of informed citizens in the latter. Avellable resources, tangible 

in the pre-planuning 

stage before implaz.entation, tereby giving some assurance that local 

have been properly conside~rd.structures, possibilitis W expctations 

PP'S "process" approach to developmant builds on the strength and weak

of clients and their micro environment by insiating on analysisnasses 

before enceringof reality, local 	decision-making and resources commitment 

This is the opposite of the. tbluprint' approach ofinto agreemants. 

top-down planning prior to implementation. 

is the fact that it has many funders. ThisAnother advantage of PFP 

prevents undue dependency on any or* source for resources and allows PEP 

to pursue it's cun developmental Uoals and set up a structure of its choice 

without fear of being coopted by external donors in terms of decision

making.
 

As PEP's :Loan portfolio and credit operacion increases, it will be
 

intaerescing to observe whechor the organization continues to maintain its 
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business practicas. A sense of "mission' can be 
mix of commione and good 

the expenaaL-.. uss Approach takes over at
diminished if a Cechnlc-i' 


of a socially and religiously motivated staff.
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Desiel~carofil.e 

The Urban Dev lopment Corporation is & qtumi-Soverw t organizatir 

set up in 1968 by the Govern mun.of Jamalca as a vehicle though which to 

The UDC's
ensure that d.evelopuent takes place wha'C. it is most needed. 


role was to. carry out primary development projo.ccs which wera economi

cally feasi l , capable of providing impecus to secondary deve.opment 

primarily by private incerets, and projects which mnd positive social 

inpacts. When them Corporatioim vacy esitablichad it rapmcted thrmio a 

ic rporerd to tbe 1tinistvy ofBoard to the Hiniscry of Finace; in 1972 

M'ining &Vatural Resources,~ by 1974 it was again ctwaered, this tblxa 

to the Prim linister' s Otfice, where it remius today. 

Over the 14 ycvr:j of its life span, UDC ha grown in size, from 14 

It has offices in Regril. Kinaton.staff members in 1968 to 150 in 1983. 


Montego Bay ani Ocho Rion. The size of its asset portfolio ba also grown:
 

in 1978 VDC's assets were SISOM, today over $500 is invested in a range
 

of properties and projacts from fish fawiw to hotels. 

The type of projects which the Corporation has undertaen ovar the 

years has varied from infrastructure developm.nc (its original responsi

bility) to urban rehabilitation, low and middle income housing, tourism 

development, estate management and new town developments. The secondary 

developments are mana-ed by nine subsidiary ccmpanies, &nd a number of
 

Adv%,aory Cataittees exist to represent the incerests of each project area
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The UDC obtains funds in several ways:
 

- for projects in desipted
1. 	Government loans and grants 


xecuted on
urban developmenc areas, and for projects 

behalf of Cantral Governrant e.g. road ipvoveiSntz "nd 

public facilities.
 

Loans from comrcial banks, private international banks,
2. 


Caribbean Dvelopmat Bank, Incer-Amrican Developmanc 

- for long term scondaryBank, National Housing Trust. 

development projects.
 

3. 	 Rentals of hotel:, office buildings; income from farms -


UDC unas chose sourcas to meat opevating costs and
 

salaries and is fully self-financing. 

carefulli assemoed for their financial emaibilityAll .projaects are 

T-ha Ocho Rios developmnt, for exWple
and long term economic iupaqt. 

to facilitate the development of the tourist
bega. with infrastructure 

kawre .constructedindustry. Rocals, cruise ship pier, and craftsI	m 

Subsequently, housingfirst to provide jobs and incom to the town. 


and social facilities were put in place as the townspeople wyere abla to
 

afford to purchase them. 

guided by a board whicL represents both privateThe Corporation is 

Management consists of a General Manager,sector and governmenc interests. 


who a.ong with an Executive Board (Deputy Q4, Chief Project Manager,
 

Financial Controller, Estates Manager, Chief Engineer, 
Chief Architect,
 

Planner and Company Secretary) carry out the Corporation's 
business, in
 

what 	they describe as a "collective problem-solving mode".
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ma)tivational Dvnani.s 

UDC incains a highly qualifiid professional staff of Cagineers 

despite

architects, Gociologists, ec oomiots, financial anwlyts, etc.. 

the sca rity of skills on a national leval and the f1ability of the 

types of employnalaries. There are twoorganization to pay above maket 

es salacted by a deliberate racruitment strategy. 

- older, e-.-erisucad profesoional who area) The lynch-pins 

in the public sactor aud who 
at th end of long caeers 

"know the syatcm!" and have strong professonal contacts 

with the agencies through which UDC vorkg. 

who are 

waut co prove themaslves as pro-A 

b) Younr profesniona~l enthused by the mission and 

pbilocophy of DDC and who 

are oativaced the "mission
fessior.ea. Botch pous highly by 

of tDC", which im frequtnly discuvsed at formal and informal 

culture whichwatings. The orgauization has a professional 

r wards perfor, nce and excellence, by conferT'ing status 

and recognition on high performers. For axple, the 

the Seabed Authority Buildilng asaxctdtect who designed 

platform during the opening ceremony,eked to sit on the 

while his superior sat in the audience. Frequently one hears 

made by LDC employees about -:olleague- "He's thecomments 

best in the business".
 

of the organization,
The emphasis on performance begins at the t:op 


'hen Mrs. Knight hires
 
and its illustrated by a UDC employee who said: 


you she expects you to perform!" 
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Work norms are very clearly defined in terms of professional standards 

such as dress, speech, etc. and chose rather than las Important aspects 

who do noc conform do not stay. A senior manager chere eplinad 	that the 

pZgeditious
standards are "honesy, efficiency, high cechnical quality and 

A core of senior managers who have been with 
the organization

work". 

hard work, loyalty to
the "mood" by consistentsince its inception set 


the Corporacion and persistent verbalizing of standards 
and expectations.
 

Cowmmication is mainutained through a ceam-approach 
to projacts which
 

a creative problem
brings together profasaionals from all disciplines in 

are 
solving mode. Managemnc maintains an open-door policy and there 

Similarity
frequent, perhaps too many meecings, on a task or project basis. 

intaract both socially
in background =d interests allows the employees 

to 

and professionally on a regular' basis and it is not unuual for the Ga1ral 

to celebrate soma success
 Manager to have an informal gathering at her house 

The manzgewnt has al~o 
or mileston@ in the organization's activity. 


Tn L982 in response

demonstrated its responsiveness to employees demands. 


to a space of departures due to salary diasetifaction, UDC upgraded
 

This

salaries, installed a classification system and personnel policies. 


was part of an overall upgrading of management systems in the Corporation 

which included computerization. 

The nature of work casks provide considerable motivation 
to the staff 

and the opporcunicy to work with exreriencad professionals 
from outside 

(LTC ,ub-contracts a great deal of work to local consultants) 
is also seen
 

as a reward.
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Leadership in the orgatizatiou is shared by an Executive Board, which 

collectively addresses Isou"s ad probleMs through a ragular Nmway miging, 

the Geral mapyr,
but the cbarisma, profesionalsm and dedication of 

teagacion of the 
Gloria Knight are respenaible for the cohac± Dats and i 

that htr will.nda.s to
mployees there. Mrs. fnight started UDC end fels 

delegate shows her confidance and parsonal incarat in che employees; 

in har m*o ivational strategy.honesty and consistency are key factors Mrs. 

to be away fron UDC for three =onths of this year to
Knight has been able 


pursus her a professional davelopment.
 

Socio Cultural Political Factors 

UDC has uwthred two political reaimus and is serilag a third with 

was tbhe braft ckiA-' of the p'reswatunprecedented success. The corporation4 

Prize MInister (ten ?inlisier of Finance S Plsnnin) as a. spacial vehicle 

fIs under the portfolio of the Office of thb Priza
for development. ODC 

Mini ter, and has 'specal' powers by vtitua of the MC Act " veil as the 

tro effactive perfornmce and (Ui) the interest
legitimacy which comes (i) 

"*Me UDC is permitted to do anytchin"
and confidence of the Prime Minister. 

said a senior manar. 

Af ter 12 years under the chairmanship of "poer-broker" Mayor Macalon, 

business of land-deve'. mnnt
himself a major developer, who understood the 

and who d&libtracely acted as a buffer between the organizat-.
U and the
 

This Is
UDC has achieved considerable aur-nomy.
political directorate, 


not co say tbac the organization has not its share of political battles.
had 

For many years UDC's UEllshire Project was delayka because of powrful
 

political critisism of its development plan. Tho stalemate was finally
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a senior manager and a 
broken following a personal conversation between 

critics to withdraw. The tMC 
Minister of Govornmenc who then ordered the 

pressure and has continued tha 
did not Sive in to politically iniciated 

to theis of course an increase Ln project costs
project. T result 

$3,000 more to the consumer.the houses 	 in Uallshire costextent chat 

One stranegy employed by UDC to cope with the political realicies of 

to respond 	to political priorities, but with techaicallyJam c has be 

of the 70's for
sound and aconomically viable rolutione. The docade 

Lha TC responded wath the 
ample stressed housing for the poor., 

"shll" unic; today's "Agro 21" aud~ce for conercial agriculture has 

yielded the Ca manes Developmenat Company, a subaidi=r of W3C which i 

sugar Lands, Leasing lands for export agricultura, cultivstingresuscitating 

coffee and crops, as well a providing houmin$ on se-Orior Lnda.
orchard 

At the local level, DC involved politicians, co=mniy groups and 

process 	 aw projecto. X.P. 's are 
business interests in the planning for 


m etings are held -oglarly during project dsvelop
consulted and cormity 


are fo=ully ostablished
 
Advisory Couittees aud Devnlopment Boardsment. 

to monitor projects.
 

life of the coriscruction

Cliencelism 	is acknowledged as a faat of 

tries to select its cc :actors rom the local level and upon
industry and UDC 


It has taken
they are technically competent.recomnendacions, as long as 


to help the 	tmall contractor co develop, and also 
the view chat its role is 


are used for employment

to dismiss 	 the poor performers. Similar approaches 


the organization will receive recotmaendations, but reserves t6
 
of staff 

fires.
right to select whom it hires and 
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os of ito activttiesThe UDC does not engage iln sbort-tarm projoctti-

have long t n pay-back periods. flovnevar t.W INiMUCAtioni 3tr tegy seeks 

to initiate soe short-tgI o l sto. early In the project nycle. The W3st 

mhabilitat doun-Kingston Redavelopmnt Project, a long term project to 

town Kinpstn began with the refurbishing of the market fcilities itch 

users,have an impact on a larp, number of market although finaucug for 

the antire project hms not yet been obtained. 

to roupondIn suomary, the organization ha developed the capability 

with sound technical solutions to shifting priorities as well as to real 

needs, e.S. , Flood Rahmbilitation ProCrams, New Market Davelopmt. Ths 

is achieved by astute leadersb#4 which maitcafns ex*cllent Board level 

as veil as professional ethics.c mmncation and political dialogue 

Visa incil pla=ing has permitted UDC to maintain its independence 

-it is self-supporting and uses its asets as collateral for funds from 

the Prime Ministermoney sources. Its strategic 'Inkae ith the office of 

useful in a system wbicb is highly ceutralized.is 

Management 

In its approach to development, UDC h" learned from its ealy experi

ences, by snalyzing the impacts of its development projects; e.g., Kingston 

Waterfront Re-development which accelerated urban decay rather than 

it. It has drawn a great deal from the international state-of-thesteamed 

art in urban planning, by exposing its work at intanational forums and by 

training its staff at an international level. The current development 

integrated development, i.e., it takes into considerationapproach stresses 

soci.l, economic, physical and environmntal infrastructure. Sociological 
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analyses are conducted in each project area and considerable technical and 

study is done before tha final design is agreed on.fMncial 

Much of this work is carried ouc by local consulting fit-s wh'ich pro

. avide an objactive aassman: for ths dac-son-=M-rm There in also 

tha recoamndaions of thesewillingness to change plens to accaodato 

Vogt Kingston Radevaloprmnc Project is
invescigacions. Forexampla, the 

resulted in;now being redesigned as chl original propooal would have 

1) considerable dislocation; and 

2) costly budgat. 

agenciesThe UDC recognizes that the developman of other govar=nt 

1s also iportant. In fact, such of its succesa is due to its ability to 

work through and wich other agencies. Ic therefore avoids co eting with 

other agencies, but rather maltains eo~lboraCtva relaCioasyts with tham.. 

Part of thi's strategy requiras that the UDC limit its own size so as not to 

become an "mpaire". The second strategy is chat it avoids usurping the 

role of Central Goveresent Agencies. An axampla of this i the refusal of 

major urban roadway project, even though it
the organization to take on a 


UDC felt that this was the responsiblity of
 was internationally financed. 

another government agency. Linkages are utaintined with thesa agencies 

at a formal committee or board level and also by personal 
and professional 

contacts.
 

The organization structure is flexible and allows for rapid responses
 

.evertheless, accountability for each project
to project and outside needs. 


rests with the designated project manager. Ultimately, the head of the
 

organization accepts responsiblity jointly with the project manager.
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of teh UDC's success are readily visible throughout Jamaica, vi:
Evidecce 

1. Kingston Waterfront Ra-developumht 

2. Ocho Rios 

3. Negril 

4. Montego Bay 

5. Hellshfte Bayr 

In addition to the physical development, UDC has created directly and 

of taeret groups, its ovu employees and local 
indireccly rbausmid 1bs for 

ot whom war& previously employed by UDC as professiowl
consultants, mzany 

for iceinternational acclaim
architeacs, eonginers, atc. It has achieved 

alavels. The organizaion carrias out 
work, and I.ocal credibility ac aL 

which proj =cts an ima of bothcansistent public ralations program 

cad effective performan-e.to the Jawican social. nvironntsensitivity 

Brochures, development support videoc, commmity metings, 
prass relessas,
 

a all form pa=t of ite imgeand dr groupscom uity autertainment 

building strategy. 

Development Corporation is attributable to 
TtA success of the Urban 

three major coping strategies: 

The ability of the orgarization to actract and retain 
a high


1. 


level of professional expertise.
 

The excent to which UDC has been able to respond to political
2. 

interests and priorities while maintaining its independence 

and professional integrity.
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The ability of the organization to evolve an approach to
 3. 


national development, to develop it as an organizational 

to coXy out itsphilosophy, and to mobilize resources 

with this philosophy.activities consistent 

successful an it demonstraces the
UDC will no doubt continue to be 

ability for self-criticism and incorporatinS lessons learned. Given the 

stability of Les own management who are still below retirement 
age and
 

xpacted.

who adhere to its development philosophy, continued success 

is 
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CHAPTER 4: FMNINGS
 

Analysis Issues 

Ideally, a study of this sort should yield preliaiuary ansvors 

to the question "bat organizational factors should A.D/JmiA take 

into account when deciding where to allocate institutional.develoment 

assist ce?" That is, based on the "ftal"for the prascnt conditions 

of representative organizations, one should be able to make the fol

loving sort of statemaent: 

"X out of N arganizationas studied onxhisited high 
ability to attract workere, but licted r'erd 
structure, reculting in high tuinover ... organi
zations in target sactiona whih attmrpt to bave 
workable irv.aivas/revw:s (not nsewaarI1y 
financial) riiould le ran1ted thighar thban tbase 
which lave nw, Attempte-d to do so."' 

Two crucial questions imedi.ately present thmsaelves. Ffsr, was 

the sample of organizatiotIal-.e anouSh and the study of each compre

hensive enough to make such statemeuts? If so, how should organulational 

factors (workplace, mobility, clientli" accountability, etc.) be 

weighted-vis a vis each other, and via a via overall development 

str'Oegy? 

The number of Case Studies Le liited. However, by subjecting them 

to analysis of motivational problri dynamics, socio-cultural problem 

d~yiamics, psycholotical dynamics, and m anaierial problem dynaics-pre

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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Further, mach Case Study researcher has years of experience in Jamaica
 

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

Exhibit I on the foJ loving pages presents the strategies used by the 

various organizations: 

successful: Appliance Traders, Projects for People, Urban 
Development Corporation 

transitional: Operation Friendship, Cristiana Potato Growers 
Cooperative, National Development FoundatiLon 

unsuccessful: Couci2l of Voluntary Social Services, .Dyol Life 

Life Insurance, Integrated Rural Development 

Program 

The relative value placed on profeavionalism seems to hava rami

fications for the functioning o2 these organizations. When accompanied 

by an output orientation, mobility (both inside and outside the organ-

Religious commitment, suchization) and accountability tend to increase. 

that found at the PVOs studied, does not in and of itself guaranteeas 


In the conuxt of an output orieutation (e.g. Projects for
 success. 


People), this commitment seems to compensate for lack of mobility and
 

there 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 dynamic consisting of religious commitment 

coupled with a process orientation. 
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Soc.o-cultural Dyrumics 

The stronger organications in the study group wuld do as well 

in Boston or Chicago as in Kingston. Close attention to the political 

winds combined vith financial independence allows the organization to
 

survive and professionalism (be it in appliance distribution, potato 

marketing, credit oi housing construction) to flourish. Financial 

as in the case of Dyoll, is not enough. A clientindependence alone, 

base of groups seems to confer more strength than a client base of 

for such a base varies with the typeindividuals, although the need 

of organWzation. 

PsychologKical. yrmics 

are weak in their cover&*e of psychological.The casi studies 

dynamics, due to short duration of observation and incerviews. Whac is 

clear from the studies, however, is that active, conscious measures 

must be taken to reduce risk and suspicion. Measures taken by the 

are 1 andorganizations studied listed in Exhibits 2. 

Manaerial Dyamics 

Management is closely Linked to motivation. Output orientation 

relianceand professionalism &recorrelated with consensus building, 


on internal problem solving, high internal and external accountability,
 

and strong external linkages. The organizations uharacterized earlier
 

Christiana Potato Growers Cooperative, Operation
as transitional -


Frienship and the National Development Foundation - reflect mixed
 

managerial dynamics.
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PivotlS crate lee 

Through analysis of the Case Studies, the strategies in Exhibit 2 

have been identified as pivotal. When thuy are present, the organ

zatiou has a highar likelihood of success than when they are absent, 

iLf that they can offset weakness, independently, and ronforce anch 

other. They also make pasaibla other secondary (dependent) orgauiza

tional stren3ths, for ex=ple, = ephsis on professio.q±m facilitated 

accountabil ty to cliauts. Some ara clearly specific to certain 

orgaizmtonal tyW.s (e.g. religioua comiitmmmt - Ma~), or difficult/ 

expansive to susitaf over a long period of time (e.g. one-to-one zela

tionship In cradit progrparu). In allocarLug inutitutiontU development 

resources to organizat4Cfs in a givan ector, the prsence or absence 

of pivotal atrategis abould be =nteed into the "equatim" used by 

AlD/Juaica. 
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Pivotal Strategies
 

Strategy
Dynamic 


Motivational 	 provision of perquisites
 
professionalism/production orientation
 

religious comitment
 
opportunity for entry-level jobs
 

expedient political ties coupled with kinancial independence/
SocIo-Cularal 

diversification
 

use of patronage system within explicit adherence to& technical
 

standards
 
racially/class homogeneous or inverted staff
 

reduces r2isk avoidance
Psychological demonstrated coariatment to employees---


behavior
 
fees for service--- reduco dependency/anger
 

group focus--- reduces susplclon
 

long-term one-to-one relation=hps--- reduces Nu~ipiclon
 

Managerial high vioibility, whether through word of mouth or LOR01,icat ions 

medla 
strong linkages to other organizations (may be it dependent strategy) 

participatory management within clear goals 



CA~PTE 5: CONCLUSIONIS AND RECOMDATZONS 

Bued on an admittedly small sample of orsnizations selected 

for study,'we nonatheless can conclude that there are certain strate

gies repeatedly aasociates with ovQrall organizational atrangth: 

these stratagi@s were disciased in Chapter 4. It could be further 

argued that those organizations which are in a transitiona.l phase 

(e.g., changing emphasis fr= welfare to development, or production 

and exhibit one or more of thaa strategies in eachto marketing) 

dyamic, would be the "best bets" for institutional develapin:t csi

tance, if they are in a targeted sector of activity. 

of strengthsAny resource allocation decision requires the vei3hing 

of possible choices. Row heavily shouldand ,Aknessas, and the randking 

the rank ardar ofvarious organizational factors be weighed in aescss n 


particular target Institutions? The &aever to this question will vary,
 

depending on tha following factors:
 

o major purpose of the Institutional deve.opn= program being 

considraed, I.e..raining of stiff, strengtheniis internal 
procedures, increasing impact on client group, etc. 

o the "sector" to whi.ch the organization belongs, i.e. private 
voluntary org&izati us do not necessarily need io exhibit
 

the sae mix of strengths as cotmrcial enterprises to be 
sucessful
 

o the importance of other "contextual" factors to the institu

tional development program goals, e.g. geographic location, 

emphasis of bulk of the organizations activities (ifmulti
purpose), etc. 

It is recomended that AIDlJamaica consider assessing and documenting 

The advantages of explicitly
organizational factors in an explicit manner. 
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including organizational factors in resource allocation decifions i 

would accrue not only to the individual projaec, as it would have 

that much greater chance of sudess, but also to AID/Jamaica during 

or altar project implementation, as they would 	have that much more 

of an information bMe for project evaluation. 

One of the managerial dynamics examined in the Case Studies was.
 

accountability to client group (or beneficiaries). During discus

sions held in mid-January, AID/Jamaica staff apreased a dMira to
 

focus on the needs of one particular set of beneficiarism, urban
 

youth. The operational satrategies of a fe organizations (PVOz and 

. potential employers) which have contact with urban youth were repre

sented in the studies; the HEART programa and post-secondary vocational 

schools t-rare not. What is not known,~ apart from anacdatal evidence, 

are tha operational strategies and perspectives of the youth thamsesves, 

The proposed Jamaica SUil Training Projact is still in the pro

to be opportune:implementation stage. Thus the follaoing ateps appear 

o 	 Analyze the Skills Training Proj az Paper, in order to identify 
areas of potential difficulties and suggest ways of preparing 
for or circuaventiug them; 

* 	 Assess the institutional capbilitias of the implementing orga
role and projectnizations via l vis their proposed project 


obj ectives;
 

to find what they think the problems are,SIntcerview urban youth 
what they think they need and how they view the world and their 
rola in it. 

It is assumed that this already happens on an informal or implicit 
basis, to a grettsr or lesser extent. 
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the above or similar steps wod constt.ut8 an applicationIplemetatilon of 

of findings for project IzprovwmtuC, tbus deonstratiug the utility of SIPs 

ones in particular.in Seneral, and orgauwlationally-focused 
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