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INTRODUCTION
 

The Advisory Committee on Voluntary Foreign Aid advi3es the 
Administrator of the Agency for International Development (AID)
 
with respect to development issues and policies and the
 
implementation of foreign assistance programs, particularly as
 
they affect AID-PVO collaborative efforts. The Committee holds
 
four puhlic meetings a year, devoting the major portion of each
 
two-day meeting to a single theme or topic.
 

The Advisory Committee met on March 18-19, 198', at the
 
Department of State in Washington, D.C. to discuss a series of
 
questions relating to AID's Management of PVO Programs. This
 
theme was of current relevence for several reasons:
 

- Increasing decentralization of the management of the AID
 
program with concomitant qrowth in the responsibilities of the
 
AID Missions; 

- The curri-nt budqetary debate and the extraordinary 
pressures on AID's program ani personnel budget; 

- Recent design of a new funding mchanism, the 
Partnership Crant: 

- Congressional concern with regard to the "privateness" of 
PVOs and the "dependence" of PVOs on federal sources of support; 

- Forthcominq re-authorization of PL 480 and the consequent 
opportunity to make significant structural adjustments in this 
important proqram. 

For these and nther reasons, the Advisory Committee felt it 
would be useful and appropriate to devote a full session to a 
range of administrative and management matters which are
 
significant in the AID-PVO relationship. Specifically, the
 
quarterly meetinq was broken into three plenary sessions and
 
three sub-committee sessions, as follows:
 

- AIF' ; Partnership with PVOs, which dealt with a range of 
budgetary and management issues;
 

- The Privateness of PVfls, to discuss the recent AID 
report to the Congress on this matter; 

- Wor<inq with Local PVOs, to discuss and identify 
mechanisms that could enhance the effectiveness of these 
partnerships; 
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- Sub-committee sessions dealing with:
 

- An update on the African food emergency and the
 
status of the PL 48n re-authorization;
 

- PVO-university relations; 

- PVO-corporate relations. 

OFENING PLENARY
 

The session was called to ,rder by Chairman E. Horoan Williams
 
who reviewed the hiqhlihts of the two-day schedule and noted 
that a small group would meet with the AID Administrator after 
the meetic to discuss a limited number of specific points 
raised in discussion. Chairman Williams introduced AID 
Administrator Peter McPherson, whose opening remarks initiated 
the quate.rl.y meeting. 

In his hci' remarks, Administrator McPherson made the 
followinn thre, points with regard to the importance of the 
AID-PVO relationship: 

- PV-s hava Flayed a critical role in the response to the 
African food emergency both as distributors of commodities and 
in raising additional dollar resources; 

- PVOs have a particularly important role in Africa and 
in countries Khat lack extensive human and material resources. 
In these situations, AID projects can easily become too 
elaborate and involved and overwhelm the infrastructure 
necessary to suppnt them. In Africa, there may be a need to 
"downscale" some of' the larger AID activities, and this may 
proviJe significant opportunities for enhancing the level of 
PVn activity; 

- In an important sense, AID is an information agency 
generating information and technology developed through its 
R&D programs. However, AID is heavily dependent on 
intermediaries, particularly PVOs, to transmit this 
technology. Examples include the new nral rehydration 
technology, the possible development of heat resistant
 
vaccines, nr in bringing a new version of the "Green 
Revolution" to Africa. 

Finally, Administrator McPherson noted that the allocation to 
PVOs from AID development assistance accounts was up 
significantly, from roughly 14 percent in 1984 to 17.6 percent 
in 1985. 
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SESSION I: AID's PARTNERSHIP WITH PVOs
 

David Guyer chaired the opentng session, pointing out that the
 
topic was timely since this was the first chance to discuss the
 
full range of issues inherent in the AID-PVO partnership since
 
issuance of the PVO Policy Paper and since the January
 
"retreat", where it was decided to focus on a single 
or limited
 
numher of issues and 
to prioritize to maximize er fectiveness.
 

Panel participants included Julia Bloch, Richard Derham, and 
John Friksson from AID and Peter Davies, Lewis Townsend, and
 
Charles MacCurmack from the PVO , mmunity. To facilitate
 
discussion, the rather hroad topic was subdivided into three
 
thematic areas of concern:
 

- Manaqement issues (i.e. the implications of
 
decentralization; recent developments in designing grant
 
instruments, etc.);
 

- Budqetary issues; 

- Actions being taken by PVOs to improve their
 
effectiveness.
 

Discussion procedure involved a short initial from
statement an
 
AID panelist, response from a PVO counterpart, discussion from
 
the floor.
 

MANAGEMENT ISSUES
 

Julia Bloch opened the discussion on the AID-PVO relationship
 
by noting that the AID-PVO relationship is based on three
 
premises:
 

- Clawity and consistency of policy: AID's PVO
 
policy statement is two years old; it has served its purpose
 
well hut it may require elaboration and extension in certain
 
areas such as those dealing with the issue of privateness;
 

- A streamlininq and standardizing of administrative 
procedures. In this regard, there have been four recent
 
innovations: the desiqn and testinq of a standard DPG/field

proposal format and uniform review and approval procedures;
 
recent approval of the Partnership Grant mechanism which
 
permits, on a selective oasis, multi-year Funding of up to five
 
years; the .ncreas-d emphasis on mission planninq and the
 
expectation that missions will develop PVO planning budgets 
as
 
part of this process; experimentatior, in the Asia and Africa
 
Bureaus with umbrella projects which simplify the project
 
approval process.
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........... .. ... - o ld 1Y . ... . t h e •Bu r e a u •f o r
Op e n n e s s 'an d &@ glb it. .Food :;i • ,forPeace and ,Voluntary Assistance asthis a central contact point.In respect, the Bureau has established its credibility andhas provided PV~s with 
access to AID officials 
at all levels.
In addition, the Bureau is increasingly a centralized sourc'e of
technical information for bureaus and missionsselect the best PVO to help themto do the job. A more sophisticatedinformation system is planned that 
will provide a body ofknowledge andtranslate evaluations into hard, credible
guidance. A continuing challenge is how PVOs
interact can effectivelywith a decentralized AID structure. Partici' ation in
the CDSS 
process should help in this respect. Partnership is
two-way street and while the 
 a
relationship has matured and there
is greater cont:inuity.,than in, the past, 
there is still more
distance 
to go.
 

Lew Townsend,, vice president of
Foundation; the'Pan-American Development
replied with two 
general concerns and four specific
criticisms of AID administrative procedures.
underscored the pluralistic nature of PVOs' 
First, Townsend
 

relationships with
a variety of constituents and audiences. 
 PVOs have many 
more
"partnerships" than the 
one with AID.
Partnership Grant mechanism is Secondly, while the
a useful initiative, PVOs are
continually frustrated in dealing With the many layers within
AID and many alternative J"nterpretations of policy. Itis not
clear that the new Partn/rshi' Grant m
...
,_ , ; p r n mechanism wwill alleviate
this p.oblem. al
 
More specdifically:
 

-Delays in project 
review and approval appear in part
to 
result from confusion with respect to 
the proper blendinq of
the roles of PVOs as intermediaries 
for AID and as independent
entities. 
 AID personnel tend 
to be overly directive when .PVOs
are 
operating independently and insufficiently involved when
PVOs are acting as intermediaries.
 
- Delays in contracting, project audits, and
overhead rates will worsen as 

the setting of
PVOs become 
more proficient at
managing development projects and increasingly compete with
profit-making firms for contracts;
 

AID has increasingly turned to PVOsthat 
-

AID should have; to obtain informationtherefore, a strengthened information
system is very important;
 

It is Particularly important that 
local and U.S. PVOs
collaborate more effectively and attention needs to "be given to
AID funding mechanisms that will promote these relationships.
 
In discussion from the floor, Mark Ball raised thedecentralization question ofand the 
use PVOs role of missions. Different missionsquite differently.
respect Is there a central AID policy withto PVOs or, does each mission establish its own approach? 
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The AID respresentatives (Oerham, Bloch, Eriksson) responded by
 
rioting that:
 

- Decentralization is an important initiative and is in 
response to several factors including recommendations of the
 
Carlucci Commission, overall personnel constraints, and the 
importance of dealing with the "systemic" effect of 
assistance. The cumulative effect of many projects and many 
donors has become r serious burden in some instances (e.g. Mali 
and Kenya) and there is a consequent need for more in-country 
planning and coordination and better integration of AID's
 
efforts with the efforts of others. Rit this requires 
meaningful delegation to the field. It is current AID policy 
to recommend lnre j.,e of PVOs. PVOs have many strong suits 
including the fact that they tend to decentralize economic 
activity and their use reduces the management hurden on the 
public sector. Rut missions differ as do the skills,
 
capacities, and geographic priorities of the PVOs. It will not 
be possibl- to find a perfect fit in all instances. While the 
policy is clear, implementation may take some time. To improve 
communication. AID has set up a PyO liasion committee and 
supported crrferences and meetinqs with mission directors when 
in Washint]ton. Also, to the extent that PVO umbrella projects 
can he desi.qned, the relationship between the PVns and the 
mission can be r'tinnalized and improved and the review process 
can hr expedited. Tn regard to contracting, the situation may 
get worse with adnption of the FAR regulations on April 1; 
althouqh, AID is cutrrenty seeking certain exemptions and 
waiver s. 

In partial response, Peter Davies uinderscored the importance of 
regularly-scheduled, structured consultations with mission 
directors. He suggested that PVOs might cooperate in-country 
by giving one PVO a lead coordinating role and emphasized the
 
value of regional PV-mission director meetings such as the 
ACVFA's Haiti meeting fostered.
 

On a related rnatter , ;4ark Rall questioned the value of the 
Partnership Grant. The orginal concept involved core funding 
for experienced PVOs to help them pursue their own goals within 
agreed parameters. This principal has apparently disappeared. 

Julia Bloch responded by rioting that the Partnership Grant does 
in fact envision core support for PVOs to pursue their own 
objectives, provided the PVns are experienced and that funds 
are allocated within certain agreed parameters set forth in the 
grant agreement. AID plans to approve one Partnership Grant 
this year to CARE and hopes to approve others if funds become
 
availahle, although, as Dick Derham pointed out, so called 
"fall out" funds were scarce due to the added budgetary costs 
of dealing with the African emerqency. The ability of the
 
Agency to respond to additional requests is extremely limited
 
until
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the request for supplemental funds is passed by the Conqress,
 
if in fact that action is taken.
 

James MacCracken noted the importance of rising above a narrow
 
discussion of "money in and money out". The PVO community is
 
rich in its diversity and ACVFA is not a forum devoted solely 
to increasing the budget allocation for PVOs. In fact, there
 
are a number of PVOs that receive no government funds at all. 

BUDGETMRY ISSUES 

The discussion of budgetary issues was in the context of 
several recent important developments including: The African 
emergency and the transmittal of a supplemental hudget request; 
recent Presidential decisions on the level and content of the 
FY 1986 bhudqet; the Congressional injunction to allocate a 
target level through PVOs (from 12 percent to 16 percent); the 
difficulties of balancinq central nolicies and priorities in a 
decentralized mission-driven structure. 

Richard Derham provided an overview of the current budgetary 
situation. Overall, AID's 1986 budget is being held at the 
1985 requent. However, the PVO portion of the budget has grown 
steadily and significantly during recent years from 12 percent 
of total development assistance funding in 1979 to a high of 
17.6 percent in 1985 (somewhat inflated due to tne African
 
crisis) and a hudrieted level of 16.9 percent in 1986--which is 
probably below what will be achieved since PVOs will receive 
additional resources through contracts. This high-budgeted 
level reflects AID's policy of increasing reliance on PVOs.
 

In response, Charles MacCormack commented on the difficulties
 
inherent in balancing between PVOs as independent entities and
 
PVOs as internediaries.
 

On the bright side, levels of support are up, there has been 
increased focus on development encouraged in large part by 
AID's DPG program, there is a new vigorous interest in
 
development education through Biden Pell, and the establishment
 
of InterAction qives cohesion and focus to the PVO community.
 

However, certain inherent contradictions remain. AID by its 
nature is decentralized, mission-oriented, bilateral and 
pursues development strategies on a country-by-country basis. 
PVOs are in many respects just the opposite. They take a 
worldwide approach, plan globally, and work in sectors that cut 
across national boundaries. This different orientation leads 
to stresses in the relationship. For example, PVOs would 
prefer that AID program its funds centrally to better mesh with 
PVO priorities and because it is more difficult to develop a
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partnership at the country level where program priorities may 
not overlap. Similarly, PVOs would prefer to be funded as 
independent entities to pursue their own macro-objectives, 
while AID prefers to use the PVOs as intermediaries to 
implement secific AID activities. While the increase in 
funding is welcome, the stresses inherent in the relationship 
are exacerbated. MacCormack also pointed out that ironically, 
while both AID and the PVOs emphasize long-term development 
assistance, if you take nut African relief funds, the amounts 
for long-term -Jeveoprnent are actually down--to 14 
percent--since .onq-term development fu nds have been diverted 
to deal with the crisis. 

Jay Morris, Depoty Administrator of AID, provided a detailed 
review of the current budget cut-hacks i.n the operating expense 
account and [n A]T) personnel levels. The necessity to cut 250 
full-time t afff plus a $lin million reduction in operating 
expenses is raiing AID to consider Draconian revisions in the 
structure ani taftfing of the Agency and the way it operates. 
Fundamental g!n st irnns are heinq askel: 

- ShouldK AP[ ler'minate conMpl .e Prirrams or functions or 
shave a).hivilin; di ross [he hoard? 

- 9-hnuih! tV: priur-t izeri mode of assistance which is 
relatively ahnr n en; iev continue or should AID move hack to 
greater emphasis on cash transfers? 

- Cap pc' ,t: w.' senor del ve. y mechanisms (such as PVOS) be 
used at inwer cost to replace some current practices? 

- What n',it zatina] wnits and feoctions should he merged 
or dissolve,- or transferred to some other agency and what 
initiatives ri erred or ahandoned? (In this reqard, the 
establ ishment of a st rengthened information system within the 
Focd for Peace and \olujntary Assista-acP Riireau may not 
material I ze.) 

In re-sn ,e, Juilia Taft prestioned why foreign assistance has 
apparent ly as t its credibility; why yave we not been able to 
Fashion enf'etive, rlexie methods nf assistance? 

Morris commenrted-] that it is a large and complex issue, but 
there are severaT factors which influence the treatment of 
foreiqn ad ain the Foreign aid budget. First, we do not have 
a credihi 1it/ nrohle with fore i.qn qnvernments--rqener'ally they 
prefer more aid, not ess--hut some resist the project Form of 
assistare and -:pfer straight cash transfers. Nhis message 
inevitalily Lts to the Hill. Second, critics of AID feel thatI 
the projerI r ocess s painsta,<inqly slow and hiqhly labor­
intensive and acrue that more efficient mechanisms should be 
employed. Third, AID is treated for budgetary purposes as a 
domestic anenc!, not a defense agency. It thus loses some of 
the .mmu ni t y that it 
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would have if it were lumped in the defense category. Fourth,
 
there is the perception, that is difficult to rebut, that
 
foreign aid has achieved very little over the years, that it is
 
motivated by humanitarian concerns with little real impact on
 
conditions in the LDCs. Finally, foreign aid is a handy
 
political target and irresponsible lagislators can criticize
 
with impunity since the aqency lacks a powerful political.
 
constituency.
 

In concluding, D avil oyuyer noted the st rikingly different 
organizational and pr ogrammatic mechanisms used by different
 
countries and aid agencies to deliver foreign assistance,
 
underscoring the fact that this was a complex and important
 
areF for analysis and further discussion. 

MANAGEMENT OF PVOs
 

Peter Davies opened the discussion by noting several positive
 
trends or developments. PVOs appear in general to he paying
 
more attention to replication and institutional. zation and to 
strengthening their ties with indigenous PVOs. (In tis 
context, be noted that InterAction was in midst of preparing a
 
comprehensive report on what PVDs are doing in Africa.) PVOs 
are also increasingly aware of the importance of evaluation and
 
the need to feed hack results into the design process.
 
Reflecting this concern, InterAction has estahlished an
 
evaluation committee that will go beyond the important work
 
already done by Judith Tendler which, it is important to
 
recognize, was not designed as a definitive evaluation of 
PVOs
 
hat as a review of AID's evaluation process. In response to
 
the difficulty of dealing with a complex AID bureaucracy,

InterAction's Develnpment Assistance Committee is organizing
 
sessions on the four themes which are the bedrock of 
the
 
current AID proqlram: The private sector, institutionalization,
 
policy reform, and technology transfer.
 

Turninq to are: s of Poncern, Davies alluded to difficulties 
that arise when PVOs find themselves disagreeing with AID
 
policy priorities such as the mix of military to development
 
assistance or the level of funding for the African emergency in
 
the recent supplenental. He emphasized that the PVO community 
will continue to interact with the Cengress on these issues and 
press their point of view. Specificall.y, there is currently 
an urgent nned for an increase in funding the ncean freight 
account to deal with the additional cns-s of the African 
emerqency. The absence of adequate ocean freight funding will 
mean that some private sector fundinig will have to he denied 
and that ongoing PVO programs will have to be reduced or 
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terminated.
 

In partial response, John,'Eriksson received the recent work of
the child survival tas% force, 
which he chairs That group is
charged with programming the additfional. fuds that Congress has
made available for the"augmented child survival program. 
 On a
tentative basis, they have allocated $7.5 million to UNICEF to
work 'ith indigenous PVOs, roughly $14 
million for competitive
grants and from $5 to 
$10 million for PVOs. 
 Agreeing with the
importance of evaluation, Eriksson pointed out, that the Task
Force is developing new tracking and reporting mechanisms andis examining alternative evaluation methodologies and he
welcomed further collaboration with InterAction in this 
area.
 
Regarding Ocean Freight, Julia Bloch noted that the Agency
indeed aware was
of the shortage of 
funds in this account
it was and that
hoped that the African emergency would not force 
acut-back in regular, ongoing PVO programs. To some extent, the
situation may be alleviated upon passage of 
the African
supplemental since 
funds can 
then be transferred from other
accounts to 
augment the Ocean Freight account. At the 
same
time, it was importantto stress that Ocean Freight is 
one
component of the total PVC budget and that significant
increases 
in Ocean Freight would necessitate reductions
elsewhere to 
siay within overall limits.
 

SESSION II: 
 THE PRIVATENESS OF PVOs
 

Willie Campbell. chaired the session 
on privateness and opened
the discussion by noting that the issue of privateness had been
around for 
some years but has 
become particularly urgent in
recent months due to the Lewis amendment (which requires that
25 percent of 
a PVO's total development assistance budget 
come
from private 
sources for the PVO to be eligible for AID grants
and contracts) and due to 
the fact that Section 123 (g)" was now
in force. (123 (g) requires that 20 percent of 
a PVO's total
development assistance budget come 
from private sources in
order for a PVO to become eligible for AID grants).
 

Application of 
a test for privateness raises a number of
conceptual, definitional and administrative problems. 
 Because
the most recent legislation is drafted in 
a %ianner that
affect large as well as small PVOs, the topic has 
will
 

now become
relevant for any PVO that 
receives a significant level of
federal funding.
 

Tom McKay and John Sewell served as resource people for the
discussion. 
 Tom McKay opened with a brief 
synopsis of the
recent AID report to the Congress on privateness and 
on the
impact of different measures 
of privateness on 
different
sub-groupings of PVOs. 
 He noted that the report was in
 
response to 
a
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Congressional request for a1 detailed analysis 'of theextent of,,fe n b . aP suppo r-t: -a.....P...__ p e _,o .. . ' a 1_.. and f- ...ve............ 
formSlations of privateness. The report was designed to' "
 present an objective and forth the
unbiased analysis and to set 

- issu'e in' all its complexity. 
 The Agency has not yet formulated
 
an official position 
and would welcome PVO views.
 

With regard to the current nature and extent 
of PVO dependence
 
on federal support:
 

{C
 

For registered PVOs receiving AI.Ifunds in 1984, the

degree of dependence on resour,6es has
federal declined slightly

during the past five years;
 

- There are 15 to 25 PVOs (depending on the formulation)

that are consistently dependent for 80 percent or 
more of their
 
resources. For these institutions, the degree of dependency
 
appears to be increasing very slightly. 
 By and large this
 
group is-composed of cooperatives, family planning

organizations, the labor organizations and organizations

defined by the Gray amendment as minority or socially

disadvantaged.
 

Regardino the formulation of dependence:
 

- There are different forms of dependence, e.g. financial
 
dependence and policy dependence, and different mechanisms for
 
dealing with each;
 

- Because the PVO community is so diverse, the application
of a single privateness test to the whole community will have,

differential effects of sub-groupings within the community;
 

As a result, it is important to be clear with regard to
the objective when applying a privateness test. For example,

there is considerable room for confusion when discussing

"privateness" versus "dependency". An organization may 
be

financially "dependent" and at, the 
same time retain all the

characteristics of an 
independent and private organization;

alternatively, an, organization may 
not receive much federal
 
money but change its program priorities in pursuit of a federal
 
grant, therefore, diminishing a fundamental aspect of its
 
privateness;
 

-There is need for considerable additional research with
 
respect to the institutional characteristics that tend to
 
encourage 
or discourage real or effective dependence;
 

'I.John 
 Sewell, Committee member but 
also Chair of InterAction's
 
Public Policy Committee, argued that the issue of, privateness
 
was the "bedrock issue" facing the 
 PVOs since:
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- the issue deals with the fundamental identity of the
 
PVO community;
 

- if PVOs do not seize the opportunity and define the
 
nature of "privateness", the Congress may do it for them with
 
possible detrimental effect.
 

There are basically three areas of concern:
 

- What does - percentag 'ffederal money really mean when 
looked at hroadly from the perspective of U.S. qov'ernment 
policy? There ;-ire many Jifferent types of organi;'ations that 
receive large levels of federal funds - contractors, 
universit -'s - without any question of privateness. The view 
as to whether nr not f-here is a dependent relationship in any
instance may therefore be quite suljective. 

- What wil.l he the long-term impact of different types
of privateness tests on 1I.). development policy? There is a
 
danger that we can qjet cauqht up with lealistic or financial
 
debates ,- the aid cons of different formulas and miss
nn pros 

this la rq r , Ion,-term i.ssue.
 

- To wha dqree is it reasonable to asstime that PVOs can 
be successful in thei.r efforts to increase the share of private 
to public .i-icnme? Admonishino PVns to raise additional private 
sector' fnds may sImply not be a reasihle alternative.
 
Regardless of whether enhanced private sector efforts 
are
 
effective, it is important to recognize that it takes 
considerable time and resources to move away from level
a high

of finan~ial dependency. 

With reiard to InterAction's role, the Public Policy suh-group
is workin-g on the issue and has prepared testimony delivered by
Elise Smith hefore the House. 

The ensuing discussion, involvinq members of the Committee and 
comments from the floor, involved clarification of a variety of
 
technical and islative issues and an enumeration of several 
additional anomalies posed by the adoption of a rigid
privaten,ss test. The discussion touched on four areas of 
concern: The nature and depth of Congressional interest; 
construction and administration of alternative privateness
formulas; danqers inherent in the application of a privateness 
test; A[P's position vis n vis the Conqress and follow up 
actions tha. thre Committee might take. 

With ro, rr'V.n the nature of C,onress ional intent, John Sewell 
speculatenl that on]./ a handfil of Congressmen had a strong 
interest in the sibject. However, there a seductive logic 
in the simple proposition that an organization that claims it 
is private should in fact have a solid private financial
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base. For this reason, a strong privateness amendment could
 
gather consilerable support on the Hill. 

As to the desiqn and administration of different formulas, 
participants made the following points: 

- Treatment of in kind contributions is crucial to an 
accurate measure of privateness since some PVOs receive a lot 
of cash from toe government and would appear re].ian, if only 
this were the weasure, but quite private if the commodities 
that they distribute are included in the formula; 

- Simil.rly, treatment of volunteer time can have a
 
significant effect;
 

- A [-101 1 ] ,asure is a poor test of the nature and extent 
of communitt suport for an organization. A better measure 
would be th r-nnVr of individual contributors, or the 
independence U t-he boa rd. 

- Thus, As iarkr- al_ pointed out, an alternative
 
measure might be a "publicness test" that would ascertain to
 
what degree an organi:atiorn has a public base, established
 
through its board or hrough its fund raising;
 

- In.clusion or a waiver pc'oviston (which is not in the
 
Lewis imendment) is essential since no single Formula can
 
conceivahly ref1cot the diversi, ty nf the PVO community;
 

There were aIso 1Arqer issues with respect to The fundamental 
wisdom of aon privateness test: 

- Peter )avies noted that the test may discourage smn!i,
 
newer non-ar St frnm gett.ing into the development business
 
and miqht b,- s innHs For some to de-register;
 

- Several m: 'o. meobers voiced concern thit the 
emphasis on orivdin f1nd raisinq couild have the unintended 
result of rovinq OV!Js awo, Frnm a development orientation and 
toward basic relief activi.ties sinre it is easier to raise 
private sectnr fu ds F' this purpose; 

- C. Payne Lucas questioned the coistituLtionality 
of a privateness test, and rejected the notion that a measure 
of income had any relevance to determining an organization's 
true private or pub1 ic nature; PVOs have filourished because 
they are effective development agents and funding for PVOs 
should he hosed on their efFe.:tiveness; 

- Jim MlcCracken emphasized that the use of cash as a 
measure of dependence igntores the long and cherished tradition 
of voluntarism in this country; 
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- Alice Green Burnette emphasized that in any discussion of
 
privacy, it is essential to understand that it takes cash to
 
raise cash and 
that there are very large initial start-up costs
 
that must be borne by the organization. One cannot deal with
 
privateness in a vacuum without at the same time asking where
 
is the additional private money to come from.
 

With regaiC to follow up actions, there was a consensus that
 
the PVO conmunity must "ihang together" on this particular
 
issue. Peter Davies underscored the point that the issue
 
presented an excellent opportunity for the PVO community to 
come 
up wit ) its own definition of what constitutes privacy.

Tom McKay attain emphasized that AID had not yet developed 
a
 
final posit ion and that PVO views would be much valued by the
 
Administrator. Because of the urgency of the issue, Chairman
 
Morgan Williams appointed a temporary committee chaired by Mark
 
Ball to develop an outline of a policy position.
 

SESSION III: 
 WORKING WITH LOCAL ORGANIZATIONS
 

Julia Taft chaired the session, introducing Victor Rivera and
 
Beryl Levinge, as resource people. 
 She opened the session by

underscoring tihe key role that PVOs play in building the
 
long-term capability of local organizations in order to ensure
 
that our devel3oment programs have an enduring impact.
 

Victor Rivera provided an overview of the AID Latin America
 
Bureau's prograins and policies with respect working with
to 

local PVOs. He prefaced his renarks with two axioms: support

for local PVOs is a means not an end; local institution
 
building must be a cooperative effort since broad-based support

for an institution enhances the prospect for 
success.
 

Local PVOs are of great importance in the Latin America
 
Bureau's program, with 40 percent of the 1984 program
 
allocated to these organizations. In working with these
 
organizations, the bureau has often it
found that: is
 
necessary to work with older organizations before starting new
 
ones; it is important to constantly stress the development of
 
self sufficiency; often local PVOs become large and it
too may
 
become necessary to scale down; donor sensitivity and support
 
can be quite critical to long-term success.
 

Local PVOs frequently face serious constraints that hamper
 
their effectiveness. These include:
 

- Limited access to information. It is essential that
 
small, new local PVOs get into the information loop at an
 
early stage.
 

13
 



- Limited access to resources, both financial and technical;
 

- Lack of coordination and cooperation, i.e. 
the inclination

to spend more time tatking about each other than with each
 
other;
 

- Managerial competence in the rudiments of planning,
staffing, account-ihility, implemrentatton, and communication; 

- Limitatir,nn on their ability to act as advocates and 
to thereby raise the level of consciousness and resnonsiveness; 

- Acces. to ski led versonnel with t,:chnical and managerial
competence who can deslqrgAnd implement development projects; 

- PRli Lzen i constrainr s tonot lead to fluctuations in

popularityv and fashionabi.lity of different organizations.
 

Fleryl lvinoori" then spokF on the role ard capahilities of U.S.

PVOs i r ngthen rg loni P/Os. Ps thp basins foz her

observinn s h alluded to the work nf E.san, 
 Rlaise, and
Eaton during the mid i9C 's on insti tu.[tion butldin . These 
researcners atkempted to distill existing theory and knowledge
of the suhijecr, reaching several funoamental conclusions: 

- Most sigrificant change in developing countries is
 
deliberately planned and guided;
 

- Significant cange tends to take place through and/or

be guided by formal nrganizations, hence the importance of
 
sup'artina local groups;
 

- ]n:i. tutions may he defined as beinq change-inducing
and chance--protecting, i.e. the work of an institution is to
foster chanqe that in turn becomes institutionalized; 

From this it follows that the <ey to institution building is

create on environment that is conducive to the 

to
 
change process. 

To assess the work of U.S. PVOs in building indigenous
institutional capability, it is useful to examine the five
variables which affect the transition from organization to
institution and the special role that U.4. PVOs play in each 
instance: 

- Leadership. U.9. PV~s provide training programs both
directly and indirectly through the rub-off from peer
contacts. ,lore importantly, U.S. PVOs are often in a position 
to confer legitimacy on local leaders; 

- Doctrine. u.S. PVfs can serve as role models for the 
creation of 
similar or identical institutions;
 

14 



- Program. U.S. PVOs 
can provide technical and financial
 
assistance and develop programmatic partnerships;
 

- Resources. 'i.q. Prns can facilitate contacts 
and lend

credibility which in can
turn open the right doors at the right

time;
 

- Internal structurp. U.5. can
PVOs provide useful

organizational analogues, particularly with 
respect to the
 
policy role of 
che Rloard of Directors.
 

- Linkages. U.S. PVOs can 
help new organizations develop

one-on-one 
l.inkages with compatible or similar institutions as
well as more diffuse linkages with new or different publics. 

With regard tc strengthening U.S. PVOs to do a better job

working with local organizations, Levinger argued 
that no

special additional effort 
was required since U.S. PVOs 
are

currently effective 
at what they do. However, she felt that
there were some 
AID policins and practices which were harmful

such as full-scale audits of 
local organizations which tend 
to
 
undermine a sense of autonnmy.
 

As to factors that should affect 
a decision to assist 
a local
PVO, Levinger suggested that answers 
to the following should be
 
determinative:
 

-
 Is the local leadership responsive, effective, and
 
capable?
 

- Are the purposes of the orqanization consistent with
 
how we understand development occurs?
 

- Does the organization's program respond to an unmet
 
need?
 

- Is there a reasonable prospect 
that the organization can
 
ever marshall sufficient resources to support itself?
 

- Is the organization led by a truly independent, voluntary
 
policy board?
 

Finally, Levinger argued 
that it was a mistake to think of
funding trade-offs between local 
and U.S. PVOs. This was a

False dichotomy since the two 
groups pursue different
 
programmatic objectives.
 

The discussion from the 
floor developed the following

additional poinus and themes:
 

- With regaro to AID procedures, intrusive audit

requirements and fluctuations in 
funding levels a result
as of
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the Washington budgetary process were cited 
as being

particularly counterproductive, although increased field
 
delegation may help with the latter;
 

-
Walter Falcon stressed the importance of effecting policy

change and suggested that the capacity of an institution to
 
further constructive policy dialogue should be added to 
the
 
list of support criteria;
 

- Enso Bighinatti stressed the danger of developing
 
dependency relationships and the importance of knowing when to
 
terminate or phase out an institutional relationship
 
--recognizing that this varies greatly from case to case;
 

--Peter Davies concluded hy notinq that the principle role
 
of U.S. PVOs may not be the transfer of financial or technical
 
resources 
but rather to act as a catalytic agent to empower

local institutions with 
the capacity to make local decisions
 
and thereby determine their own future and direction.
 

REVIEW OF DISCUSSION
 

Julia Taft briefly summarized the day's discussion by reviewing
 
the key themes that had been discussed:
 

- WiLh regard to the AID relationship, the importance

of' understanding that 
for the PVO community, the relationship

with AID is only one of many o'ther relationships;
 

- The management and communication problems posed by AID's
 
decentralization policy 
and the need to design alternative
 
mechanisms to ensure a systematic and organized dialogue at 
the
 
field level;
 

- The critical importance of the current budgetary debate
 
not only with respect to the level of direct support for PVOs
 
but also the planned manpower cuts which may jeopardize

important initiatives including the establishment of a data
 
collection/information center. 
 For the longer term, the
 
importance: for the PVO community of becoming involved in AID's
 
deliberations regarding alternative delivery systems 
or modes
 
of operation;
 

- With regard to privacy, the critical importance of taking

the initiative and developing a definition of privacy that
 
reflects the 
needs and diversity of the comMUnity.
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FOOD FOR PEACE SUBCOMM4ITTEE
 

The session was chaired 
by LaVern Freeh and focused on AID's
response to the African crisis and 
on a review of the major
issues involved in the 
reauthorization of 
the PL 480 program.
 

General 
Julius Becton, Jr., who directs AID's Task Force on
African Emergency, provided an overview of the 
the
 

role of his Task
Force and 
current efforts:
 

- The Task Force was established on a short-term basis
expedite the U.S. response to 
to
 

the crisis in Africa, solve

problems and cut: through red tape;
 

- The Task Force has 
three principle missions: 
 lo determine
who is at risk; what is 
the need; 
and deliver the resources to
 
deal with the need;
 

- 11ajor problems facing the Task Force include:
Logistical 
and distribution breakdowns and bottlenecks; dealing
with political pressures; 
responding to misinformation and
occassional disinformation; handling donated in-kind

contributions where cash is 
strongly preferred;
 

- The U.S. has pledged to 
provide 50 percent of the need
and to date has committed nearly $400 
million in emergency
assistance of 
which roughly $350 million has been for food
aid. Other donors have been less 
responsive due in part
budgetary problems, in 
to
 

part to a reluctance 
to continue
 emergency assistance absent an 
indication that 
the basic
structural problems 
that led to the crisis will be dealt with;
 

- PVOs are critical to 
the effort and are particularly
valuable in 
their capacity to 
work in areas 
where an official
 
presence would not 
he possible.
 

Finally, Deneral Becton stated his 
belief that 
the famine in
Africa :lc
iess 
to do witn nature or 
an act of £od than with
three other factors: social and 
domestic pressures;

interplay of prices 

the
 
and wages; 
economic and market influences.
 

Tom Reese, Director of the Office of 
Food for Peace at AID,
spoke to 
the major issues that would he confronted in the
upcoming debate 
on the reauthorization of 
PL 480.
 

- PL 480 serves various objectives and the debate on the
reauthorization will to
have deal with these. They are:
Humanitarian; 
economic development; commercial 
or market
 
development; foreign policy.
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- The official Administration position on PL 480 involves 
minimal changes and an Pxtension of current legislation through
the year 2000. Out there are other legislative initiatives 
that have heen introduced and there are a variety of 
organlzatinns withl diffe rent pni.nts of view that are looking at 
PL 480 and either have or may suggest legi- lative changes. 

Specifically, there Appear to he several interests or concerns 
that have surfaced that may influence the ultimate shape of the 
legislat ion. These are: 

- An in.re rst in the possiblity of movinc, hack to a system
of local currency repanent, with local currencies earmarked
 
for developmrnnt;
 

- An iref.st in improving the effectiveness of the Title

III program, which allows for Loan forniveness in situations
 
where the recipient plows the repayrment back into development;
 

- Witn regord to Fitle FT., tke possihility of increasing

the m.niiri, tonnage f'rnm -wo mrLlion to three metric
million 

tons and in adoptinq multi-year agreement,;
 

- Als on, with respect 7o TiRle TI, nn interest in making
 
locaL currency availahle to PV2Js to enhance nutrition and

health programs, recognizing the rifficulty in working out

these Drograms with the local countries;
 

- witih re,,r to dicajer rreparedness, an interest in 
findin) w]yi ;o reduce the reaction time in responding to an
 

rne rgency tthr.nugh, for ex rp1 , increasing reserves
operating 

or estahlishing pre-posi. tionc 
 fNod reserves n the U.S.; 

- A looK for Proqress i -ilti ve designed to interest 
the orivate sector in development. 

Robert ,-acoenhe rg responded with view'; From the PVO 
perspective and stressed tMat there were three critical 
ini:ia tives : 

inc-easo the f' level - An in 2 i. nicin oIi nr:aqw . ,ch o.rrun'c 
of 7.6 million tons per annn to 11.35 million tons per annum 
by 1990;
 

- Givinj PVs dicretionary authority to monetize a 
percentage of Tit]e It comrnod:ities; 

- Authorization of multi-year commitments in order to 
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provide program continuity. 

Discussion from the floor concentrated on the following themes:
 

- With regard to logistical problems of delivering and
 
distributing food in Africa, the situation differs country to
 
country: Sudan appears 
to present the most difficult problem,

particularly since estimates of 
need continue to rise; in
 
Ethiopia the nort problems appear to have been largely

resolved; in 'est Africa the problem is getting the food
 
up-country.
 

- The participation of DOD in the 
shipment and distribution 
of fool in emerqjency situations sparked considerable 
discussion. Lrry ,inear expressed his concern with DOD
 
involvement in the administration of relief proqrams noting

that this implies a much 
more active and substantive role than

just the transportation of commodities. Julia Taft presented a

different perspective. She arued that 
in emerriency situations 
we should avail 
ourselvos of the considerahle talent and
 
exper..s, of 
O0 to le t the job done. She pointed out that
 
there were extensive safeoJJards and limitations on DOD that
 
would ens.re that they do not ct improperly and argued 
that
 
rather than limit their role we should expand to
it include
 
provisinns of essential infrastructure when necessary in
 
critical situations.
 

- W'ith req.r, to pre-positioninq commodities, Tom Reese felt 
that while this was appropriate within the U.S., the inherent
 
management problems and inflexibilities of 
storing commodities
 
overseas outweighed the benefit of proximity.
 

- With regard to the use of counterpart funds, AID is
 
interestel in 
exploring creative mechanisms that would improve

the developnental impact of this resource. The ability to
 
program these funds varies, of 
course, from country to country

and must he neqotiated in each instance.
 

- P eese summed up the current situation by underscoring
the facr 'hat while AID took the posit ion that PL 490 was a
powerfui development tool, werethere countervailing currents.

For example, increasing 
the tonnage runs up against the deficit
 
problem; imaginative uses of 
PL 480 such as monetization is
 
seen as increasing the number of 
foreign aid "spiqgots". The

Administration 
does not yet have final positions with respect

to these various positions and concerns, although AID would
 
clearly prefer to see the development arguments prevail.
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PVO-UNIVERSITY RELATIONS SUBCOMMITTEE
 

The session on PVO-university relations was chaired by Marie 
Davis Gadsden who ,nderscrred the importance of PVO-university 
cooperation out noted that zho elements of that relationship 
have nor. yet been adequately defined. Ralph Montee reported on 
the results of a survey ci' PVq-university collaboration that he 
had connucted under the inpicS of the ACVFA. 

- Thece is considerable overlap in sectoral areas of 
interest between PVOs and universitiP,, partictlarly in the 
areas of education, rural development and agriculture; 

- There is also a rough s milarity with regard to the 
types of collaboration, i.e. training, research, project design; 

- Host of the collahorations were long-term, three years 

or more;
 

- Most of the co]lahoraLions were completed;
 

- Only 10 percent of the collaborations appear to have
 
involved disputes or complaints;
 

- The preponderant majority of those surveyed indicator]
 
they felt the cn]lahnration was successful or highly successful
 
and most indinater interest in future collaboration;
 

- Wi.th reqsrd to futre areaq of collahration there was a 
close match between sectoral areas of interest and between 
interest in various types of collahoratinn; 

- tiniver3ities appear to place a particularly high value on 
PVOs in the area of project identification and design; 

- Each group place. a high value on what can be learned
 
from the other.
 

Disco '; inn from the f1orr center:d larely on PV?-university 
relations as they relate to professional opportunities and the 
flow of new anient into the PVJ conmunii:y: 

- It was felt that thre is a need for a more systematic 
and foral iz.do ech-nlsrn than now exists to identify 
profess Lnnal opporvunities in international voluntarism and to 
hrinn p-ople and jbs together; 

- There is a need at the college guidance and placement
 
level to encourage and counsel students who have a nascent
 
interest in international affairs;
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- At the same time, there is some evidence that the number 
of opportunities is decreasing, particularly with the quite 
appropriate trend toward local hire;
 

- Whereas in the 
past, people seeking professional

opportunities in internatoi.l development came well educated 
with Peace Corps, UN or AID ,xperience, this is less the case 
now. Inc rea,;nqly, additi onri' specialized training in a 
techrical a rea or inr manaqernerp is needed; 

- Many P-,VC s have intern praqcams, hut these need to he
 
collected in a common reqister and perhaps this 
is an
 
appropriate Pole for TnterLcticn;
 

- qnally, several specific resources were noted including
Trannenitry s ulleti. and aots n new program at the 

tnivorqi ty of Wisconsin that provides training in disaster 
manalemenir. and preparedness. 

With r qdr to the PVH-Un;nversity Subcommittee's future agenda, 
there were t:wo sugqestions: 

- A f cs on the implications for Koth PVOs and
 
universities of the Administratior's recent tax proposal that
 
would 
 limit thn exemption currently accorded to contributions 
to cha ritahle organizations; 

- That the suncomrn ittee act as a catalyst to seek out and
 
identify areas of joint university-PVO research on critical
 
developont issues. 

PVO--CORPORATE RELATIONS SUBCOMMITTEE
 

Kenneth m".th, Chair of the Subcommittee, orovidcd a brief
 
onrview of the activities of the subcommittee which have

included "he makinq oft a slideshnw and the preparation off a 
report anlayzing harriers to better PVO-corporate relations. 
In adlritr. ,, AI, largely at the instiqation oF the committee,
has established a fund administered by the Fund for 
Mltinational Management Education that provides grants for 
aropn ils, plans and feasibility studies to orqanizations
intere.s d in developing workinq relations with U.S. firms. In 

. areshort, t here a variety of resources available to PVOs that 
are itr£H edr 

The mvO- corto re e1aLions Subcommittee was established to 
serve a "macrtage broker" role. There have been some successes 
but the current assessment is that basically this is a concept
whose time has not come. Only a few or the larger PVOs have 
shown a strong interest; there is little evidence of
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broad-based interest among small and medium size PVOs 
apparently due to n skeptical attitude toward working with
 
orrianizatirns . haL ire driven by a profit motive. While
 
businesses have been skeptical, the principle resistance has
 
neen from the PV>;. in te h,.i, rPP < xperience to date, it
 
appears that the quhcommittee has done what it set out to do.
 
The question is, therefoie, whether or not to continue the
 
effort and if so, in what form.
 

The follow in ,sni inn ,developert several] n themes: 

- There is clear].y a very 5uohstdnth al latent need to develop
constructiv wrkinr reLar ionhips between business and PVOs. 
U.S. firms have a strong interest in oper ating overseas but
 
lack the knoW. edqe oF how to net into t h,,e markets and tend to
 
distrust or di ,ount advise from Ofrial qovernment channels.
 
PVOs hav, cnnsiderable undert-andinrig nf local markets and
 
cultures Ann could be of great value.
 

- 7he hnei of cni i., r.tinn are 'jiqrnif. icnt: h,]ping
u.S. Firms function effeczivel,; helpinq small to medium-size 
Lflc firms throuqh Linkaces with U.S. firnn: technology

transfer; opening of now markets, etc.
 

- On the new tive side: The Conmitte, has heen in existence 
for three years and has nit hewn ale to generate a greai ,deal
of intpret; there ha- Peon ,on y modest-, low-level interest in 
conFerenc; inn ,eminirn to pronrite collaboration; the AID 
grant to thn F.0.7.. in esnentially part of a phase-out effort 
since AlI0 has; not se n n.ijnificnnt int:rest. 

In this -in xt, vh '4:, nnittee. couln Hither phase out and 
terminaz, its Prforts, pu the- on temporary hold or identify a 
Follow-up in-tiative. it the latter, there ar, several 
possibilit ie : 

- WOk, with AID's5privT.ita .ctor programs to ensure 
inclusion o incentivs for VO cnllaberation; 

- Select a single rnuntry for , sused pilot effort to 
see if usefil PV--business relations could be developed; 

- Identify one or mnre line items in corporate budgets, 
edu ation For ex<amp]le, and attempt to develop PVO-coroorate 
interchange in thi. s Focu: u, sr, manner; 

- Establish a new PVO with a sole focus of working with 
PVOs and with small to medium size U.9. firms.
 

22 



Of these a]ternatives, there was a qenrpral interest in the 
establishement of a new PVf, presumably supported largely 
th 'ouqh business donatinns. Kenneth Smith will develop this 
concept for the next meeting and report on a focus, strategy, 
and nissinn statenent. 

The r1eeting wa4; adjourned at approximately 5 p.m.
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AGENCY FOR INTERNATIONAL DEVELOPMENT 

WASHINGTON. D C. 20523 

ADVISORY COMMITTEE ON VOLUNTARY FOREIGN AID 

RESULTS OF THE MARCH 1985 ACVFA MEETING:
 

ISSUES FOR DISCUSSION WITH THE ADMINISTRATOR
 

PRIVATENESS OF PVOs
 

The ACVFA finds that: the law currently in effect to define the
 
privateness of PVOs for purposes o eligibility for USG funding
 
[123(g)] adequately safeguards the financial independence of
 
PVOs while giving AID the flexibility necessary to insure
 
optimal use of PVO capabilties. The Administrator should
 
recommend to Cengress that this law be retained the less
over 

flexible Lewis Amendment, scheduled to go into effect on
 
January 1, 1986.
 

The 	ACVFA finds the criteria and goals of the Lewis
 
Amendment unclear, believing that it confuses privateness
 
and overdependence.
 

* 
 The percentage of non-USG cash contributions spent on
 
development assistance by PVOs should be only of
one 

several criteria used to determine privateness. Other
 
factors to he considered are volunteer support,
 
contributions in-kind, whether there is 
a broad-based board
 
of directors, effectiveness of overseas programs, and
 
financial viability in general.
 

* 	 Because the current law has only just been enacted, it is 
too early to measure its effect. For example, it is not 
known whether the current law will act as a disincentive 
for new and minority organizations to become involved in
 
AID programs. The exclusion of AID's waiver authority from
 
the Lewis Amendment leaves AID with no opportunity tn
 
prevent this from happening.
 

AID'S BUJDGET ALLOCATION 
TO THE OFFICE OF PRIVATE AND VOLUNTARY
 
COOPERATION PVC) -_ _ _ 

The ACVFA finds that even during this period of budget cuts,
 
special consideration should be given to insuring adequate
 
budget allocations for the central PVO grant program.
 

* 	 Much time and money has been spent making the AID-PVO 
relationship a viable one. The quality of that partnership
 
is very high, and PVOs are now better prepared than ever to
 
work with AID as development organizations.
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The budget of the Office of Private and Voluntary
 
Cooperation has stood t11 or diminished at 
the 	same time
 
that office hab been he]pirn develop the capabilities of 
PVOs. how th.t more PVOs Ar in a position to qualify for 
Matching Grant or Partnership C.rant relationships with AID, 
therfe are inj IJ ,t fuo d ul .. that poten ial. It 
makes policy oa fnano ial sense t ,r AIlD provide adequate 
funding for the Matching anr Partrership Grant Programs. 

* 	 PVOs sho ln be a maj-r WoH: considered in the search for 
alterna tiva ann least costly delivury systems. 

THE 	PVO .L..RMATI_0iCYSTEM 

The PVO infornaainrn System is an important component of AID's 
PVO Pnlicy Paper and its nperation is critical in the effort to 
iOform Mis.ion Directors of PVO capabilities. Steps should be 
taken tn ins ure that the system is maintained. 

OCEA0_ FRFTr h-[
 

The 	ACVFA recormmnds that those PVOs partic_.ipatin ] in the Ocean
 
Freight program be a.llowed to recoup from the supplemental 
appropriation to the Office f U.S. Foreign Disaster Assistance 
those Ocean Freight monie. spunt in responing to the iaster 
in Africa so as not to jeopa rdize their on-going, non-cmergency 
programs. 

PVO 	RELATIONS ''WiTHIM THE AID SYSTEM 

The ACVFA finds that in nre rf'car AID and PVOs to maintain a 
successful partnership, there must be mechanisms to insure an 
appropriatre level of conqul taLion hetweer PVC and AID 
representatives, hoth in tDe U.S. and in-country. Coordination 

fac.ilitate 5LJCoamong PVOs roul- : access, as wOu]a AID 
assistance in i,'tittWiova.izing consultat ions during Miqsion
Director visits or rep iond] mewti- ,s, ,l in setting up regular 
consor iLa.on goups such as that oqunian d UV tW Africa Bureau. 

ON A-LIRNA D:THE 	 DERHAM TASK_ FORCE .VE DLIVE-Y SYSTEMS 

The ACVFA has a strong interest in workingj ,.ith this Task Force 
to identify how PVOs can expand their prtLner hip with AID by 
providinq alternatives to inefet.Lve or inefficient delivery 
systems. 


