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AiSTRACT
 

A variety of inierventions to improve (eveloptinent inautgentent have been 
tried h' i/he U.S. A,t'nyc for litt'rneliotal Develop nt over ihe' past 30 Years. 
These ha(ve included technology transfi'r and intonagement control approaches(is 
wel as "c'arniing process' and local capacity building methods. All of these 
intercentlins have been. hiund to have ada'cntagesand linitations undr different 
conditions. his atlict'h,reviews eXpeirielce wi'th development administrationtheories 
cand pracii es in t I. S. .nreign id prograis and e.tamines the results. The lessons 
Cf
e.perience indicate that no tree approach to development administrationis uni­

vers(/l//aplical ill foreign assistanceprograis in developing countries but that 
SOI1I, cl)Ilotches more applic'able to c'cpital d'lveho/nnnt't1 to hunan resourcesi'' than1 
d'vehlIolnnt projects. 

RE-S LIM I-. 

Uln certain ionlhre d'interventionsch'stines iane/iorer I' ac/inistrationdhi 
developpenlent 0t11successivelnent lIises'n phlce. all cour's d/'s lrentedernieresc;tc; 


ll/es. plar rag,'n'ce atl;ti'ait' powleI' h/eh'opent'nt internationcal (USA'D). 
Pirinices inlervenlionis on pent citer /' tran.veit de techn~logic. h's s%'stdmes de 
contloic d' etcore Ic's tnlthd's (tdegestiot oil processms d'ppretltissage el de 
rel/orc'centell/c' Iehlcapacit(; ch/ninisiral'ive Ioch,. Touties ces itntervenlions (lilt 
lr;'e /c'des 't des itlcntv;niets sc'on 1',s conditions qtui prCI'alaientctltinagc's 
das h's/] ;rcnis pays ofi e's oat (;t(; clp/liqUces. 

I)cans el article /aiuter anll/i''se diverses e.xp;riet'es&ils Ie domatidede /a 
ihlc'cie et cc' hi pratique c/' rcmdninistrationdu ';vehopeelncnt,en relation a'cec 

I Re'arch for Iis paper was lunted inpart hy the National Associalion of Schools of Public 
Affairs and Adininstratiot (NASPAA )through acontlract with the Development Adminisntation Division 
of the U.S. Agency fir International I)evelopiewnt. Inlerprelations and conclusions are those of the 
aulhor, however. ant do not necessarily reflect the policics of eilher organization. 
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It's /).vrl'dll/llllS. /"il lt c/'ilci.s c/.V.VMt/// C tillln;el//Inr', ei ti/it'l les I's-,/d s oilb'llllu .
Les /w'w,. a li'er"de ('Ts tIp t'ncllce. IIu(ltl1l qll'i/I Cl''Asti.vS une p'lsct'ii',
de /'tuhnini.ir/i/,, C1'/'eh).ni quI soit dc .)/I iv'c / licable' ti/LImw. Iwo­

p/11161 qu/ t't'rc/l/ltillets In Im/s .s'Ai phit's ./)/5'ilewCn'/ri /pp/lt/bICscit(." /lnjcls de
!/C'elC )n/lt'lc'//i c.s ill!/i'ilc Ii' tilt c/LI I cVII('IIIlI,'jcCl.v c/c /)C./t't lidnlncnu'ni c/'s tC. t' S 
hI1ltl/lit/,cs. 

INTR()I) ("TION 

For Inoe hilln 30 years hi U.S. iAgcy ftr Ilcrnainal Det)Dvelopment (At))
has b en providing tccinical and linancial assisance to devcloping coulrntries to
improve their administrative and irianai-criAt Capabillics anld (toStrCitllc'll istilutiollns
that are responsible I'r imlrptcenin' developmint prot.s and prgrarlls. Since
the beginning ot (tie Alricican l'torgcn a.sist.lllc prorilll. illSliltritlli.! dcctuo)lncl;t
has been an ilteg ral ii id a1primiiary ii strUilic Ill ot' aidi Indccd. ii recen t years

)ill the problems ot'. ard cilliass (,In.developmcnt adriiristratiai alrd riiariallnicrIt
have increased. More than 25 percent o' all All) field projccis ain wtholly or in 
part to improve [ieimnagcrial Ipen'ormane o 'Third WIrld ilstilL li n;. Ih-inridhcd sof' millions ot dollars havaceen O li I d by All) IuOr pro cc ls t1 appticd rcsecrch 
on institutional devclopurient, project iiiallagc eii and developmcrit administration,
for technica assistacc to go vernmriient agcncies anid privatc organ izaltioln s tIo improve
their managcrial capacity, a111dri)r traihii rg htIIsaMris 0t' eiicitIs ilrIj dchcto irignations in public admiriistraiiori and ma,imet iillthcir aw c0tlritrics all il tile 
United Statcs. 

The Iripact lt tise a liVitics rclll .ills UlrF.¢l ill. Itc-w sy'sclri tic csvilltlitlls
iavc he. don1C t1 rt1 IcrctitIs t1' Ihcsc iliscslltells MIlluarragc',,ial capacity indevelopiring Ctllnitries aMid Ibsclrsci.Sr 1' tilc Vilri IS iil 'lrtici s liiat All) iias ulsed ovcr tie ycars disagree iil diiir- '-t-i'ccivensS.Sa ic 1'1Lc [hil Iptrhtic Adi1iliiistralilin 
in many dcvclping ctuntrics is mrie clTcive a d citeicicit (Ihi1ii h leSi.a andbetter thaln it Wtid hive bcen il tie abscicc 0I'tid. ()liers ctcrid 1Ihar Sl0iic 01t
(h approactihes tIo iristitunrti l vtcctpllll ilidl liinalri .gcl lil Uscd by All) have

cithcr had lintc. iriiilaci or has-c c~cci-batliid ,diliiliistraliv., problmirs.


Tti only issL in wil [herc is stliig tin.scnsus--withii All), in dcclopirng
ihich 

cLrtinics rind ar iitIlrg .ctiiiar.s aid pracliitillcrs at" dcsiprincrit ilia1,a iirertl--isthat probliis (ifplaii iiicritih ii 'illg id in.ililaL, trilaaizinl dec lmtpiicrlt
a.civities rcriin scriotus aid pcrvasive. Thcrc has beeni a grassilg awareiess ill
inLerratinial assist nrce organiiatLiIis--as rcll1cccd in tice Wtrld B3inS W;r/'ri
I)cl'clhpmt'ti RicipI'hr I98.3- iltt Ileit sntil.'.cirl'tly ptaiil lda11dt ll,,llirially
anialyzd prticctS are woirthlcss itcu1ss luy ca lltbc111irplrilnd eectivch. There
is itgroi I icc.'nlr ltriiari wilhin dcveI)piiig CotilitriCs hial s'ciklCSses ill irislilutial
arid iina rial capacity arc Critical balllecks t ccOlliilic aid social pr'glcss
(Traiiriani, 1974: Mori., I977: Avtrbi, ,1982:Rondiriclli. 1981 . 1982).


The diflictitics t1 cVsauatiri, 
 AID's pirl'riiincc in this field is corlipticatcd
by (Iti tact t at ile conri.episaid deiiitins t[ ilis[iiiutinial devclpmci. -devel­
prIicrn adririi.lSratiOll" aild "devclopeiniit riiii irint have ,lwas bnc broad,

ali l h trrgilll ud rirlhcr diLaSlcI ilriC \wilh .tilirirgl,'asc , s-cr % ixcrL'ii- ri. t' cth., rircrrtn 
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problems, evolving theories of economic and social development, and changing 
priorities ol American ioreigln assistance policy. 

Moreover, tilelield of'administrative theory is replete with contending schools 
otfhought and the thinking within All) has rellected Ihat diversity. Crawley (I 965: 
169) pointed out nearly tVt decades ago that debates in All) over proper management 
approaches included advocates of' tle manageinent process, empirical analysis, 
hulman behavior, social systems engineering, decisioniheony, and iathematical 

modelling schools of inanagemlent thinking. Diversity of opinion in All) about the 
.. right" aplprac les to inanagenment inmiproveilent is neither Ilew nor now less 
disparate. l)ilf'cries still exist betwen those v,ho advocate technique- and process-
Oriented apprtmlchles, partici pat0r)' and contrlr-oriented approaches, and structural 
anlI belh aior'al apprmcles. 'IThe issue oI wleller Iaiiinagelimenlt is a science or an 
art is still strongly debaled. 

Any attempt to evaluale AI)'s experience with development management 
must recognize that both the theories of development administration, and AID's 
application of' them, have changed drastically over the past 30 years. This paper 
examines the evolution of the iia jor theories and practices o"development management 
in AID--the c(CLhnology transfer, manatgement control, local capacity-building, 
learning procss and adaptive approaches-and assesses then in their historical 
context. IIshould he kept in mind that each of these approaches to development 
administration evolked from perceptions of the needs and conditions in doveloping 
countries at different periods of time and were in part the results of' the successes 
and failures of previous attempts at improving administrative capacity in developing 
countries. But each also 'ocused on different levels of administration and placed a 
different emphasis on different administrative problems: organizational structure, 
administrative process, resource input nIlnagement, human resource and behavioral 
chianges, or contextual factors. (See Table I.) 

I. THI'POINT FIOUR-TFI NOL()(GY TRANSFER APPROACH 

AID's technical assistance for development admilniStration during tile1950s 
and early 1960s was heavily inluenced by the prevailing concepts and theories of 
economic development. rellected in the Marshall Plan and Point Four Program, 
which were primarily aimed at rehabilitating physical infrastructure and industrial 
plants, temporarily feeding large numbers of people whose sources of income had 
been destroyed during the w'mr, and re-establishing the economies of industrial 
societies. In much tilesame way, gross national product of poor countries could 
be increased most rapidly, it was believed, by raising the level of industrial output. 

The Point Four approach urged poor nat..,ns to seek large amounts of foreign 
capital, to build oimtheir conipa rative advantages in low-wage manufact uring or in 
raw-materials exporting and to apply capital-intensive technology in agricultural 

I.This p~tlcr d.ialheavily tnt rtt'iscld itiail riit[rt'l tliarg r siud)Ofy ttLvcitlntllC Ilall;.IgemillllI 

imiAll) LmLiducteld h) itI iltlhor Ilthi ugh [ie Naitiona~tl Asso-.'iatiut StttI]S l lihAffairs(I1 t' Ilt'tu 7 alld 

Adminisiraini (NASPAA) ad lin d by USAII'sIt . h)el'nmeAdlinliniraliotnl I)ivisitn I apprxiaie 
[ie suggesiltolnsm i1mgRo (Georg. Iis vernill. The iilins. ilmerprelaitiolshy nil.l t antld ]honille tll r 
anltd tm tsev.r. ae I i mil iicessalily lellei t SAlt) polity.Cailtlltisll. allite tt ltie allllo nd d 
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Table I
 
Focus of Intervention in Deveopmem Management Assistance Efforts 

Imtervention 
Htuman 

Inlsittifonat 
and Manageril 
Development 
Approaches 

Organisafion. 
Structure, 
Intilutional 
Change 

Change in 
Administrative 
Process 

Imprvemen 
oI Resource 
Ilpiti 
Managernenl 

Resources 
and 
Behavioral 
(hange 

Change 
in 
Conlextual 
Faclors 

Te'hnology 7Tran.mxir 

Tool-Orienied
Technology Transtcr X X r In

Conmunuity Devclopment
MNovemicni X X n 

Political I)evelhpi 
X 

ciuiand N oderni ation X -ii n Xhtl~ittnltio.ti itttig X X In m
Piroject Manag1cltII
COtltrol Systens Ino X X m in 

Loc'al ulacily Ih1didinli, 

Local Aclion and
Capacily-Bluilding x x ni xOrganisaiional 

x 

Developitem andBehasvioral Change in Xn X 
Learning P~rocess and 

n 

liurcaLcrat.ic 
Rcoric:ulioitn X xn X x 

X Iliajor ohiecive of' inlervelilti .Ill I111or (11 t'c ltult 111A obe'tlse Ofl ttrve . 

production. lEx port-orienlc1 or import substitulion industrie:s were usually Favored.Strong emplasis Was pltc,.:d as well on politic-!l modernizat ion and administrativere lorm to create condititns tiat devctpment Ihcorists Iliotht vere essential topromote rapid econotmic orowth and social chanve.
This early period of American experience with development assistance wasbased on a strongly prevailing paradl;gtm. the clenuents of1which,points out. as Fisman ( 1980)were that all societies could modernize and grow economically in asequence of historically verilied stages that had occurred in Western nations overthe previous two centuries and that this modernization and growth could be acceleratedin pot r countries tlirough the Iransfer of re.Mtnrc.s and Icchnologics from industrializednations. The state would he the principal instrument of development: central gov­ernments, through comprehcnsivc planning, could guide or control the economic.social and political forces generating growth and modernization. Well-trained technicaland prolessional personnel, using modern administrative procedures and supportedby benevolent and development oriented political leaders, would serve as catalystsIbr development. The transformation of poor countries would he rapid and the 

http:liurcaLcrat.ic
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benefits of growth would he wideiv shared. Economic developmeit would bring 
political stahility. and eventually, democralic gover'lnlnitl. 

These principles were applied thLroigh three ma jor "llloveni itnts' that dominated 
AID's activities indevelopment administration during the 1950s and ear!y 1960s: 
I) transfer of Western puhlic adniiistration technology. ard training of*oflIicials 
from developing countries in American pubhc administration methods. 2) political 
development and institution-huilding, and 3) community development. 

)I-ORIINT-I" ]'I.('IIt
A. Til: ''(t ) N IO.()i(Y TRANSI:IR AI)'In(OAt 1I 

During the 1950s and 1960s lechnical assistance look the f'orni of whal Esman 
and Montgomery (I 969 ,)9)called the "Point Four Model." This consisted merely
of translerring American administrative lechnology arid "know-how'* to less developed 
countries, much in the sane way that industril and agricultural technology and 
"know-how" were Iranslferred Marshall Plmn. This approach assumedthrough t11le 

that successliu nietll
m ods. techniques and ways of solving problems and delivering 
services in the United Stales or inother economically advanced countries would 
prove Cqually successl'ul indeveloping nations. 

All) and other international assistancc agencies spent large "lilounts olf money 
on establishing institutes of public administration in developi ,gcountries. on bringing 
people from developing nations to the I Jniiled States to study public administration 
and on providing training programs in developing Countries. The United Nations. 
AID and the Ford Foundation togetlir spent more than $ 250 million (luring the 
1950s alone on iristitinion-building Vld public administration training. All) helped 
establish instilttev: of* public administration in many countries including Brazil. 
Mexico, Peru. 1I-.uador. 1:1Salvador. Korea. Pakistan, the Philippines. Thailand 
and Vietnam. More than 7,00) people from developing countries were brought to 
the United States to study pllblic adniinistration lritugh tie auspices of international 
Iunding agencies during the 1950s (Paul. 1983: 19). 

M uc Iflhe knowledge Iiansl'erred abroad, and most o ithe training given in 
the United States, was steeped in conventional administrative theory. It emphasiied 
the creation oIf a politically neutral civil service ii which modern methods of 
ma1lnagel,,.enll. budgeting. ip ,sol mieI rat ointracling. procurement.ad il Iuist oll. su ­
pervision and muditi, \would he applied. The Irander of '/estern techriques tl the 
developing world-\hat Siflin (1976) ater called a "thioi orienitcd' approach­
assumed thalt administrative capac ity fOr (Leveltipllientl Could be expanded Siliply
by adopting the approaches that had been succesful in economically advanced 
eountries without seriously examining the po!ilical condilions or administrative 
needs in devehoping nations. Strong emphasis was also placed oin'administrative 
rel'orm to bring abot aIal ucrac ic:;.orga,,i,';li changes ingovernm ntlhurelt which 
were of'ten considered tiobe irrational. politically iniluricied. inelTeclive and corrupt. 

But tie loo-oriented, tchnology-lransl'cr approach to development admin­
istralion came under severe eriticism (luring the I 960s. lii a study prepared for All). 
Esnian and Montgomery (1969: 509) pointed out thal "'iuch American know-how 
is ill-suited iothe needs of iarny less developed coiulries." It was dependent on 
scarce capital and displaced workers in labor surplus economies. It required corn­
plenentary skills and strong organizations that aften did not exist in developing 
countries. "In riany instances." they argued, "our overseas partners in technical 
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cooperation accepted American practices in a literal or formal way. but applied
them with quile unexpected results." 

Other evaluations later tound thla tIle institutes of public administration,
created at high cost, were able to provide services to only a small percentage ottile civil servants needing training and that few were able to carry out research
elctlively or to provide consulting services to tle government (Paul, 1983). All)evaluLations during 11he ea1rly 1970s led to a re--examination ol U.S. bilateral assistance
Ior puIhlic adiuinistrali,, tr:ining aid in'iilionl-buildiug. "Fairl,/ convenltionalpuhliC ldlinIl,I',it ill iitliod, had bei use,. is conceliVed v U.S. universily
co llactlr", they obscrvCd 1Ihse metLlhods ollered -too acaldemic i approach
in the context alt 0lcovCitiOi;,I U.S. oriented puili: idiiiniSiratiOn.' The ulliversiIieshad "'pot IecruilnlCl i cords in term ol cot01inuiv Mnd qualit, relying chiellyoin U.S. academlics.'" 'he'v til' , c.reateLd sie Iparai..S. Contract tean' presence.
with Cx.\essi\c reliance tLipaI e'.p;;tilt h Sit itniois."adsO d ill"tledii IhadLLti.ie 
ateillioll was giveln to espl ;,alllilie poh at trained i and thcir approachlilipter
to institulition-building did not elctiSe.l ire igthiCi the linkages tl ile assisted
organizations to leadership, sul'pp)at and tile 1n.political elviilillrc Finally, tieassisted instuitIitns IieVer dev Iped a strtlng researeI.h caliacity (lEdwards, 1972).

All) evaluatt rs thatarg Liud iiire innOValiv e prograis aiid apprtoaihes toteehnicn meal assistaiice were needed in tIe eItoing countries. that tile assistaice hadtt he focused more directly on operational problems. and that training td to he
liltred itore ctosely to the. internal probleins and needs t Il'the developing ct)urmtriesrather lhan simply prtvidilg tlhose programs in which Aimericai universities had 

developed es perulse.
Others liOled Ihat tile adiliiivir Itools and concepts traiis red Ito developing

countries were riot, in fact, merely neutral iistruincrils. They were niethods otadnlinistiat ion that grew tiut tf the uniq ue American political experience and Westerndemocratic values (Sitlin. 1976: hIgle. 1979). [heir application cften prtduced
Lialticipalted e'lcts, or had lit illlpact at all oin improving adiinistrative pro.edures,in developing cotlries. I casessom the techniques were detrimental tti those 
societies ito which they were Iranste rred. Siflin nttes that1976: 63) the transfero Au erican iadministrative tech n iqiues ind i rtIcedtires "'largely igntred tile hullian

side ofadlministralion and the real prtobleins of incentiyes. It afforied noioundation

it01' the study of piolicyliiaking and administrative politics. And it simply did not tit

the realities tf most of' the devehIpi l cotuntries of the world.'-


B. THEl CO)MMUNITY I+I.I.IMI.Nr M(OVE-ME-NT 

Another approach that was used extensively during the 1950s aid 19(0s to 
promote social change, inculcLate the spirit O deic cracy . attenmpt Iocreate conditionsthat would establisi a base I'(r political stability anid promole sc ial welfare tor the masses o I lie poor inde ylahpin iniat ions was cotininuni iiity developmerI. All) delinedc(,miUniy develclpijnenlits a prog'ralm that -a) involves petople oi a collmunily
bh. is ill thle solutiiun (! their tnmnlcin pro)bleis. b) teaches and insists uptn the use
oldetierati, prtcesses in the Jtoilit soilution ol'olmmunily prtoblemiis. arid C)activates or Iacilitates the transler oft lihnchcgy It tile peciple of a Iinitliliiy tor lictre
ele'L.Iive stltltinl ttheir comonri prcblels'rolli (I hidm.'rtift. 1978: I)). 

http:I+I.I.IMI.Nr
http:IhadLLti.ie


I)FVI-I.)OIMIN AIMINIS'RATION AND U.S. FOREIGN ASSISTANCE POLICY 217 
Advocates of cOmulnlnity development arguLed that the ohiect ive of economlic

and social modcrni/ation was Ito improve the lives ol people in developing countries
and that file nmoven n wsi, one o1 tihe most elTective ways or' doing so fOr the
nMasses otf lhe poor. They contlded that tihe approach was also ain economically
sound lIorm of' national developi .,nt because it Imobili/ed underused labor and 
resourtcs with lllinilli capitl investment and extended the impact of' scarce 
government specialists i heallh, education. socia: services and agriculture through
the coordinated elorts of communit developmlent agents. Moreover. they argued
that conlunity developlentl! was tile most el lclti\e wax of pri oling and Vuiiding
change ailt10I1 large litubers ol'peopIe ill a peace tI a ' d stable waV arid of proniotling
the spirit o self-help. participation and democralic decisjio-maknlg. Through :oin­munity deh. Itpieil.I IocaI action ctuld be linked with macrt-conomic development 
at the national level (Sanders. 1958: Tlinii. 19)5x. 

In his retrospeclive assessmilelnt of the mIIioveliient All). I loldcroti (1978) 
corre .ity ptints otut that ti1e W.lelC' adoplCd thle ctnulliulllitV development processbecause it was perceived to fit so %%ell with tile ideology uriderlying tle Point Four 
approach t devIelhpIment assislance and becatis it was -,.en as aii efl'Tclive ins lmlent 
for promoting political slahility Irom tile '('old War" perspective.

leginninu in the early 195()s. All) sent t:.'ils o lechnical assislalce personnel
to those co tlltrics where goVerlni l ts ex.prssed aiil itleresl in establishing community
development progranis iloth to clt as policy advisors and to assist with program
design. Most ol the prograns were sell-help elTrls to assist villagers to establish
small-scale heallh, educational. sanitation, and social services, obtain agricultural
extension services, aind construct s.miall-scalle inlraslructure. such as roaIds, bridges.
daiis. and irrigation dilche,,. All) also provided capital assistance bOr community 
development prtoject: in somtie counlries. 

By It)5). All) was as,isting 25 counlr's with coimurnity development, and
Was heav ily involved. 11ln with the Ford lFoundalion, in extensive pilot projects
in India. The Agencv had mnore than 1() advisors assigned to projects ard programlls
lilroulhtul the orltd. IFrom li earls I(5(k, to the eair\l' 19 60s. All) prosided rmore 
than $ Si million to moreithan 3) countris lthrough bilateral assistance and indirectly 
surpp red coltlltunnnil\ ose'llpttrl pro.rami, llugln contrihtiotrns to I riied Nattiot s
agencic.cs that were tunruliniu, the movenient in nearly 3) tlher countries (Holdroltf.
I)78 . Moieover. col .tin':lllit\ thIve hIttclt pmgt tus \sere used e-\t crsi' iV t) prevsentlor ctunter insuruenc' il South Korea. "laisvan. Nialavsiu. lie Philippines. Thailand
 

and Stllll Vielnalnl h
the late.rotiiits til theearls I970s( ondinelli. 197 I. 
I-lh0wever., as Iloldcroll (I 97S) poir ittnt, tile coltliitlllil developmp ent t'meniicit

flided hor n mtber of reasons. Ads'ocates of commnit de'elop enit promiisd to
achiese more lhan the mtoeerni could possibl' deli\r in promoting social stability
and imtproving locil livin cordilior, arnd thus it generated expectations at o)th
the local and national levels that it cottld not tullitl. Moreover. community development 
was alw s,, perceived of' h' A ll) and by many nalional leaders as a 'orrm of' 

pacification. airtied at Promoting local democratic principles. easing the threatsofl" s-cial instability and subversion. and guiding change in ntnrevoltlionary wavs.
Yet. it did ri)t directly address- --and ti ed \,its often designed to divert allenlloll 
l'-o --­ the political arid social lorces that caused and mainitaiied widespread poverty
and social dissatlisblclior. Ol'ten communit' developicril programs strengthened
tlie position of local elites, landowners and government ollicials. and as a r:.iult it 
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was diflicult to elicit real participation by the di~advantagcd. By cmphasizing tileprovision of social services rather than promoting )roducliveand inconmc-gencrating
activities, comnmnity development did not contributce to creating a sound econonicbase for improving the living conditills of the por. Resources Ior bo!h the constniclionof facilities allidlI'r tie recLIrreint costs of'social ser'ices. therefore. oftcn had toCOie froni central govcrnllents that were relucltant or liable to provide them oil 
a large scale trothueliti the country'.
 

Iladdilill. collilit deltiprii
itv6, progrars iler olvedthliproblem of'
COOrdiiatlioi . Of ilil Iheir 'uCCe.'s.s SoIlu;l\eil\ . lhedle)CIIdfl hIrrllis reluired
troln a sjalstab litlial ilriults it\ of goverrillClll" Iistrie.s adLtaTgelics that,1did n1ot%\orktogethllc ti ClV s it tle nalltional feel. Few -CommIIIUnlitydevelopmentprograms cold s ercoll. lle illeffects of'the rivalries. olllicls and lack of co­

t a.tlio~llmt) ':~ll 5 i cliCe. an,d thus required inptsL, couild 1101 be Co-Ordil ICtLIeffectis l\ althe local level. -\dvocitt.s of .t)llitl\ tes nlp,iirtoften
failed o recogni/e anld deilwh tilhhigh degreL olihterogeir1it0,illcommtnitiesanl IthCConfllicts armoilg dilferent ilicoirrC. "oi did c.uliuaf rulln dCelfol)inlgcountries. They often deall w ith c01oun111'1.titiC, as "rous of peoplet)h had comollll
interests and who would %%oil,togcher for (Iecomt on good. InI reality. Ilere vasofln a iiiuhtiplicity of dilfferinig and colnllicting intcrests, especially belwcen theelites and others, and aiiong peolIc who had always inleracled ointlie basis offamily, tribal, ethnic, religious or other affiliations. StruLctural barriers were olten
greater Ihlll lititc.'llites ofered byN'cIinllnlllily develomenCnt oi co-operalion and
participation. The 'sell-ielp" approach tomcommunity development, alone, could
IIIt mobilize sufficientiieiC.resot r ,es pervasivse and Imiaini rlgluLI
to firoll(et. change aindWas not an adeuatleL.C substiltut fi inMtitionlr deselopilnl.

Moreover, the tonmunnilv declopimcnt \korkcrs were usually recruited romallio igtihe inr (lrucated ;llithigle"r intomie grti ls. arlltithey erided t)sLipptortmore tile valtes iid goal I' lietrural elile tian Chose of the rural ptoor. Thus,,.Iheywere it usually cl Lftlive as either ICadcrs or istirstS. )ltcn the conniiunitydevelopment pilot firogralis were ictplicatd and C\)aiiCd (t0o rapitL.. ('t0nimiunitydevelopment wvorkers were recruilted illlarge numbers aind no0t giCn adCquatetraining. When tlie programs \re expainded too widely and totinquickly. they couldnot be supLprted With lie linancial aliphy sical resources needed to makeC them

work effeclively ton a large scale.
 

Thus, by the iiid- I90tJs the support Ior cotmmunity developucint within AIDhad largely faded and the IIItise ii1ic1 itwsdisphfaccd by oilier, seemingly more
 
clfective, allProachcs.
 

C, THEtt.P()t.ItICAt. DIA:VT()tPMEi.N! AND INS' ItUTLIN BLItJ)tN(G At'tR()ACIItS 

New aI)prtiaclfcs ti dcvclOipInntl admiristration emerged t(iring the 1900s,
partially inrreaction to tile inadequacies of (lie techiology transIit 
"aiid communitydevclopmen processes. All) sptonsored. through tlie Cemparaiie Adiniiistrlt ionGroup (CAG. a .series of theoreticaf sludies Oin adniiistrative ard polilical rcflrrmindeveloping ii.ins. The po liticalmoderiizers believedCllha( tihe transfer of Ameri-iranadmillistrali\ye )rrtedurcs and Ccchniques was tit suff icicnt. They vic\wcd developmcnt
administratioii as "socia! enigineeriig and national givcrnments-ralier thim localcommunities- as the prime movcrs of social ciange. Ilndau ( 1970) defined devel­
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anrd direct Iprocess 

make things happen ill 

opment administraliton s a "direclive iional whichii is intended to 

a certain way over intervals of lite." Others perceived of 
it as a means of improving the capacities of'central governments to deal with 
problems and oppfxortunities created by modermization amd change (Lee. 1970: Spengler. 
1963). National development administration could be tihe instrument of transl'Orming 
traditional societies. but uile,,s the nltire pdlitical systerii %a rite ned adnii dernized, 
governin iits could no0t aIdequatly' direcl arid C0o11tro0l socil ad etollolnic progress. 
"Whal is urlently leued in lund 	 adnrinisiration," Riggstile o1' developiiclt 

(1970: l08) rtrguCd. "isa net N o0f doctrines likely to Irov' hli)fnl 1o cOtiritries
 
wlto seek 10 e.rlh." lh,.I"W ill success
C;juMcillC, orLe II 61be alc i Irrllrtake with 

plrograui Initerid'd to iitldil ti1e chIlrLctristicS of their ph sical. i,
huni., and 

'
 
L.-11% llll
cu'lturlI it ll 


I)nri., the It(l ,i9i0ear 17()C.. the I90tUitrion-buihdig appraI cire rgcd-,list 

frori tile ,,,ork ol1he C r irlli',u A,,\duiristrtio (GirOLtr oi thCl'riCS t1 )olilical:
 
1i1ii01e0ri/ahii0 1*Mid W10'rut. co t.s, and ,,pl';,IdClCs 10, illstitLtii
. ldrrrrnrirtW 1.11 llc l­
bUildiiie %C['cfor rirlltcd hV MiltOl lSrrr0 aid C0llrl1uunS t 1schools pi.ilaliri
 
in the Midwest Utniverities ('onsortitnir I hirnational 'The
tr Activities (MUCIA). 

Inslitutlion-1luilding, approach was ieavily funled h All) aid lested through All)­
nllisored fieid prn
ijcc t. 

The low lels it adniliiiati y capac it' ingtverlirnireitsil O1 deVeOItpiilg 'OU itrie.s 
was seen as an uerridini ibstacle or bottleneck to developirleil. One olthe leading 
Anierican developmienit adnilnisiraiori theorists, l)oiald Stone I1905: 53). argued 
that dhe e lhr t)rhriary obsliacles to de l)ll il'adnllinit1sii'tiVC rilher Itan ccnrle.lOiC, 
and not deficiencies in natural resoinrces. le Slriiitiriled tihe atgilietit Il" iiin1iY 
other develpnt theorisis in noting Ihit poor countries 'genirall, lack tle ad­
nilnistrali\e caipallilily lor lait1s aild I11rdisai itlil ill UnitediiieiCulCnlhiJitg tile 
States anid ltife ecroroitcall il' Villlel COtitt iS' 1'it d Olt lli Ipped KrCtilege 
and experience is available iii respect to the developmient olelffecliwe orealilzationi 

' 
to plan aild admintister COlllleliersive 	 rritis. iedevelopitiproll Ituinsistld, 
..Most pertsons charged itwith plaitnigig and other devcloprnelrit respoisibililies 
individual coL1Untlrie.s, a1s%%'ll11riSis Iade availables indelr tecilical assislilce 
progranis. dot nit haV adqltiltle kito\wledge'C or"adaptability indesiitlig ai iiis allin 
organizations., illStiltiliOliS. eobl pllrlic'ullr colllll ."aiid IrCtlres stil !or 

'['le iniSlituiiol-building ljplltlCh wis bised ol tle assuillli .lthal developitit 
was " priocess involving the introduclion o1 chan c or iliovallins ill sticeties" 
(Snlarl. 1970)1. Iii developing counlries tI e imost nileiil liced ol"toverrrii'nls was 

tat c ialfor adiiliistrative procedures aid ritelhdsIha piinttd ige aid 11L0I'r tIliOse 
that siiply strengthened IUtitine operaling procedures. Underlx irtg Ihis 	 approacih 

,was the a.sumnptin1i that cllilnige \Vs iiill'tduced aid susltailLd iiuil through 
Itirlil inistihltios ald especiall) .thloughgr11rVilt arid Ctlcililial Ol'gllliZiliOla 
(isi ai. 1907: llase. 1973). iiolrder for changes to be adopled a id have a1long 
teum iipact they hiad be piolccted by iti/at ilns. is.ItL ftrln il 'in Iihal cliallge had 
to be TheisittliiulThu css1'illSilulitiollniliZiltioa coIpllx[er 0li/ed. inivtulved 
set o1 literactions between the orIgni'alitun atllllilg 0i-ptiir10illg chngile arid tie 

ellvirorinlOll ill lIch iI haid to oiplrtC ald tihtalii SlU0 ll. 
Acctrdiii toiisian i0(00) the variables that all'ccd the ibilii ,iiorga li/atitiis 

to institulioialiue chanc included: i.ns wo clilI ) leadership--i glop of i ps engage 
'dicel' ill loritnulillini air trl/iii/atitinis dtictrirl i an i i hiti direct Its 
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oiperatiols and interactions with tilecnvironmenl 2) doctrine-the organization's
Vilules. objectivcs and operational mclhods Iha rationalize its actions: 3) program­
the ltinctions and services that constitule tihe organi/ation's output: 4) resources­
fhe organi/ation',, physical. iuinmin and tecrioloical inputls: and. 5)structure­

lieh
the processes established for operaion and mnaintcnance: o1*the orgali/ation.
Fach ol (hee aspecls of an Institution had Iobe slrcngIhcned irit was to lie 

Cllectivc in introdtodci, protcCting andMlu.slailill change. Moreover. ineltective 
chince-hl"cing inlliltion had Io ei1al0c succellsully, in Iransactions with other
orplni/a ioni in its environment in order to obtain athlllorilv. resoUrcs, and support
and to make ihe iiiipact o1 chiane fell throughout societv. lhose transactions 
occurrcd Itho-hli ;illinstililion' 
linki-es. [our types, O) linkai.,ces had to be stirnigthened 
ifinslilutionS IheCOiCwere to1 iiCCCivC chauc,-induciic (ir;iniii/iloil 1onablin,,
linkaves wih ori,aili/ailili Conilrollinc rcsourccs and authoril nceded by the insliilionto tunclion 2i functionll liiiki-cs wilh olli a splioeerlloriing colelenlnry 
I'uincliols 
 iid sersics llwhich are collpcilive wiih the iililuilln; 3) normative 
linka cs hirouhlch r nil place collrailtsil o- lecgiinize the 
iiistlilulion" iorins il expressed' its doctrine orand ia'ic in progralls: .iind. 4)
diflused limikigc, throuth which the inliutititiom has anl impact (ilother organi/ations 
in the envi, millent. 

The Irallsaclions allow the insitilion to galin support and overcone resislance. 
ecalillgC IOLIlS.rc .st
ucle hctihe ell\ iron mnclt and Iranlrnormnlis and vaIhics IIE1£snan,
1966). An orgiii/alion became ii iilulion when the changes that it advocated 
and prllecled were acccpted, \'a aii1d becalli I'uictiona in Ihc environment 
(Smart, 1970. 

The AI1)-slpOnsor-Cd a;ctiviliCs included a1massive research prograi into waysof hiuildinc illstililional capability lor devehopiment andltchnic;,l asislance to in­
slilllioiis ill sevcral dcvchloint,countrics. The research pr diuced detailed and etIcllsive 
sludies olorg'anillintional characlerislics and aditnilltirlltliVe bChavioi in dlCvClpii'li!
 
nalions Elaton. 19721.
 

The eIsuls ilteIccliil:,1 lssitllcc. liowcscr, were sonewhalt &"lappi )iillilg.
)rawin o I'oirspecilic c;aes ISitlin. 1967: Hlirkhead. 1i967: I lhanon. 1968: and 

Blase niidl odriiic,/. \.(r.' 11;1i1\ 
neisl ork allcipcd lo;ippl\ it tlcory. 

951 Ihl Iitpicll 0thers illwhich IhC MUC!IA 
sIullioll-iildil Blase 11973: S-9) noles Ihal 

riCall['All IhCtcIhnicil Nid c 1-0ic I'ic ,ciiltv ol AliTrica) linis'rs iiool1 ul ics,
W'ere iil dblC 1t iilicd 1tlcls chnclln' ;1l \and INCi Cllo IhCir lcllwere 
Cntlrpitllr s thmll si!,llili'dl i1ticii Studies in Niceria.\ilii on11 Isse.f o thC cases 
IEcLIdor. TIililiuld ltirkc' indicated Ihll the local comnlerpa;rls tended losipport
lk. a le..w of tileinslliiilialhchanc'es Ill were rccomniiended by i 

personnel. 'locil stall illciillcrs Irc ently allached higher priority tio protecling 
alcinlastnce 

existing relatihlips fhii t to by ass islamce piCrsonnel,ile cliinges proiosedl Icchnic il 
IlluSe colnctidCd. "llgtiIh tihe\'I're qticn lly agrced withItechnicalipersoinnel abotiti 
propiosed goals.-' 

Ironically. during the 1970s tle aidiinistrili\e-political relormi and the institution­
buildig approaches came utnder heavy allack boih by nadministrative hticorists. who 
collsidered Ihl ilnsystellil iid instlllicient ly theoletical to add much to knoWledwCe 
about copillarilive adminillillation Ioveniall. 1976: Sicliiian. 1976: Ientdlr, II)7i6)
and by practiilitimers \,,hi considered tln too abstract and theotClicall tt boiperational
tIngle. 1979). All). FIor caiiiple, reassessed its s ipport o1 ('AG and MUCIA i 
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(he end of the 1960s and decided at the beginning of tile1970s to ctt back bothits fi ng.rpilcfii l,~litrto rillo;rd Iinsunmdin r pblJIic aIdnifnistlratitin ira irli ng and br research and technical assistanceadministrative reflhnr and instilutio -huildingz. 

II. CONTROL-ORIF.NTF.D MANAGIHMI-NT SYSTI-MS APPROACHES 

In reaction to tihe widespread criticism 1.Iilateral and multilateral foreignaid proganis tiat were rellected in,the findings of 'everalinternational evaluationoniInissions (Pearson. 1969: Jackon, 1969). and because of increased scruLinyand oversight o1' Ihe All) progra n hy Congress. (lieAgency began iln [le 'ieand early 1970s to ado pt 1960snew ianal l vci 
 for its own leding and grantactivities, siei ii s 
The systeiCf c Controls andinftl uc eed ii iarue in procedurcs adopted by AID wasparl bylh need lo inegrale project devel(pii naclivilies and doc­ilientation wilh the Agency's budgeting proc'ess andPresentation. Adoption ol a more sysileatlit appro.ach 

with its annual Congressional 
Ioloan Ind grant manageniefllwas ;aso inlienced by the prevailing belil le end 1960s Ie eel''e yof "systeims Inlaageent.'" Many administiralive theorists arguedIhalcould le greally lipiIved by tihe application olproject inmplemenlation
management systems thathad been tised in colrpiralions itomanage large scale construclion pro.jects and intilel)eerI:,e IXzparlInent and NASA o nanage del'cnse syslenis and space pro jects.Indeed. a nuher cif" other federal agencies had also ado pted planning, budgetingand prcogramming systems (IPPHS),of which AIl)'s planning, budgeting. and reviewPIBAR) process was bt ivariation. 

PtI'ANNtNC;-PR(L(ItA-B I o(;F.IN(; SYSTEMS WVIIIN AID 
The iianagenienit science apprc,ach, strongly advocated by technical experts,project engineers. anii ianagLelieiil cVisnltaiils was cone, as .ilsnan and Mo(199l) ipinted tilt. "'which a)pljs nrlterlralical Iigic 

niery 
o plimiing iei ,ronnnce
 

lfinorgati:lion. ulsuallyv 
 i cosi-eCl'ect iveness terms ....
'hese nethods inclde
tile follcimin- elements: delailed idlenllicicili 01l'ie interrelaled Iaclors in a complexsysteml OCaclion: precise t6 1e phasing cii relatenl activities, and contrlhnrumgh tile use o iio'nlcril high ofiperations
 
Hfeavv 

speed cnnunication and reprling inslrtinents."
use was made of Cost-enelil analysis. qLantitative analysis Ior decision­making. ('TNI-ERT scheduling and control IechiIiques andM aniagelicinl inil'ornaico
 

AI')s PBAR process described a detailed sVslei of procedures and reportingfir its enitire Iro ject cycle. concenlranting
to apprcvaI and ill hlogts ic, 

oi lhe slages from project ileniilicalioncfiiiiildcienlalictmesietciahly
a.nd procriremien--and biudgeling, contraclingevalration. The PIIAR process was expected to inlegrale 
designaid tiilyandtliesyde"eits'teipinls I,,ed r griant aminIl: loan prjec s,reso'Iing in improved projectinlegrate A ID's pr
thereby reducing (lie growin. 

ject planning and hudgeling procedures.
divergence betLveen (lie Aghenic'senlalicis and l cc ngressional Pres­(lie prlograrIms or whichAgency it requested apprljrialins; andto make ire systerllaltic and coiirlinatlc alhw tle

decisiiunis ablLtl the selection ofprojecis. 
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USAID Missions would be required to submit a series of detailed plans,proposals and justifications for pojects. A Project Identification Document (PID)
had to describe how the pro jeci related to tie Mission's overall development programfor the country and the country's national and sectoral developlient plans; identify
the primary beneficiaries of'I he project; provide prelim inary information oi theactivities o1" other donors in (he sector for which the proiect was being proposed;
describe more detailed analyses and studies that Would have to he done to develop
tile proposal : and provide a rough estimiate of total cost and time for implementation,along with estimates ol" the amount ol" inpUts that could be cxpccted friom the host 
couI ntry golvernim lelnt aiid 01ltier domors 

Project Papers (PI's) would have to pro'ide dctailcd inlonlalllon oil the amountsol" loans cC .rantsneeded f'roni All), totahlorprga p"iect costs and resources 
that would bc I)rviMded by the s oinsoing or imlcnclting agencies within the
developing country. The IlTs would also include a detailed justification for the 
project and the preparation f a "' I g-fIramc'' design. The' "Ihg-franie," or Logical Framework. was a device Lc signed for All) by a managemlent consulting firm,
Practical Com Lepts IhrciIrI)orated (1)CI), to I'01n111ulaC projects in a consistent, corn­
prehensive and 'rational'' way. 1trequired USAI.) Missions to describe the projects
by the i go.als, purposes, oLt puts and inlpUts, providing for ca',ih "objectively verifiable
indicators" by which irogrCss could be measured and evi' ated. 

The part of' the project paper Ihat was considered mo1(1st critical to Agencyoff icials was the project analysis-ecoLnomnic analysis of' the effects L' the projecton intended beneliciaries, oin other ,grouLs and oil the ,lational econo1my; technical
feasibility analysis ol tie project design: '"social soundness'' analysis ol' the project's
imlpacl oi the sLocio-cultural traditions and values oI' the gro)ups that would be affectedby ir; and analysis of host Country government policics (tax system, credit rates,
pricing and regulatolry structures) that Might affect the Success of the project. Inaddition, the analyses would include an assessment of' tlie financial ability of the
government to implement the pro' ctcl successfully and c1st-be nclit or internatl rate
tIf retun analyses of' theiro ject itself. Finally, tOle Pro ject Pa per was 10 include an
administrative assessment of the ability of the implementing instittutins to carry
 
out the ltasks described in thc lrosieclus.
 

Moreover, the PT was t)I include a detailed in)ellcntatioii plali-Ir(Ividing

a programiming ,chedulc I'r all tasks and 
 activities, 'milestone' indicators of' progress, a schedule for disbursement of All) funds aind procuremleit (f" needed
 
inputs, anid a plan for monitoring, rcporting and evatuation.
 

Guidelines, prIcedures, required Corans, 
 and coi-trols for each stage of' thePIBAR cycle were included in a detailed set o;' Manual Ortlcrs and in AID's Project
Assistance Iandboo(k and are still being used by All).

Ili tile carly 197(0s. All) aIso begani to develop training programs for thosewho ianage projects in developiing countries, borrowing heavily from concepts,
methods and appnoaches that charactcriZcd ils (wlilanilig-prt giannnling-budgeting
control systems. (iven the complexity oI'the project managemiient cycles used by
international funding institutions, Sollon (I 974: 2) pointed outt the need to devtlop
administrative capacity within devehoping coIunlries 1tIninage projects as an integrated
system i factivitics. The proIject cycle was co nsidered to be an iinportant Irai ework 
for effective nanagement because the various clcmcnts were inextricably related.'l'";nillg mlaterials welL developed for All) by scvelal universitics dal Ficu cd on 
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implementation within Ie franliework of a generic "pro.ject cycle." ihat is, ileactions required I'ror tie initial stages of idelifying potential projects I'r fundingby All) or h national governmenlls Illrotilgh their design, appraisal. approval.
organizatioil, nianacnitllell. Completion and cValuat iol.
 

However, the pro'ect I 
 antaenrel learning packages developed by ieuri­versities simply reflected the "Point Four approach' of trans[erring Americanbusiless lmi agelelit methods and techniques to developing countries. The trainingpackages iincluded alhost entirely material on project management procedures usedin the United States by privale corporaliuns arid livte defEcrise idusLitrv that hadlittle to do wili tlie problems of project niiragcieril in develop ing countries (USA ID,1975). All's evaltatiin. noted that the iraining Iiaterials did make conceptualadvance:: analyiring the elelrents or the project cycles that were used by intenationalaid agencies ard the ways ii which variois parts offtire cycle related to each other."lleyelniphasi ed tlie (il'lerefrces in Inriagernent prohlermis amnmg developing couniries,project orgarui/ers. heneficiaries and lendine instititios. They highlighted tle need
for imltidisciplinary analysis of prtojects" and intrduced -lewskills 'erpriecmailagelnew, including creative problen solving. eriinniental assessment andtechhlohgy evaluation. ll. ill end.the they had lirriled direct applicabilily inidevelcpinlg iillions.
 
Among the weaknesses of Ihe training packages were 
that they simply wrenot practical fur huildiug tire skills of managers in less developed counlries becausethey were ltoo Iheorelical. They drew prinarily o:1AIierican cOrporale experience:there was little emlphasis on iheeconoiic aind financial aspects olprojecl feasibility:aiind the approaich to pro,iec Inliagellieell s+,astio) gelleral anid did ilot relate to tireproblems and opiportunities in specilic sectors. As a result, tie), could onl lie usedas general ICsource malerials that would require a greal deal of revision For trainiri
 programs in developing counlries (I ISAI). 1)75: 31-32).
 
The iiiversities" work, however. did !cad to a stream of research carried on
hy individual faclt t\hat c;lll
1t (iC,.1tin lll;ll' aS lllnp oliol1Oflthe u nderlyiigAI)'s systeiis approaches to( pll ectl miiaiiaeciitarid tIe urseltless of frairly ofthe Itchniques descriled ilI te laining irnatrial. Rouidirielli (1976aii: 3141 I'frexaimple. argued thal the f'tOriial le,,ii and ainal\ is requireinerlts rellected iniproject cycles of inlernaltional a,.icies ilichidine .llugI 

ihe 
n PIIAR ssteir had beccomeSo clrplex ihaltheir applicalin is Ihc\oiid 111cadnriiirislalivecLcapablilies of mrostdevelpint riatiois. thus intensif'\ing thuir de.pendence oillhrel-igll experts and otti.ftor projectstlllalils plalillig.[b,igi stlltldartd,aid pirc'edurcsgcrvernllils. lllen are illiposed oilwilhullt sencliivity tilocal lneds and Clntrailltsl.- Rondnielli(I976. 1977. 1I98311979), argued ihaltlie project cvcle,. allhtligh they providedreascllable iterative Irodels IFor planning and analy/ing the aclions thatl had tcr relakin iincorder Icir projects tc lie implenented successfully. had lecine ito rigid.uillexihile aid ccmplc% to lie niariaged 1w giverurirenl illdevelopinig countries. 

Even attemilpts to mrake linarcial Iianigeieit less rigid., hy usiflg fixed aiounitrimniursenirents, fcr exallile. OIenr resulted ill cWelakililt Ihcl Ifinancial iariagenient
'apaeifies. Indeed, one recurriig criticism of'the lala/ cmntiolironically. tenl a pproaches.

erded 
rinlliple. ccomiplex. donor Imranragenrent sysleins ilorganizatiois ill-equipped itccrpe with lherir WRcrdinell I. 

%visthat they otllel local rianageient capacities by imniposing 

193. lonadle aid Van Sart, I1985). 
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At the same time, more comprehensive studies ol'agricultural and rural devel­opment projects in Africa aid Latin America carried out by Development AlternativesIncorpxrated (DAI), under contract with All), were also questioning the effectiveness

of the Agency's project planning procedures. Referring to All) 's standardized andsomewhat rigid project design procedures as a "blucprint" approach, they notedthat the large gap bet CIee des ign and implmcentation, relferred 1t freq uent ly inAID's ow,,evaluations, was Lue to Ih1 act that effUctive rural. devclhpiicnrit projectssimply Could not be designed ill delail illaldviMcC aid be sllndardi/ted for alldeveloping countries, or even for dill rnt areas of the Same country. "'Lirlolunately,
it is inpossible to spc,:ify preci.e,, what is needed, wheln beit should provided,and by whoml without aidetailed knowledge of local condition,,," Morss and his
associales argued (1)75: 3N).Instead of allielliplInt to dCsj'lli iprojct in dchlil alt lie outset. )AI analysissuggesLtd. AMll)Should use a f)ltiCess apploach. "()ur tlid.' sugget's that the mo1stSuCCesSltiI projecl are those which have alttlrped to gain a knowledge o"the local area prir to proiect initiation or have srLCltured the project ili sLch1 a way Istostart %lith a simpile idea and to develop this required knowledge base during theiniti:l project stages.'" Morss and his associates reported. The process should occurnia nly by collecting adequate inforimation dLiring tOle ealy ,tages o' tlie project,involving beneficiairies in desigii and implemientation aind redesiginng the project 

as it proceeds.
rll su SLiIficie iln data aboutLt local conditions were needed to deline betterthe behavioral changes required by small fainrers almd to design tlie pro ject to bringthose changes about. More important,

I'Or 
however. DAI's studies underlined the needflexibility i.-. modifying the project design during iimpleinentation rather thanviewing deviations from original plans (' 'bluepriiits') as mnagerial problems or
 as indicators of' pool- perforiniaice or faillire. "Few projects cal survive a rigidblueprint which fixes at the tine of implementation the developmnt approaches,priorities and mechanisms for achieving srccess," D)AI analysts (Morss t l.,1975: 329-330I) argued. "'Most projects scoriig high on iuccess experienced atIeamt one miaJor revision ll'tcrtie prOject [finaagers determined that the originalplan was not working. 'his flexibility is critical, particularly if tie technologyuncertain and if the local conistrainis facing the small I'armers are not well known.''

is 

The study concluded that revisions of project designs during their implementation
:.hould be viewed !ISdesirable, if' assistance ainncd al ir[]proving tlIe conditions of
tile rural poor was to be more TheSu(iccessfl. "blt.iep " process"rili"versLisdistinction was to bcoriic a basis for rntuch of tine later thinking about developnent 
management. 

Ill. LIARNING PROCESS AND LOCAL. 
CAPACITY BUILDING APPROACh'S 

By the iiid-19 70s. AID's development iniangement activ~tics were beingshaped by a dramatic change iii its Mandate fronm Congress. The increasing criticismof thlie economic growt Itieory that had bee intile basis oi'American I'oreigi assistancepolicy since tlie Marshall Plai. moiuitlding evidence that poverty in develolping nationswas becoing im're widesp cad and serious, arid tilegrowing realization that problems 
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in developing countries lil'Iered drstically froi those f'rlcel by industrialized countriesduring their ieriods o"cconoi c deveh piiient hrouglll ;Oihttla inl'daiielital rethinkingof developmenl policy in tie earl v 19 70s that was clearlv reflected in the ForeignAssistance Act of 1973. Congress instructed All) to hive hiellest priorilt to activitiesin developing nations that "directly improve thle lives of the poorest o'their peopleand their capacity to participate in the development of their countries.'" 

Inthe Foreigi Assistance Act of' 1973. ('ontess declared that the L'onditionsunder which American I'Ore i n aid had been provided in the p:sltlid clianged anildthat in [he f'utu11re aid policy would have to reflect the -new realities.- Although
American aid had generally been successful in stimulating econolic growtlh andindustrial output in many countries, th lilous. ('orlomittee oni Foreign Aflil s lamented
that the gains "have not been adequately or equitably distribuled to the poor majoritNin those cointtries,'" and that mnassive social and economic problems prevnted the
large miiaoritv of 
 people rom breaking ouL of' the "'vicious cycle of' poverty which

plagues most developing coutinries."
 

The Act asserted that, hericel'Orlll. Americauii aid would depend less oi 
 large­scale capital Iransfers f"Or physical inf-astLruMcture and industrial expansion. as it hadin lie reconstruction oi' lutrope during the Marshall Plan, and more oti transf'erring
technical expertise. nmodest financial assistanice and agricultural and industrial goods
to solve "critical development problems.'" It would 
l'.'ts oti providing assistance
in those se ors that most directly affeted the lives of the matirjmrily oifthe poor indeveloping countries: I'Ood produetion rural developmenpe it n rrition, popuhat ion
planning, health, education, and humian 
 resources development.


For the first time. All)'s prii ary beneficiaries were clearly identified. Congress
declared it the purpose o1'Arierican fireign assistance to alleviate (lie problems of
the "poor majority'' ir developing natiors. The new 
 aid progranm would give less

emphasis to rmnlxiririnr national outpurt arid pursue whal tle IHoruse 
 'oreign Affairs

Conimittee called a "'people-oriented problem solvingi'Ori 
of' assistance." In its 
report accomilpanvin tihe lore.ign Assistaric ...ctl of' 1973. the Forcen Affairs
Conilliitee ar.nined thiat "'weare 
 hcarring, that if lielp(orest majoritv can parficipate
in development 1 having productive rk and access to basic 	edurcatit. healthcare and Idequrate diel. then incresd ecotllorllitcc .rowlh arid social jurstice catllco
hand 	inhand.-

In response to the.' "'New )irections- lrrndlate, All) kocused its programsand projects primarily on rural ari.a,. where Sedie, had sh twi 1lhtI:(lie vast tnrjoritvof, the poorest gnrrps in developine ,oCielies lived. 	It defined the pririrv 'larelgroups of" Amer'ican iassistane to be su bsistenice Irdrin familics, small-scaleccrmmercial
Farmers. landless [,arm laborers, p sltradists. unerilrhoyed lhborers inmarket towns,and small-scale noinlarm entrepretinrs. The All) program would help tlie rural poorto in.rcase rcir productivity and income. It would extend access to services aridfacilitres to rirral tihatfirmilies had pr'cvioursly been exclurded I'roliparticipation in
producfive ecoromic acctivities (USAIf), 1975h). 

A. Till: LO('A. A(tIIoN ,APN)(.'AI'Ac'tIy- irN(; At't'Ri)A('II 

As a resrll riftie "'New )irections'' manridarte. All) begani in 1973. fo explorethe r'actorsafleet ing success llplanning and implementation oif jects that werepro.'

aimed at helping smill-scale farniers. A ciontract was signedI with Development 

airn 	 - g11 Dvelo men
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Alternatives Incorporated (DAI) It)carry out the applied research project, the purpose
of which was "to assist Alf) in understanding how more successfully to work with 
the rural poor" and to conform more effectively with AID's new Congressional 
directives (Morton, 1979). 

The study included field visits to 36 technical assistance projects in African 
and Latin American countries. The results, pub!lished in a two-volume report. 
Stiratgices fr'r S'ml/ FarmerDevhelopment': An PInpiricalStdv t"Rutral Dev 'hpinvnl 
Projects (Morss, tlatch, M ickelwait and Sweet, 1975), indicated that of the 25 major
factors that distinguishd relatively successl froin less successftl rural develo)pent 
projects, two accounted for ,about49 percent of the variation. 'hese were: I1the 
degree of involvent of small tarmers themselves in lie prt)cess of decision­
making during the implemcntation of [he projects; aind. 2) the degree to which 
farmers were required and willingly agreed to 4:ornnii their own resources-labor 
and money-to tie implcitentltion of ithe pl jccIs. 

Analysts delined the combination of thesC Iwo factor.s as /l)('(ti t 'Iiol, and 
argued that it was necessary, but not sufficient, for the success of rural development
projects. Tthey found, moreover, that three variables were positively associated with 
(tie level of local action: If the specificity of tile agricultural information offered 
by extension services to smallholders; 2) the existence of effective local organizations­
and 3) the creation of an effectivc two-way communications flow between the iroject 
staff and the farners participating in the project. 

While these conditions were essential for projects to iave an itimpact on small­
scale farmers, others were also important. Either the project had to provide-or 
other instittions had to offer-an adcluatc technological package for agricultural 
imprt tients, tinely delivery of needed agricultural inputs and effective extension 
services. In addition, there had to be favorable markets for agricultural produce 
and the means for farmers to get their goods to market. 'his combination of factors,
r'.searchers f'ound, constituted s of conditions thatset would allow All) projects 
more successfully to iieet tihe needs Of' poor fattrs ili dyCVCI)ig countries. 

Indeed, their case studies indicated that projects were most relevant and 
elicited tie greatest participation when they were designed and managed in such a 
way that (Morss ei al.. 1975: 95-96) their geographical boundaries were well­
delined and the client population was easily identiliable the project staff' actively 
sought the participation of' local leaders and farmers, or delegated to them control 
over decisions concerning project design and implementation: and f lrmers were 
involved joiilly withIte st af'f' ilrtesting technological packagcs alnd organizational 

arrangements to be used in the project. Ilnthe more successful projects participants 
were generally homntigenetus in termns of social group and ecotiolic class; the 
project staff developed an effective c01tmnurications process with and ationg local 
participants: and organizatitonal arrangements were created to give farmers a voice 
indecisions conicerning project management. 

Moreover, high priority was placed Ointechnical training of the participants 
and many were used as paraprofessionals to teach others technical skills. Participation 
was elicited initially to promote sinigle purpose activities, such itscredit provision 
or crop promotion, and later broadened. Systems of accountability were established 
to permit chaaiges inleadership aniong local participants and to ernsure that services 
were provided cliciently arid tpportunities were offered initially ir local organizations 
to participate in intoie-generating activities. 
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The studies concliided ,hen protects designedthat I were in this way they
woUld[not onrly deliver services iore elTectively. hlut also build the capacity or 
I'larniers to help tteilsel\,es and sustain the benelits al'ter the projects were completed. 

The strong inlluence ol the "New I)irections" mandale in li:cusiinig (lie Agency's 
attention on the problems ol the poor. and especially of the marginal and subsistence 
groups in rtrirl areas, also led All) in I978 to sponsor a large research and technical 
assistance projiect on the adminisiratito and organi/ati itoi integrated niral de velopient 
projects. The objective was "to increase the el'tectiveness o: m-going Integrated 
Rural l)evlopment ORD) prnjects and to improve the design and mia.laagerint of 
I'ulure rural deyelopil iiiut el'TOrs which cornhi ne s cial services. ilnc(om e produtction,
and Iproduclion-suppolt I'tuctiotis ii a single pro*jecr i!JSAII), I978). 

In addition to irvidingi technical assislance to two dozen All)-sponsored
integratcd rural development projects. (lie conltractors--agaii l)AI---also produced 
a sltudy o1 the nh,anagerient and oreanialiton of' multisectoral rural developlent
activities (Honhadle. Nlorss. VangSat andI ovW. 1980). lhe studies revealed the 
importance of proper organii/alional .,llntictre in thie successt'ul irplementation of 
integrated rural development projects and. indeCL. in any multi-sectoral development 
prtograrml. Proper organi/a loiill design. aii;lvstsltourid, included choosing tile illost 
elective trganizational /c'c/at which to locate the pro"ject to ensure integration of 
decisitIns aILd resources. tlie aplprtopriate insliflfir 'iio to iranage tile projects, and tile 
hest contiguration of interal trga niaitiial divixions'. Iour major organizational 
arran ements \,ere beinl used fOr integrated ru rail dye Itlollent prolecs-national 
line 11encies. suliatiorial uitris cli covernmet. initegraed development authtrities. 
and project niianueierint tinits-each of' which had advantages and disadvantages.
anil each of which requiredt(lie existen.- of speciticCtiriditiis to allow tlei tr 
operate effectively. 

I)AI sitilied rural development projects that were organized both at tle central 
government level arid at regioral and local levels tl' administration. but found no 
tiniversally applicable lessons about the poltentli:il advanlages (f' celnrali/atitin tver 
decentrali/atioll.Both had beirelits, and liiiitatioli, in specilic sitnations. 

Ilte-Irated rural develhiilnilci proiects could be imore eIfectively managed it" 
they were de.iL'ned, lot in tie 'onrverilional "'ltepriit'"' hiiion. btil through a 
learning process ailiied at biuildil, local and Sustainable administrative and institutioial 
capacity. ill which lire dcs'ni is done in di.sicte phases rather [hair ill great detail 
prior to (lie prt'jectl's approval: a liarge allioilli of"shorl-cri techrnical assistance is 
provided ti help the stalT deal wiili particlar Itchnical problens as they arise: 
emriphasis is placed cil aclitul-oric nled. pihlelin-ielaltd. hield training i1'both stalT 
and beriiticiaries rewards and inlcenives re I ded (o slill ttr carry ot pro fect 
ac(iviti :s et'leciively; applied rc earch is i ade I part cil' the prt ject so that staif can 
test and learn trintllne\ ideas: siilple. hield-level iliiorimialitin svst s are used tci 
collecl liew illrialion aflcr all ilvenllory ha, been llmade of Cxisling dilta and 
prtovisions are made IcOr redesign oftIl' project as managers learn nmoire about its 
tilpration and e tctlivecss during iniplelliellialilln. 

lhe sblv Icui lil th e linited impact oh ie pioect s was trllti du(cIto tie 
Iact that tile intended beneficiaries had nti participated in their design and iniple­
ilentaticiiOl that file desioiers !had ilc red or tinderestiiraled Ilre "targel group'
perception cil risk in pailicilpating that the prcjcc(s were adiniii isiratively arid (clichnically 
cii Ic x aid. that oiIten ilie resultls tha the prcices were Lesigned to achieye were 
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those that were more important to the international assistance agencies than to local 
groups. Conclusions about the eflicacy of popular participation in project management
were later confirmed by studies of participation by Cohen and Uphoff (1977) and
by Leonard and his associates (Leonard and Marshall, 1982).

The studies concluded that integrated rural development projects should be
kept small-scale, they should locus on overcoming critical constraints to rural
development in the areas in which they are located, and that the projects should bedesigned to build tip gradually the organiztation capacity of' beneficiary groups so
that they could participate in tr eventually control, project activities. 

13. 	 "GIO,(NIIAI)" AND FI.IXInITI: AI)MINISIRA ON
 
Thrthrughout thie late 197)s. All) had 
 aI.o been tfunding research on applied 

methods o" project Planning and imIplciten tatiiotn Ii nugh a contract with PASITAM­
the Program of Advanced Studies il Institution-huilding and Technical Assistance
Methodology-at Indiana iniversity. The most widely noted resolt o the PAI'AM
work was the publication of Jon Moris' ( It I ), MautgingI cdutd Rural Develuoment,
which also made the case I'r a local capacuy-building approach to institutional and 
managerial develhpment. 

Moris suggested again that many of the features f AID's project cycle weretoo complex and rigid to be applied effectively in rural areas of developing countries,
The local environments in which All) projects had to be designed and implementedwere fiar diflfrcnl than those assumed in AIi)'s procedures. He noted that administrative 
structures in developing countries have characteristics tfat can create serious problemsfor project Planners and managers. File control chain from tile field to tile ultimate 
sources of linance and support tends to be long, and within that chain decisions 
'ire frequently altered or rejected f'or no apparent reason: com ;tments to projects
and programs by officials if] developing ctuntries are often conditional. and quickly
modified for political reasons: and the timing of events is frequently not subject to
planned control. Thus, no matter how detailed the progranming and scheduling,

postponements and delays 
 Muist be expected.


Moris also argued that the ficld units that are usuall responsible Ior implementing

projects are contained within extremely 
 hierarchical administrative structures anddecisions atl'ecting development activities are usually made or must be "approved

the top. In many developing countries, however, thereat 	 are strong di flrences inperspectives and interests between natitnal and local administrators, anti local stall' 
are often cult-of front or in conllict with tollicials at tle center. Finally, Moris
(1 981) ptinted out thai supporting services front the central gtvernntet are usually
unreliable and staff at any level of adminisiration cannot be dismissed except fr
the most flagrant offenses: thus. imany development projects are only half-heartedly
supported Iroin the center and potrly managed at tie local level.

Within this kind of admini.strative environient. AIf)'s design and implenentation
requiremnnts were oftern unrealistic or perverse. To be effective, the studies fltund,
project plaining and management itust be a "grounded- activity in which fieldconditions are well understood and planners and managers are heavily engaged in 
day-to-day operations.

Finally, Moris ( 1981: 124-125) derived ainumber of lessons from the appliedresearch and cases oii how to manage rural dcvclopittent projects more el'fectively. 
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They included re.rn i hig expel re .wedaid dedca ted pe,ople to lead Ilie j)lrt.jects:keeping supervision simple and ite chain ol ct111inaaaid shItr buildinge the prolject
or programinto tiie lOcal administrative structure: and securiig long Iterll Iundinig.Moreover, Ile 1Lound it essential to put the pro*jec[t under the control of a single 
agency that can suplply the necessary external inputs and to make choices of contractorsbased on records 1' past ierarialice liee )liasi/ed the implollaice olh treating
political Consralints as, real an1d 01 tinsii stalT who hlavC already had some experience
iii the area where the project is t0 be carried ot. SAccesSll i).riaeeS 0cta-elllm'trated on onea tl ainnovations at a tliac and careulllly trained. supervised. aIaolivated
and supporled the statl 'wh o.)tld %work diecly w\ith beneliciaries.

Moris cianclutde tlilt. racaisaicalIV. dc\elaiViapca projects and IpIagaia.lIs COI'Ald
[lot bI dce.i HuICaCOialpichaci i ­i\l. 011d ill detail that is. ill the eoaillclioi al "lue rll " fiashaion. Mal, (fl,file li c(pcraslttlii' iis . could pro\ ide 'a idel' Iues1I, those
elgZiged il P)cOc phaCili g ;ii1d 1iiaiiMU'Ha , t.hu he real Challcai to both ',ll) 

cuand 1!overallients ill COaUlL11intriesssas to Cci ie a p)ocess of paloject mIllan.eillenl
hased il c.'a)nliaaaaus ICa.iijie.
 

Tlhus. the cal)acity-building and 
 local .action approaches imioved developnientImianIgeml licry lcNt nd a Cnlclrn olVil Wit h ilhe rO utsoiuliiect iaplemiienat1ation
to foctas a.s Well "'suaslaiaiahilir, o,n the tat baelils alfer doatrs" Conltribulitcjs to
projects ceased (1ladle. 198I1: Bremer. 1984). This elaiphasis oin ptast-projecl
sustaiflability distiagilaslicd dlev lopilcit anaaallelaaeaatl 11a iaataataioln-luilding byeinphasi ing functional rather thanaaiIkarm.'l oieaaialtitaial ialipcr, aid it distiniguiiCd
developmntlea laliige lll frultl 4eaieral Inallil eillnl by .",lstressillg the caeatini iil
social and organizaiunail capacitylihr srtslained deveulicnt rather thalla mercl) the 
eliciency 0af service delivery I ianslair phavysica CtrSUlioll. 

C. OIw(ANIATI)NAI. . iit.Nt ,Nt) ll.\IAVal (alt.l CtAN(Ga. TJ\ININ; 

During the lale I97)s and e I 8arlyX(ls. A\t) was also applying, a,number o1'
organizationlal develoapmiaent and hlialviOral clh11C al)l)raaaclies 1t dvelipueit lllau­agn.lelli ill both its technical assistance aid tlwiiug proigralais.


The primary applicant taf these appraacltus was the I)\,eloaliinrl Paro.ject

Management Cenlter (I)PM(C) 
 in the ()f'lice of' lac:natioaal Ctaoperatitin and )evel­opmen in the U.S. )epartent of Agriculture. which sNas working with AID's

Oflice of )evelopment Admnistrltiai. )lPM(' dvttLd micli 01' its alltCllion

developing interventios lar imlproina lgpoiect and prtaga-ni Ianageleinmtcll perlor alnlce. 

to 

The stall Ti Iof)PMC relie..d liavily oa t lie use of' "ploc,..ss intervenlion" st rategicsand behavioral chaai.e alethtdologies. based in pairt oi the "'orgaai/aitaal devel­
oplllll.'"I or (Ai), apprach 
to iiallIt'ullaa iailpoVellelaa.
 

Organizational 
 development is delined ili the aaantiemraC+,t literCatHLar aS "aprocess which attempts to icircase orgaaii/ational clfctiveaess b', r1ategraling individualdesi:'Cs fIa growtlh aMid developmaent with orgaai.ali il Ioals. l'ypically. this processis a planned chall-.e eff'lrt wimich involves the otal sysemi over a period of time,
and Ihese e llt a Ila tedchange lre to tilie organi/atitn's inissin" (Burke and
Schmidt. 1971).

Usuall, (), ) thaeaaisis u.se variotas foars ao[ intaravenion tc change graupattitudes and vialues. ui 
structure and policy ((ualemahiewski. I1)6)). Amitng lhe 

individ l behavior and induce imernal chaage.s in 
melhods aasuid aae (("aleaa­
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biewski, Proehl and Sink, 1981): I) pro(ess mal*.vsis activities that attempt to 
increase understanding about complex and dynamic situutions within organizations:
2) skill-building activities that proimote behavior consistent with organizational
development principles, 3) diagnostic activities that help members prescribe and 
carry out changes within the organization: 4) 'oachingor counselling activities that 
attempt to reduce or resolve conflicts within the organization; 5, team-building 
activities that seek to increase the elTctiveness of task groups withir' the organizations; 
6) intergroup activities that cremale or sIreingth ii linkages aiiong task groups within 
the organization : 7)icchno.i'riralactivilies ihat seek to build "need satisfying" 
roles. i bs an d structr es: anl .%%sv'ni-bhuihifing' or sv.st',ll-r1uicn'jislg activities that 
seek It)prom lecomprchcnlsive changces in inorganization's larger "climate and 
values.''
 

The piocess )l development
'organizational is usually initiated and guided by 
external "'facilitators'" who induce memnbers of' [ie organization It)identify orga­
nizational or managerial p hlems. Co anlyze the piroblems and the forces within 
and outside ol the organizaion that inhibit or proritote change; to identiy alternative 
managerial strategies, methods and techniques for overcoming their problems: to 
identily and diagnose tie t'actors limiting chalnge: to select Ihe most appropriate 
strategies bOr improving organizational and managerial effectiveness: and then to 
develop processes Ibr implementing the strategy (Gibson, lvancevich and Donnelly. 
1973). Heavy reliance is placed on job-related training in which groups from various 
levels inthe organizational hierarchy participate in tasks that are designed to bring 
about behavioral changes. 

i)PMC, however. attempted to improve upon and go beyond conventional 
)Dapproaches. It rejected the not ion that there are generic management techniques

that could be used by all organizations indeveloping countries to improve project 
and prograim implmentatiot. But it did accept the idea tfat almost all organizations 
have commition or generic I'netotitIs. It asserted that imlliprolvlenIs in nianagemtent 
perl'orniance cotuld be brought aboul by ideni ing common Iiatageint Iunctions 
and establishing processes tIhrugh which approipriate man.agetenlit techniques Could 
be applied to improve an trganizatiotn's ability to achieve its goals. 

The ge-nelic managelmen t functints identilicd by tlie I)1MC st a included: 
I ) having clearly stated and shared objectives; 2) having a consensus on the strategies 
and means IOr carrying out ofbjectives; 3) having a consensus on roles and respon­
sibilities: 4)having realistic impletentation planning and support systems: ald, 5)
having operational guidance and adaptive mechanisms for policy and program 
modification and redesign. The I)PMC approach used a process of intervention that 
would lead the stall to ide utify appripriate management tchnologies and apply 
lhen to the generic ianagerentt lunct ions in order to improve organizational 
performance. 

Ina background study for AID's Strategy Il'awrfinrManatgement Derelopmen, 
Ingle and Rizzo (1981: 2) defined "'pcrl'irmance improvement' as a "process 
whereby people in an organized activity seek to increase its effectiveness and 
efliciency.' The training" approach, as it was sotmetimes called, grew out'action 

of experience with manageient development training, behavioral psychology and 
organizational development inthe United States. Specific principles were deriwt-d 
by Rizzo, Davidson and Snyder (1980) from their studies I'r All) during the late 
1970s ol health services delivery projects in Latin America. They suggested that 
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file [lost ellective meawn, that All) Ctld use to hell inlpOVe propiet) and progranInllagriert %koulrt he I ',sistil the l'undirig and dcliverx ol appropriate m1ari1l elellt 
training. lBt . Ie, inisited that uonventional apraches tc trailiig would [llot he
apprirpriate anid sr~i~'est" d inlsd the cleatIic nlclt'aining prc.-rni, based(in diflltereI
principles. Thiey arpuel that maniqaceient trainin nmt be cloel\ linked to ora­
Ili/ational Ieedsin specific developing ccunlrics: that training lcj+ct.ives should he
determined hi tle ypes ot perl'tcrumanc required to bring about changes in the
organi/lion: anid that therefore Irtirn should not be a one-tlime (ccurrenlce. hut
it conltiitlill process over I lon period 0l tinc to help develop., miailltin, correcl
and reilf'orce desired lchavior and pecrlorunlce within lire orvani/ition. Instead of 
collcllll'lt i on htliiduials. thte' argtuel. inin should inll\ve.' a "critical mass"of people so that new nimarlaecllnr techniques and procedures cccull be applied
thruoughont the oT;rli/atior. [he contents oft and participanrts in the training, programs
should he chosn I the mplenicentiun orani/ialion and not by the trainers oradvisors, so fillt the iceds o t(lhe or'atll/illioll becoellic tle locls of tre t'raini 
promram. ,\I t nin terials tct,,. cases. rcallin,,, inusl he drawn Iron oradapted to the cItItueC. the sctor In Which the orani/ation is working and the
organi/:ationi s ncc, The training rilltods shotld be applied and practiced. ani.reflect thatrr ielltihe filc lltll til i p rlor llnilig all ad not an intellectlual liscipline.­
linally. tlre training progrn h alsoshiould incltude or make provision for researchand dcvcloplieril to atl;II know lcdgc Ito local conditions. co rsullation and eper­
irrilnltaioln to test new rrietholls and tCchniqlsC,, Under local CondititontS, aLd irnsI 
t, disseri naling the sctlls. 

The b sic nc.,epts tdrlyin -i "pdrlormancec improveme nt or perfornmance
manage ennt, as it was variruly called. (lngle and Ri,o. 1981 : Sohlomo. Kltering.
Cotlnrin an and Ingle. 19I I alo rlCLtIed thesC principlsC. Much of0 + I)IVC'Swork list went into tile traiiinm ot, trairiers and c nsulltans ill the processes of
perl'ormnance imlprovemlent inter .ention and icithods of aclion trainine. I)PM(' stalt
and coriultailt participated in more than fifty ,hort-term assistance prjects and
lo' hIc - rIiT h1 lt)9 82. The horg-len-i'n projects included helping the g'ov­
.l'r l.lr I I 1 .erIitl il 111111'\c it', sei+ rt oi l
of\ ' . igt and iil uirictill_
IisVidii2 asistlance t11hinirpmV \ i.- tiraMICial ri;criir,CICnt s"yteill in Sahel:
a,,,,ilins t %filll rit'I',0fr n 1' A nIriIC\ Ir'ltUralIfrcrdluCticcn: ar1d helpin I th
 
guxcrll ier111 h
'liiainl .l,,i,,, a pi lri.l imna ei t. intfrmalion s\ stern. In ile

pirrTrani in tie Sahl. IIc
)Nl( stall dc\ el1opeda et (If (rrlleratiol I.CCiequrirIICiIs lotrseClectii gand trainirr1c tiaielcsradconrsrtaris il't "irctlilnrt:;rinic'" iilodrlo,,v.

Altlinirirl i- OftleCti I c ,r.ci M 

where 


ll th s l ;hCr11 *rirl hrir irIpc;t.l in CoIllllies 
n lire 

eValiatmici lctind thal indlividtual tr. 

tli'i.e hCav alppliCd r set cIC11 1rtil asssCse,.l. AlI)' iiliCrrn,l 
. ke.-e 

hy the crgallaion" to which 
acr'ties g"ercirlly\'well regarded

Clp wI\%'ill,s dOctl. lhe I)C\Cltcpriirt l'IrietP Man-,1 
a nenit ('enter itselt lr.rrseer. neCCded rie e10leVcti\ve ha-r i-mige plan focr its
wirk so that its lurtix ies akdd uip tr rrrc' than a sries," ml' unirelated initerventions
in developing countries . .lhe eW, r iraniui/Iinuai devr prnellt and behavioralipn of 
Chanuge were applied in vc.ry different ,Itlliti , and their inpact oi or.aniitinal 
chanu ctil lnort ihe easily detelinrined ILSAIl). 1982m1).

CCearlh. hnIwCver. tile conCCpt nl hChiavicril hrnige usewd h All) has been
raller narrcivly defined ic include only adinninristi(tive and technical liavicr. l'he
01) approach tended to focus oi tie small giotip and Itcignnrre prolicy. inierorcan­
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izational relations and client group fi-wtors or to deal with Ile only from the 
perspective of' tie work group. The Agency generally ignored its technicalin
assistance and training a whole set ol iiil'rrmal inter-organizational and political
interactions that vi tally affect the ability of in:,titutions and managers to plan and
implement dCVelopincnlt projects anid programs. Rondinelli (19N 3) has criticized 
these approalchs for giving little attenlionit) the priotesses of' social and political
interaction--persuasion, mediation of rewal'dIs illd p-uniishMntC1s, tacil coordination, 
inlormal barcainino. political negouiaion, coaiiin-huilding, c*tai**~*ion, 11LI olhers 
thatl LindbhlOni of1partHli.sall ­(I195 Ila, called iilihods itLIu;il adjUsteni. Nor
have Ilie railiialit hl d\C eIOiMeIt anod beraxiorll cfl,,rig approaches addressed 
tie questions of liov policie' and dCciiOns are dctuallY uiade ill developing Couties
and allempted to tir I 1.aiages in [ti Usepllocesse. Too oftlll thie) have assuied
that riltitialiSiilC patnis of dcision-nikii. appil shtld apll and halveor 
trained inani;ac'rs in aditlilisitrNt Ladiplanitig practices that hae j1ul.to do with
tlie ways in \\hich decisiotis ailctullall imICi their ountri Ritullinelli, I9X2). 

.t'al'lint4 Pint '.', tinaind'#'cu i 1v'l'ticimijtn A'/ 'h/. 'Ifun'' ri 

'he ist recenit alt liL i 1i f de velt.n Ipieii intaagemint tleries to be applied
in AID are those developed through its contracts with the National Association of
S.-hools of' Pubhlic Affairs and Adinini.st ration (NASPAA) and thi work of David 
Korten,i .ito social development iiniiagemint, butea ticralic reorieiintation and the
social-learning proce ss. 

The basic Iictt of these perspectives is that tihe attempts by All). other 
internatioial assistaniic ageicies. and most govertllefits in developing Cotuntries to
design )rijecIs aind prograiisiiin detail in adivance t impletentaion, using sts:iidardized
and inllcxible procedures (tile "hluCprint" approach i.areinelfective in helping lie 
poor. The fibrojetc)clc s used hy initernaitinal agencies are preplanied interve tionsthat di. not all(w designers and iiil)icliitnlors itt analyze or uiderstalid the ieeds
of beliefic iarics. or alltow heneficiaries to larticipate actively' in tle design aind iin­
plenilllatiitllif the projec s. "'Sties te priCCils and progralis usually end ip beitigill-suilCd to the needs of lite )tir. All) Caninot huild capacity lit sustained action 
liing tile bliulepriit appriachli a id eveli whell proicts ate tleiiplrarily beneficial. 
hie impacts rarely last ltg aher tlte projecis are c'i)IlLtd. Indeed, Korten (I1980)

Cialleiges the value of prItJects theniseles, as lenrary activities, in creating the 
kinrd of leantiiig einviritnm nitand IIcxible acti iiedll ttIlii t alch appro]priate resou rces
1tite neesiNf itil' C'tniunirliiliC and ill building the hlig-teri cttoperative ar­
rattgeliiiiN thriiOUglr which peple call stlve their tiwn probleitis. 

This appriliacft to d.,lipnitntillmanagement is based ill part ol ile principles
ill ltnllliiiv dLCv0ht0nill,i in parl oil theiorics tf srcial learning. ind in parl oil 
lieId as sPssri-tils of' success'l.fl local p[rograis hal were plartnned aid iiainraged in 
ways far diflilet fion) All)'s prtjccis. IIiowe'ver, Ktrlc takes tlie c tnrcepts beyoid
tioSeliuideriVi itg conl cntionial cottiunity developtmeni in recogrnizing le weakniesse,
in "lop-do ' ' ccintralized lIlanning. Ire riced Iir bureacraCs to Ibe more responsive
and the niecessity o plaintiig and tianaginig develotiiteiactivities through a piocess
of sial iiteract ion, cxperiie iitation, learning aind adjiiustittenill. Mireove r. Kortln
focuses tin the rieed Capacities" 1irllagl.'e aid learni itto dcvelop "iilstitutitOiral to 
tie saine utie. It addiliO;.il he sees )ro.jccts as obstacles it) leariliji beca.use ol their 
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time-hound characleristics and eniphasi/es the iced to develop sustained capacity
within organizations to engage in deVelopiienl aclivities over : long period of lime. 
This. he arp ues. requires "hurcauicralic rerienlation." 

At (he ]1eart of his approach (Korlen. 1980: 497) is the concept of' learning
'o'ess. illwhich programs are not planned iii detail at lteoutset hut onlv t[lestralgv for nobilizing. using and sustailling local organizational capacity to solve

prohlenis is preplan ned. Ohserva lions of pro jects carried out by the Naional IrrigaionAdiministralion " "in the Philippines and similar "people-centered pro'jec s in Sri 
Lanka. IaLigILadesh. ThiLarind and India fel I Korten to conclutde that they wierc 
successfLul hecausc they 

i ieni[ttd- lilct rget(ll ill%wci ! t tipied and Implet rlilier citn ;tlcrning procss ili%,ln
vil]lttcr
a.nd prog tmtInCrF,0nntc swlthtir i kttto]edgethct.;nd itiaources progrillc ociclet I khic Idttlijt.' t lI il t llitIt' N liut I c; ltllcitilltileh cllici'iirict,a d Ih, tL't oiuiil tcr%Mit, -scre 
Itr)I Itiin!2 I'J,%IltICC I.tiudl 
IOften tie i uirth ls%% citi 

till \\ork. rallhci h liip tinld tlhan micrlls. ctrc litekc'\ ctcilcrlis.
ctrncril ltptrgt \ncrc lL ;is Ii %%ere ii il in fitlett iiir dgcel illIthis

\iIgtic '\l.vilti ..Icit nicl NI n i I li lic iiLtilrtillillerctlitcir\ incIt,, nd vi l ,\ retpoird
Iii itlt'I htit ltt 1%citi ic 

1 isexactlly this learning process that is lackir intie project and program
)lanlinng and Iall;201ert. prlli-.tlres o0imiost gt\'' intrlllcniationalaliilt agencies.Korlen arunes. and I'lrthis reason tiey rarely lit tileneeds and desires of the intended

henileiciaries. Where the poor do beneit fron such aclivities they ofien heconic

More dependent 
onlthe doiiors ralhcr tlian developing their own capacily to solve
 
their problemis through independent action.
 

Ad vocate s ohithe learning process 
 iapproach Iasser' that only a development
proiram' goall, ard oihjcctiiyS should h cenrllv dter,Liined by those oreari/aitions 
providing lechnical or irancial resources. ()perational planning and management
should he lelt to the hcncliciaries andtlhe field rrcluesentatives (change agcrlis) who
 
w\ork.d illtire IpLdcS \2itC 'le ativities would he CarriCd (Lit.


An eswntial pintoh* the leanini process Or inarging sttcial development.

Koriten cort.n(Is ]I , tI) i, t'wtilimvIuildini.g (hange callhe slillated and
sustainCd olV whecol 
 lloir
it oll \\hich ''ttslCl'ss Iacro lines of o'alli/itiorial
'ritrion\, ;.ind is LiriploNed ol indli\iduals ,id pioswlro are direclv ;a'fected by
the projecl h ravprourailor ls l\C c leresourcs I plua llaid irmrplentitll it call
he bril'llledto take re,oirsihili Y IrJnifilliti , iird e,t Iltir!'itii Iriniiirnro\ litve al's.
 
Korten arlues thai
 

[Ih¢ I M111C. 111i Ill Ittt I Ltt r ii 01tlt t'ui. h111111.li 1 Illth L 1 ItlI t 1 ll]l)t icc lit ct'Jl
it'tic ll f i 
' 
 4,111.1 Oft11. tdlllNl lt'i 140 

p crhir i t .'dht h.1ilctls t hi;e ct iol'c hli lilt 

111l1Cl I)",' 'S 10ltllt' ll (I,,lw111111t'r.1 Lht'llIltl fi ltlle11. hi tIlllt'LL 0 ' ls rCC 
icti i rk , t lit p i ircc ih c i tluc i ict'n irl 

,

;[llilt 'l 1dCtIkI;I]
coalillll Is 1 I ]LliIlllllt 
 ' pic ltl;~lmil
telllIN.11.loih' 1,11 ;ltl II.tll~lill 

iii its icd /a[Ittit tB\clnlli. IllI IclirtitIcL tri . , " 
n 

tilti oit pllctcssc . iC liet c itl ciitllit".itrcthlt'tct'dIll tile' lllitllolllanld Illnllc l i h s1'clitt k'tllilltim.M\ illt. 
 ' 
IC~L l \ C '[\I CidVt't hoTl l l I I h l .\ . II t! I I I I I~ IdIII l fth t l ; I li [l I t II " 

1)IllCtI do iItnllill ll i I1
 
ll'ld I iIl l l cl)~u ol l - I ; [ [ i llf plilkt s' 

The result oh citaliti i-Ilildig is ''t 'iricmu' . tire en abling process tIhat
,llows the intended hencliciarics of development prograus ani projetls to exert a 
more positive inluence on activilies that will inluerict the direction of thcir lives. 

K irlen (11 ) conelrteniids thllt such a learning process approach to progranli andproject management woLild contain three hasic eleenrts: I ) learning ilhe cil 'ive 
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in assisling intended benleficiaries to ir'prove li:r living coriditions or to attain 
other developlent goals; 2) learnirg to be ci/ficient in eliminating ineflfective, 
unnecessary. overly coistly or ldverse aclivilies and in identilying ilI ots thal 
might be appropriate for larger-,CalIc :iI)Iicat:i ils; lil 3) learning to e.paid the 
applicationls 'Alellcclie Ilietlhids 1y creating appropriatC ard rCsl.sive OrganiZat ions 
Ito Carly ot devetllilenit tasks. 

lIn order to 1h) Ia lerillllilg procss l)lIl'a , gOVclirCI'IIIilt[ genCSi aid 
internatiolal ass. talice org; Ins tllstLosm l, li" I-t (Kolieni/at Liitelg bIl-vllilt h'flIi'llil 

and Jlpholt, 19 I: 0). This ic1LlileS changCs in bLur;licrltic sIIctLIr to allow 
torganii/a iions to iIIllagc developinlil lrogrllalis Ihrltih socialI le1rnling arid to 
iliCe;1rs" their Calacil. l'r I)ci~llC-ceri.ered planning and innovation. This nie:ris 
1110rC tlhiircl1i:0nle iti vidtlial aitluttes antd behavior. "tle mlre imllrtlt parl 
involves changes in .ill) tcI illiitIlls. jxNiliiri.mrlce critelia, .calCCr lliClie.l.nS btirCiiCrilliC 
Irocedlres , oirgalli/alitlial rcsl)tl"liillilies ;'n Ithie like." 

More sliciilically. Iic elricilts of [i.iVCIicC 1t.COilliclitiIiIl illcilth. LIdseol: 
I) strillgic ailaHr1 s IMhIch cil iceli .I fwelliltl ie:iii/ntili;ll ]i;nders 
Crucial aspects of' iallageral p'lovrlllaLe rallier Ilallatllill Ioplairi alld coltrll 
all phases () opcrations; 2) it !espornsivc reward structure tIo pitside ir-cltivcs for 
those stall who i betcliciarics arid cliejnls:are most ellcctise in iiecting Ihe needs e 
3) llexible and simpliled planning systlms, which are altLined to the needs of1 
beneiciaries and Iacilitate their I)articipatitm: 4) rcsults-oriented i)oiit0r'iilg arid 
evaluation IcedLres thIi tIi-ilhasLri anrid assess ire degcc. it) whicI benelitls reach 
ard are elfectively used by belieliciary grouLps: 5) revised persolnel policies that 
ol'lr hoie stable ald hlngerf lerill assigirmets ll sat fI:0) Ilexibl liiancial mnanagemete 
procetlures that irovide Iairly i)redicable arid sialble turniding levels vexr a long 
enough period of timre to lcilitate the learning I rcess: 7) dilhcreiiated structure 
ill which specialized units or services can be established for distinct client groufps, 
aid 8) well-delined doctrrine that iproiittCS a widely shlrCd uLrIderstauiling Oflthe 
organization'.s miissito ini helping intended beriet12iciaries. 

Again. neither Ic tIcory norltihe applicalins it these ; l)rtclies hlae been 
systematically assessed. AII)'S Cva1Li1iori otf NASPIAA's work rotes that signilic nrt 
progress has been ii iadC in the ye l)iip j i lec uric .IIsanlld ideas a.sSOCiced willi

l)eiio]le-cenitcrcd" planning and iarnageieni, hill that "progress has been slower 
on0J dCliriiig a rriethLodIligy, idrClitying ilrriagCenelri ICchniquC., determining a 

strategy ft bn:rcaatrlic reilrientation, ard developing training programs to prepare 
people for social development mriageci" (I ISAII), 1982b: 49). 

('rilics Within AIii p ii tllout Ihiai bolh the orgrga tizaional development rd 
siocial learning apiproiaches shill ile emipharsis fromiile technical content o programs 
arid pLIoeict., ill which ihCy h lve ,Cpertisc. to i process oforgailiizatiilial intervention 
aind conrlliiLlliity organiziig in which iiost All) staff li\ e little real capacily. Mvloreover. 
Such aln approach is di flictill to tijlratioialize in irlterlilitliil assisialce hLireacracies 
becaLlse Ilic' are accuLtalble to ('origress and lie Cliel xecuilive, who are Lirlly 
unwilling 1(1 iilvide Ilind.S lr ict'ivities (lil they calniiot describe llr flr iioesses 
that ire likely to lioduce restills that they cannot anticipalte or cintrol. Soic All) 
ll'licials arrg.re that ile Agency miight riot be able to obtain Illids it it clairris only 
to be experimenting. Unless it Call show. specifically what liluisl be done arid what
the imniipacts will cano Ciil lfecli se r' budgtary Willibe, it copiie1t Ivl r.souirces 

orgaiizlatioiis tha ilo clairn a high tlegueeC of ce'ailly for their projects. 
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Moreover. governmen, s in developing countrics are Ietic an( tt adIIitoltei I 
ihat tihey do not know cxactly what needs to be done and that thev arc simply
experimcnting wilh approache's that may or mnay) not lead to positi'c resultS. The 
blncprint appro:ach may not achieve, I1ti intende.d restilts, but it prcset.ls an image 
of, care'nl analysis. design and programming that is necessar, to obtain thc Itnds 
requtired to initilc and pursue teclnical solutioii, to dcvelop nt prohlcms.

'In a sludv tIu NASPAA that strongly advocated a l"ote-eeiitrdtearning 
proc ss approach to social dcvelopment inanaieient. "homas ( 1983: 16-17) never­
theless to cd othr conlt(raints to adhoCpling it ill dcvelhping Countries. "Tie generation 
dl, power by colilmUnilit.ls and citi/eriS" groups is lrightening polilical and ad­to 

ininistrative teaders. The idea ul 'iipowerin" oimuntiiites. reiL'ardhess of It 
intentions or Ih. anlicipated dev.lopiiliit ciL.eqiUeiiC.s. is r'ccived with skepticism 
or. tar, he pointed out. Rtiil,,elihes ill niany developing Counitiies simply dio not 
have the political will 1t e.'ipuivci h(kcll ct' 1urunilies to islue. d.,ve.lpiplnitl aclivities 
o\,c r wl.li polilitical Ileuders do ltC l li c coitrlI. MorC iver. Ihcie' is dte'pty cilbetIdctI
 
in hurtaneraucies ill dIVelOIpilig coitllries 'a slt-perceived aiid sociatlly reinhirced
 
i'cdfur ce*C'rnalv ali ipgplnners and Illl li l .... ... Tiomas coticids llat "lially
 
got'vernumnt aocel, are tuira1itc to tolerat iltc ablsclc,, 
 tfl' direct control, Ci' clear 
measures 0tt'licimicy id atoitioiall pIlennld outlnCiries. - Il addition, the people­
ceiliered uallroaclic, are dillicill to Itcti the ix'davigial .Iyle tl universities and
 
Iraining ilsitiltes is Io tralls'er Cl !i%,ic kiiiwletlg . FIinallv. ttere are Culttral
Clsltlailits ll many scieties Iiat ;ire hierarchicat ill strticture. ill which thcrc arc
 
distiiCt soct.ial and bIureuaicrali: classes and slr'in'iv enforced rules Cf beti;ivior and
 
inlteraction. aiid ill which lIirtiCilmIhiri prlctices are not litiy valtd, it is diltictill
 
toi ilitiotil e pe le-ctlnte-retd ilalageili' ll approaches.
 

(CONCUtSIONS AND IMIPLICATIONS 

Iii brie., All) hs c\lilininied witth. tested and applied a wide varity Cit
 
lliallIC1melt devell pment theorie_ ill it, t'chtiiC.l alsistlllce d training prgI IIs
 

.velrthe.1 IalhreeC 
 te1clive- l leaI u cCMieS ill SCueti 0t tlO et10,11 S t1' ilicreisine tihe 
instiltiiliual and maria atl calici oCifIor'ai/aliol responsible Ir hmptenliciig
 
devellIment pIjects uitd praur us.
 

The Iteiids in thti'r 0u
t I liC pasldcade"have 1iC11 lwiV Il'rili Ite tecllntilogyIraillis r approa..ch usedt inig Iic NC5), and 1900) ill which Aiiierica.n i ibtic 
adlinisralion priiiciples and Iclhniquues te're simply iranslierred (ti devclping 
nalills with little or noCadaplaitit. It liiii prtsclilb s prcest o examilin ttic 
ticeds iind Cundiions in Third \V ld cottinrics and lailoriir amiiistrativc and 
irgaiialitunal tl soltlitins tI tieii. ill cothlli o'ialiol wittll t t ll-Nlii,ollicials. 

"teoury has alsto advanceu d beyond uitteliiptii.ig to briig abruIhtl s\veceping political 
and admiiistrativte reloriis. suict is tt i rt.lhCtI.ld inl tte politicitl dh.VCCit) lCit,
c'iltiiimily development and insliiuli-bIliiling nmvemeits. It [lw itllpasizcs 
spcitic Curruiiuatiliiill interveitClls tihat can impn mC\el ,g .nelitait iudiii.uiIratiOr
inrementally. 'The Irtends have at heeii ;mml troiii alltenplitg IC,butild tinly the 
capacity of' cintratl government ministries and Ii wird increasing the managceriat and 
ililstiulitnal C'acity tl' tocal adiriiiistralivc illils. private and non oiernmlital 
organi/alls. 

D~A~lktdeDoufl
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Finally, theory has imved Ir)i attemiplng 1(0CrC;lC ;aL inSlall -CllirlliZed,controll-toricniled. col1pi)relicrisi ve Inanlage1llt sysIills toward liiilnCICXileC, ailLl)ive,
innwOvative, respl)onsiv alid Collaborativc illellods of" aministration illwhichIlhbheieliciaries have a more participative andires5ponsible ro3le3illhtlih planning andilllplelIellfitIlnol. ('olicl ls of d2v 2ltpllClill Imlilgl I fetll[IJl;Vr rec'nIz3ed clclrIN'that ulie s,siclls appllac'es Illl Ill,have .ell approp alileIlr Capial ill.ilsill clure
proIcl s may he iliillic r I'Lui\12 31331liIticitllill s()Ci;il lliditlillii firt(i't123tI3t'3,( t I3 IlleI~tprojcc.ts. SOL'ial dck.L'II3lH2Clll
IC Illirs aCit rei t'Ilit'ii itd13)kiSC. C tl n1111alhll.Iearniiii -b~is lr311(1dl re),3\ i ,c ]e1oplC-cell Cr1k;ijlrotl'o 
1, 
tmillisiIlilliont, ltdillcnIli,
 

IfIol cc' f.e, A ll ) cilill3ll111,1i tim j.	 iil"il i IlIIIn tIl1CII ll'(3 	il-Cil'. alC 111YlO!­llld111Cpo ic,,sItlCd llill-tItI: SIo) alilic p t nd pilhl11; ill ll *Isl Spec iI1 ccl piltl(1.its 	 ':pJ)io\v;ll alid ilill)cil ii tl 1ii3If Crll I CiS M)M33llii1'lhItl,ali0l i 'Ic, lCres

Pr itl.
( " 	 '" d Si.,l1. elctClionl iiitl 1il l)lI, i21illd3lli Ilial i li I'.31)1313hil icc't 

l 	 aihi'.lh (1e121ee 33! kriof \'leo'.'. 	 lelli m d olIt)lie 	 t (lll'l illllu iN3IIia ld if wllnh "liltCOlllc'S ilitj i' ilCI [A %%\ 'i\cltir.,111d ill k\1,1iclite l nk c't'rhii\ isP di i-,,lIC'C, (11
ulncertainty. It 
 iakes tLise oi i hiliokd e velope2ld pi)i il111 rl';13 i iclu itilalilI el
projects, ev.,n Ihnugh lie larct p3orlt1 ilI'll\i ,le[)[ 1li-Il01l is ill igricllture,ppI)l tinlii, educr i oll andulIit hiiaU dIM, hel r

technology Irail 

C Ii ON.I It slill IclicS he.il\ily oil
ltr Ior manrx socil tLd.CVCI)lloliit p-oblcims thIi are no1)t * ilahle 
to techilological soltllir)ns.
 

The ilaot- shirill in li1iii. ol tev elopl 
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