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AID MANAGEMENT IMPRCVEMENT PROGRAM
1975 OBJECTIVES

Responses to New Legislative Mandates and Program Initiatives

A. To assurc that AID's operations are responding to the
Congressional Mandatc

B. Expanding AID's Disaster Relief capabilities

C. Expanded role of PVO's in AID programs

Accelerated Program Fxecution

A, Accelerated submission and review of Development Assistance
Programs (DAPs)

B. Accelerated submission, review and approval of project proposals and
synchrenization with the Congressional Preserntation

C. Accelerated obligations

Improved Resources Management

A. TImproved project management
B. Improvements in AID program design and evaluation systems

C. Strengthened system for integrating rescarch and operating programs

More Effective Organization, Administration, and Perscnunel Management

A. Achievement of further manpower reductions in AID/W

B, Comprehensive management review of the Yarticipant Training function

C. Development of plan to meet Agency nersonnel goals, with associated
action plans and evaluatinn system

D. Achieve proper grade and salary levels for all positions.
E. Enhance opnortunities for career planning and development

F. Realignment of AID/W space



V. Modernization of AID's Managcment Systems

Evpandad use of ADP capabilities
Improvement of contracting procedures, policies, and services
Development of Tood for Peace management information system

Improve the Agency's information acquisition, storage and
retrieval scrvices

Improvement of Agency planning, budgeting, implementation
and management information systems

1. Development of improved Agency planning and budgeting
processes

2. Development of revised project design, review and approval
system

3. Development of Agency project implementation system
4. Development of management information system

(a) New activity numbering and classification system for
AID activities

(b) Country Program Data Bank

(¢) Revised projezt reporting system



AID Management Improvement Program
1975 Objectives

’;UbiCCt: RESPONSES TO NEW LECISLATIVE MANDATES AND PROGRAM INTTIATIVES
Obicctive: 1.A. 7o assure that AID's operations are responding to the

Congcessional Mandate

Bacl sround: ] . , ]
The Cengressional Mandate given AID in the FY 1973 Foreign Assistance

Act 15 now once year old. We must further improve our implementaticn
of the Mandate and provide a definitive response tc¢ the fongress on
the status of that implementation as part of our FY 1976 Congressional
Presentation.

Specific
Tarpget(s): 1. Assurance that AID's operations are responding to the Mandate.
2. Development and installation of a system which will provide
reliable, supporting information and dats to the Congress and
the U.S. public.

Achievernent

Sought: Agency copecrations which are fully responsive to the Congressional
Mardate,
Quantifications: T Performance Indicator(s) Achievement Tarpget(s)
(if applicable): '
N/A
Target Action
Datels): As stated below Officer(s):  A. Shokow (PPC)

Status: 1/29/75:Preliminary Task Force reports due to A/AID as follows:
T a, preliminary working definitions of essential Mandate concepts (1/30/75);
b. exam. of implemontation status in each relevant sector activity (1/30/75);
c. analyvsis of info.system and required data to demonstrate implementation
progress (2/12/75);
d. exam, of AID training programs to give employees understanding of Mandate

(2/12/75)
e. preliminary master plan and schedule for new system (2/6/75).

Pape Date - Item Number
1 1/31/75 I.A



AlD Management hmprovement Program

1975 Objectives

Bubject: RESPOLRSES TO MEW LEGTSIATIVE HANDATES AND PROGRAM INITIATIVES
Objective:
T S.7. Zmpanding ATD's Disaster Relief capabilities
Backuround: | . . .
T Internal assessments of the present ATD Disaster Relief activity -~ based

on il years expericnce of this Agency -~ have indicated several key areas
which require special attention to further strengthen AID's role in
carrying out this responsibility. In early January, 1975, the Administrato
announced a compreliensive Action Plan to enbiance AID's capabilities to
coordinate the U.S, response to disasters.

Specific
Target(s): 1. Designation of the Administrator as the President's Special Coordinator
for International Disaster Relief. :
--2.  Development of a comprchensive plan for submission to the Administrator
on strengthening the U.S. capacity to respond to international disasters
3. Preparation of report to the President on actions taken within Executive
Branch, ir<luding legislative proposals, inter-agency coordination, and
relations with PVO's and international organizations,

Achievernent
Sought: Enhancement of U.S. disaster relief respouse canuability, including
— e 5

rclated area of disaster preparedness, rechabilitation and reconstruction.

Quarﬂiﬁchthgz. Pe:formance Indicator(s) Achievement Target(s)
(if applicable): N/A

Targct Action

e —— L S — .

Datefls): #2 - ASAP Officer(s): #2 D, Bliss (ES)

#3 - To be determined #3  H. Crowley (PHAj

Status:

2/20/75 Proposed plan submitted to A/AID for consideration (target #2)

Page Date Item Number (
1 2/20/175 I.B.



AID Management Improvement Program
1975 Objectives

b
Subject: RESPONSES TO NEW LEGISLATIVE MANDATES AND PROCRAM INITIATIVES

Objective:
e L.C. Etxpanded role of PVO's in AID programs

Backuround: 1514 ATD has maintained a productive relationship with the Private
Voluntary Organizations for many years, their role was gencrally thought
of as humanitarian and somewhat peripheral to development assistance.
llowever, some PVOs have increasingly participated in foreign development
assistance activities. 1In 1973 the Congress stated that U,S. development
assistance "... should be carried out to the maximum extent possible througt
the private sector..." Accordingly. AID has attempted to strengthen both
its ties to thc PVO's and their abiiity to carry out assistance programs
with AID support in the fcrm of grants and/or cuntracts.

Specific

Tareget(s): 1. Compilation of data on current furciing of PVO programs,

2. Development of a permanent information retrieval system for future
reporting of I'VO activities.

3. Provision of grants from the Administrator's special set-aside to
PVO's to strengthen their capacities for planning, design, management,
and evaluation of development programs and projects,

4. Convening of workshops by AlD with PVC's to expand the understanding
of cach others' efforts in reaching the poorest majority, the nature
of the task, and the solutions which &ppear most applicable.

5. Develepment and issuance of improved procedures for the involvement
of PVO's in the programming and administration of P.L. 480 Title II
projeccts.

Achicvement

Sousht: More effcct?vc colléboFation on a permanent and systematic basis
2okt between PVO's and AiD in order to interrelate and enhance the
effectiveness of projects each carries out in the LDC's.

QuantﬂicaHOA; Performance Indicator(s) Achicvement Target(s)
(if applicable):

Target #3 Dollars granted 85 million

Target i#4 Workshops held 4
Taract #1-4 - Junc 30, 1975 Action

Date(s): #5 - August 31, 1975 Officer(s): #1-4 H.Crowley (PHA)
#5 A.Mair (FFP)

§latus:

Pag. Date Item Number
1 1/31/75 I.C. \~



AID Management hinprovement Program
1975 Objectives

EBldﬁ‘i= ACCELERATED PROGRAM EXECUTION

Sy)iCSL}VC: I1.A. Accelerated submission and review of Developmen:. Assistance
rrograms (DAP's)

Background: 1, gy 73, AID instituted a new multi-year planning/program document
designed to fit together country and AID priorities in an action
plar, the DAP. Submission of DAP's for all major AID countries was
anticipated by Dec. 31, 1974, but by July, 1974, it became evident that the
effort was falling behind schedule. Accordingly, a schedule was
established by the Deputy Administrator to meet the December 31st deadline.

Specific
Targct(s): 1. Submission of all DAP's or DAP-substitutes by December 31, 1974
T — from Missions in all countries receiving AID assistance.
2, Review and approval of all DAPs and DAP-substitutes by March 31,
1975.
3. All DAPs including required sector assessments submitted and
revieved by December 31, 1975.

Achicvement

Sought:

More effective articulation and timely review and approval of Agency
multi-year country assistance strategics.

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable): :
Target #1 No. of DAPs received 44
Target #2 No. of DAPs reviewed and approved : 44
Target #3 No. of countries meeting all DAP requirements 44
Target #1. December 31, 1974 Action
Date(s): #2. March 31, 1975 Qfficer(s): A. Shakow (PPC)
#3. December 31, 1975
Status:
1/31/75 44 DAPs Received
26 DAPs Reviewed
Page Date Item Number
1 1/31/75 IT.A.

A



ubiject:

AID Managemant Improvement Program
1975 Objectives

ACCELERATED PROGRAM EXECUTION

Obicctive:

IT.B. Accelersted submission, review and approval of proposed projects
and_synchronizatioun with the Congressional Presentation

Backeround:

One reason for the generally late commitment of funds has been that the
development, review and approval of new activities has taken place

during the operational year. 1In order to have projects ready for
implementation earlier in the year, the Deputy Administratcr has directed
that all FY 1976 loan and grant proposals be prepared and submitted for
consideration by AID/W in the development of the annual Congressional
Presentation,

Specific

Target(s):

1. Intensive Review Requests for all FY 76 loans to be submitted to
AID/W by January 31, 1975,

2. Preliminary Project Proposals for all new FY 76 grants to be
submitted to AID/W no later than January 31, 1975,

3. Bureau reviews of all FY 76 IRRs and PPPs and instructions to
USAIDs completed by February 28, 1975.

Achicvement
Sought:

Larly review of proposed activities so that subsequent project
development can be completed and projects ready for funding early in
the fiscal year; and a closer coordination befween the development of

assistance activities and the Congressional actions necessary to provide
funding for them

Quantification: Performance Indicator(s) AcfﬂevenuenthargeHs)
(if applicable): Target #1  No. of IRRs submitted 1007%
Target # Jo. of PPPs submitted 100%
Target #3 No. of IRRs and PPPs reviewed 100%
Tarvgct Action
Date(s): #1. January 31, 1975 Officer(s): A, shakow (PPC)

#2. January 31, 1975
#3, Februarv 28, 1975

Status:

ACHIEVEMENT
2/14/75 #1 & 3 - 68 IRRs submitted and reviewed; 937%
5 not submitted and reviewed
#2 & 3 - 111 PPPs submitted and reviewed; 867,
19 not submitted and reviewed
Page

Date Item Number
2/14/75 I1,B. .



AID Management Iinprovement Program
1975 Obhjectives

'SUb fect: ACCELERATED PROCRAM EXECUTION

S)bi(?ct£X£y

11.0. Accelerated obligations

a~

Backeround: S .
. = Because of delayed submissions of program approval documentation,

the revicw and approval process is delayed and the subsequent:

obligation of funds for approved loan and grant projects tends to

be concentrated in the last month or two of the fiscal year. Accordingly,
the contracting process and other initjal implementation steps are
necessarily pursued under pressure during the ".June rush".

Specific

Target(s): Submission of alil FY 1975 IRR's by end of first half of fiscal year.
. 80% of all ¥Y 1975 loans authorized by 5/31/75.
Submissjon of all 'Y 1975 PROP's by 4/15/75.

- 80% of ali ongoing grant projects funded by 4/31/75.

W=

Achievement Substantially ecarlier obligation of project funds in order to assure
Souoht: that initial implementing actions, e.g., contracting actions, are done
systematically and deliberately,.

Quantification: Perforrnance Indicator(s) .Achievernent'Targeﬂs)
(if applicable): 4 IRR's submitted 100% i
#2 Loans authorized 807%
#3 PROP's submij.tted 100%
4 Grant funds obligated 80%
_Ta.l_'ge_t Action

Date(s): Officer(s): A. Shakow (PPC)

See above

Status: ACHIEVEMENT
2/14/75 #1. 64 IRR's submitted and reviewed, 6 late. 92%
#2. $160.82 million out of C.P. level of $681 247
million.

#3. 198 to be submitted; 6 late (projected to 4/15).
#4. 141 million of DG of a C.P. request of $350.9

million. 407"
“Funding ]imitationg_qg@gr Continuing Resolution limited authorizations.
Page Jate Itern Number
1 2}14 75 II.C.

a



Pubicct:

AID Management Improvemnent Program
1975 Objectlives

IHPROVERMRESOURCES MANAGEMENT

Objcctive:

iIT.4. Improved Project Managcement

Backoround:

AID has increasingly moved to a collaborative style of assistance which
emphasizes host country planning and implementation of development projects,
Concurrently, AID is relying on U.S. educational, private, and voluntary
institutions to carry out these projects. These new styles of operation
require changes in methods of project management to arrangements under
which host country and intermediary staffs plan, implement, and manage
project operations while AID retains the monitoring and oversight functions
necessary to mcet its responsibilities for the prudent management of U.S.
public funds.

—

Specific

Tarvet(s):

1. Development and issuance of guidance on alternative forms of Mission
organization which might be employed to institutionalize project
management in reflection of differing country/program situations.

2, Development and issuance of guidance on project management techniques,
tools and responsibilities.

3. Progressive conversion of existing Project Manager positions to new job
categories (e.g., Development Officers) to reflect the new operation
style.

4. Development of training programs for AID, host country, and intermediary
personncl on project management functious and techi.lyues,

Achievement

Sought:

Better management of AID financed projects which relies primarily on host
country and U.S. intermediary staff for project operations while assuring
proper oversight by AID personnel.

Quantiflication: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A
Target Action #1, #2 - W.Wild (SER/MP)
Date(s): #1 - 9/30/75 #4 - 6/30/75 Officer(s): {3, #4 - u. B. Hopkins
- #2 - To be determined (SER/PM)
#3 - 12/31/75 ‘

Status:
Page Date Item Number

1 1/31/75 I11.A. :
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ATD Management Improvement Program
1975 Objectives

fubject: IMPROVED RESOURCES MANAGEMENT

¥y .
Obicctive: _ . ) .
e ITI.B. Improveaents in AID program design and evaluation systems

Backgeround: ppe importance of rigorous design and evaluation of projccts and programs
is increasingly recognized in AID, as is the interdependence of these two
processes. The greater complexity of development activities, formulated
in response to the Congressional Mandate, places a heavy demand on the
design and evaluation skills of AID staff and on the Agency's enisting
metiodology. Morcover, the increasing emphasis on collaborative style
requires a substantial Agency cffort to improve the design and evaluation
capabilities of the host countries. A workplan for improving Agency
design and evaluation systems was approved by DA/AID in October, 1974,

SEECifEi 1. Strengthened evaluation planning, and improved compliance with these
Targpet(s): plans and with Agency standards;

2. Inventory of training requirements worldwide, followed by mobilization
of necessary additional training resources and expansion of training
programs in AID/W and field;

3. Extension of design and evaluation system to include all forms of
project assistance;

4. Extension of system to include above-project~level assistance (e.g,
sectors)

5. Exploration of means to improve use of strategy documents (DAPs, etc.)
for design (e.g., target setting) and evaluation at sectoral and program
level;

6. Inventory of efforts to develop performance criteria and indicators,
and systematic coordination of these efforts; and

7. Incrcased availability of contractual services (IQCs) in evaluation and
extension of coverage to include design,

Achievement

Expansion of the contribution of design and evaluation pProcesses

Sought: - .
e — to the development and implementation of Agency program activities.

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A

Tarset #1 - As appropriate #5 - 8/1/75 Action
Date(s): #2 - 3/1/75 (Inventory) #6 - 3/1/75 Officer(s): H. Turner (PPC)

#3 - 5/1/75 (Inventory)

#th - 7/1/75 #7 - 4/1/75
Status:
Pagc Date Item Number

1 1/31/75 III1.B.

W\



JSubject:

AID Management Improvernent Program
1975 Objectives

IMPROVED RESOURCES MANAGEMERT

Obicctive:

I[I.C, Strengthened system for integrating rescarch and operating
programs

Backueround:

The magnitude of the current request fer financial resources for the
rescarch progranm emphasizes the need for a planning and justification
process whicli enhances the relevance of rescarch activities to AID programs
and LDC nceds and abilities, particularly in the arecas of emphasis. The
need for such a process was the conclusion of the SOG meeting of July 27,
1974. A Task Yoree was established to study the current process and
identify actions necessary to improve it.

Specific

Target(s):

1. Review of the Agency's current processes for:

- developing and articulating the research strategy

- identifying, designing, planning, implementing and evaluating’
research projects;

- involving LDC's, Missions, Ceographic and other Bureaus, and
U.5. research community in these processes to determine
necessary changes.

2, Development of recommendations derived from the review designed to
encourage and facilitate the integration of research and operating
programs.

Achievement

A rescarch program which assures (a) the relevance of research efforts to

Sought: the Agency's overall program objectives and goals; (b) the institution
building nceds in the LDC's; and (¢) the capabilities and capacities of
the 1DC's to utilize the planned outputs.

Quantification: Performance Indicator(s) Achievement Target(s)

(if applicable):

N/A
Tarvet Action
Datels): June 30, 1975 ' - Qfficer(s): C.H. Rees
(NESA/SA)
Status:
''''' - 1. A Scope of Work, prepared by SER/MP was approved by DA/AID and
2/18/75 distributed to SOG members.
2. 7The Task Force chairman was designated January 14, the Task Force
formed, and background materials provided each member; bpecause of
CP and DAY reviews, first Task Force meeting deferred until March 11.
Page Date Item Number
2/18/75 1II.C.
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AID Management Improvement Program
1975 Objcctives

Subject: MORE EFFECTIVE ORGANIZATTION, ADMINISTRATION, AND PERSONNEL. MANAGEMENT

Objective: .
[ IV. A, Achievement of further manpower reductions in AID/W

Boadloround: ihe Deputy Administrator, while testifying on the FY 75 appropriation

T request, stated that the number of AID/W personnel appeared excessive.,
He informed the Committees of the task forces which surveyed AID/W
offices to identify excess positions and reviewed training, including
retraining existing personnel as Development 0fficers needed for new
program initiatives mandated by the Congress. The Deputy Administrator
stated that he would report to the Congress the results of AID's efforts
to reduce personnel.

Spucific 1. Tdentification and elimination of surplus vacant positions, and
Target(s): identification of surplus filled positions for elimination by

Reduction~in-force. .
2. Establishr-=nt of new employment limitations for individual bureaus
and offices in Washington, as well as the Complement, for FY 1975
and FY 1976. ‘
3. Initiation of Reductions-in-force to meet the lower Agency
staffing levels.
RiF - Complement: Week of 11/11/74
RIF - Foreign Service: Week of 2/24/75
RIF - Public Safety Program: Week of 3/3/75
RIF - Civil Service: Week of 4/28/75

Achievement

g b Correction of imbalance between Washington and overseas staffs, and
Tt . . . .

poupht: reduction of Washington staffing levels to those required for current

Agency operations.

Quantification: Performance Indicator(s) Achievement Targeﬂs)‘
(if wpplicable): Number of personnel reduced Reduction to 2,600 by

in AID/W, 6/75
Farget Act_i_q_n_
YSutc(s : June 30, 1975 Officer(s): W. Parks (Acting AA/SER
Statns: 9/30/74 - Vacant surplus positions eliminated; filled surplus positions

identified,

9/6/74 - Approval of FY 1975 and FY 1976 manpower levels by Deputy
Administrator
12/31/74 - Phasc onc of Reduction-in-force of Complement completed
2/11/75 - Letters issued on adverse actions resulting from classifi-
b cation survey,
2/28/75 - Motices issued for Reduction-in-force, Foreign Service
Page Date Item Namber

3/6/75 ' IV. A. \ﬂ}



AID Management Improvement Program
1975 Objectives

Subiccet: MORE EFFECTYVE ORGANIZATION, ADMINTSTRATION, AND PERSONNEL MANAGEMENT
Obicctive:
““““““““ IV. B. Comprehensive management review of Participant Training function

Background: In recent years, the Participant Training program has changed in
staffing and methodology, Mission training officers and AID/W backstop
staff have been reduced, Nevertheless, there remains a significant
function which cuts across scetor lines and is a major part of the Agency's
programs. Moreover, various aspects of the function are performed in AID/W
outside of the primary responsible organization, SER/IT,

Specific . L o
T'ﬁ'fmt(f*‘- Completion of an in-depth management study of the participant training
< e 24 . . 3 . .
=t : program which will cover its role, functions, workload and resource
requirements, relationships, and organizational structure and location,

Achievement
Souoght;
—_—n

An effective, functional participant training program responsive to
current and future program requirements.

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A
’Fal'ffct AUgUSt 1975 A,Ct.ion
Date(s): Officer(s): W, Parks (Acting AA/SER)

St,n.[us:

2/14/75 Scope of work in progress

ll

Page Dafe Item Number
1 1 5 TV R :



)

Subject:

AID k{anagenlcntInﬁprovennenﬁl?rogrann
1975 Objectives

MORE ETFFECTIVE ORGANIVATION, ADMINISTRATION AND PERSONNEL MANAGEMENT

Obiectiy_e_:

TeLC Developront of plan to meet Agency perscoannel goals, with

« - ~ e

associatoed action plans and evaluation system

Bacl¢eround:

A consultant's management review of SER/IM in September, 1974 counfirmed
that office's views as to a number cf areas that required attention if
personnel services to the Agency were to be improved. One area of
concern relates to the need to formulate action programs based upon
generally accepted and established goals and objectives, and against
which the effectiveness of the total personnel program could be
evaluated,

Specific
Target(s):

~

1. The development of specific personnel management goals and

objectives to serve as a base for personnel program planring

and implementation, along with action plans to achieve those goels

and objectives. These goals will cover:

a. personnel costs and systems improvements for lowering them;

b. awareness and effectiveness of managers in carrying out personnel
responsibilitics;

c. methods for improving communications to employees and employee
organizations regarding management plans and actions affecting
counditions of employment and security;

d. roles of Foreign Setrvice and General Schedule personnel in meeting
present and emnerging manpower nceds, and action needed to enhance
compatibility of respective personncl systems;

e. equal opportunity provisions in all personnel policies, practices
and operations; and  (Cont'd on next page)

Achicvement

Sought:

Well planned and effective Agency personnel programs designed to
meet specific Agency needs.

Quantification: Performance Indicator{s) Acﬁdevernent'Targe}(s)
if applicable):

(if applicable) N/A

Target Action

Date(s): #1 - 1 April 1975 Officer(s): H, B, Hopkins (SER/PM)

#2 - 1 July 1975

Status: 1/30/75 SER/PM currently developing goals and objectives for presentation
to the S0OG; following DA/AID approval, action plans will be
prepared,

I

Fage Date Item Number A

1 1/31/75 1V.C. %



Page

Specific Targets (Cont'd)

f. establishmenl and maintenance of a personnel evaluation
program by which each bureau and office manager assesses
his progress towards achieving Agency personnel goals,

The establishment and implementation of an Agency personnel

management evaluation program to measure the effectiveness

with which the goals and objectives have been achieved. The

program design will include:

a. developmeut of evaluation criteria;

b. development of appropriate evaluation procedures;

c. definition of role of bureau and office managers in
personnel management evaluation,

Date : Item Number

1/31/75 IV.C.



AID Management Improvemenit Program
1975 Objecctives

Subject: MORE EFFECTIVE ORGANIZATION, ADMINISTRATION, AND PERSONNEL MANAGEMENT
'Cﬂ)hzct]:c: it
T IVLD. Achicve pioper grade and salary levels for all positions

Backgiraund: . . . . C s ' ]
——=———" The Congress, GAO, and Civil Service Commission have all, at one time

or another, been critical of the Agency's average grade levels -~ both
for General Schedule and Foreign Service personnel. 7To assure that the
Agency is operating ecoromically and within established personnel
standards, actions to assure appropriate grade structure and salary
levels are esscntial.,

Specific -
2peclilc Achieve appropriate grade and salary levels by effective, continuing

523113212): position management through:
: " . &. a three-year cyclical classification review of all GS positions;
b. a similar review of all Foreign Service positions in AID/W and
overseas; and - .
c. a close, controlled review of all proposed organization and position
actions to assure that grade levels are consistent with the tenets
of sound personnel management. . ‘

-~

Achievement
Sought: Maintenance of the Agency's average grade and salary at levels con-
T sistent with the standards for the work performed by Agency personnel.

Quantification: Performance Indicator(s) . Achievement Target(s)
(if applicable):

N/A
Larget Action
Date(s): To be determined Officer(s): H.B.Hopkins (SER/PM)
Status: - 7/15/74 Moratorium placed on promotions in higher FS grades for

remainder of 1974 to achieve greater balance between Agency
requirements and the grade structure.
106/8/74 DA/ALD authorized SER/PM and S:B/M@ to implement procedures
to control vacancics overseas and in AID/W. .
1/28/75 DA/ATD issued memorandum outlining program to maintain proper
Agency staffing level and grade structure. (Cont'd next page)

Page Date : ltern Number
1 1/31/75 .
/31/ wo. A
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Status:

1/31/75

(Cont'd)

GS classificacion survey in AID/W completed; corrective action
to be taken in February and March, 1975; also, review of FS
positions completed,

Date ‘ Item Number
1/31/75 IV.D,



AID Management Iimprovement Program
1975 Objectives

'Subigct; MORE EFFECTIVE ORGANIZATION, ADMINISTRATION AND PERSONNZL MANAGEMENT

Obicctive. . o .
B I Iv.E. l¥nhance cpnortunities for career planning and devalopment.

Back g round: Although the need for employee training always exists, recent
developments such as changes in AID program techniques, the

increased outflow of experienced personnel through retirement,
and new lederal programs such as minority placement and labor-
management relations have pointed the way to new and different

requirements in this area.

Specific

Target(s): 1. Develop and introduce course designed for the training and development

e of generalist personnel (e.g. Development Officers) with intersectorial
skills and capabilities. ‘

2. Develop and introduce training courses necessary to allow mobility from
the Foreign Service Staff to the Foreign Service Reserve Corps.

3. Develop and introduce training courses for supervisors in new
disciplines and developments, such as EEO, labor relations, merit
promotion, ectc.

4. Develop and introduce a system and apprepriate courses designed to
establishi/improve carcer development for secretaries in AID.

5. Develop and introduce a system and appropriate courses for career
development of both specialists and generalists,

Achievement

Sought: Increased staff competence at all levels -- both General Schedule and

Foreign Service Personnel.

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A

Tarauet . Action
Date(s): Jareets 1, 2, & 3 - 6/30/75 Officer(s): H. B. Hopkins (SER/PM)
! largets 4 & 5 - 9/30/75 — B b & VR
Status: . .. .
— 8/26/74 DA/ATD approved generalist retraining program; plans being made

for first generalist development course in Spring, 1975,

1/31/75 ¥SS seclections for first FSR conversion program in process.

Revised supervisory training course now in final stages of

development.

Sub-S0G Task Force on Secretarial Career Development established;

final report due 2/75. (Cont'd on next page)
Page Date Itemr Number

1 1/31/75 IV.E.
- \4



Status cont'd: Study on career needs by advicory committee on training initiated;
final report due 3/75.

-age Date Item Number
2 1/31/75 IV.E.
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AID Management Improvement Program
1975 Objectives

.SubiCCt: MORE EFFECTIVE ORGANIZATION, ADMINTSTRATTON, AND PERSONNEL MAWAGEMENT

v

:v.7. nealignmment of AID/W space

Backgaround: Operational efficiency in AID/W is seriously hampered and costs inflated
bv the physical dispersion of functions and personnel among 10 buildings
in the District of Columbia and Northern Virginia. The problem is
exacerbated by current manpower reductions which cause limited retrench-
ment within individual organizational units and space compression within
the various buildings, rather than clearing out major space holdings or
entire buildings. Since 1972, hopes for a single building centered on
Columbia Plaza space, but that space has been assigned to other agencies
by GSA and appears to be unavailable to AID for the foreseeable future.

Estimated savings by consolidating AID/W in one building is $3 million

TE annually,
%?E%Sij%;); 1. An interim consolidation of space which would result in a: 7
—2IReS) a. reduction and release of 100,000 square feet from present

' holdings; ' ’
b. reduction of three locations from the present 10; and
c. savings of approximately $1 million annually.
2. Final resolution of the question of the availability of Columbia

Plaza space and, if negative, development of alternative proposals

for the consolidation of AID/W space. :
Achievement . ] L. ] i
Souaht: Increase in operational efficiency in AID/W, and reduction of costs

—_—a related to (a) shuttle bus service, (b) guard services, (c) mail
handling, and (d) loss of staff time spent commuting between buildings.

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable): Target #l.a. - Reduction of space - sq. ft. 100,000
b. - Reduction of no. of bldgs. 3
c. - Savings in dollars 1 Million
Target Action
Date(s): Target #1 - 12/31/75 Officer(s): S. Thornburg (SER/MO)
Target # - 9/31/75
Status: )
Pzigc Date : Item Number

1/31/75 IV.F. \
: v



%ubicct:

AID Management Improvement Program
1975 Objectives

MODERNIZATION OF AID's MANAGEMENT SYSTEMS

gﬁl& clive:

v.s. nxpanded use of ADP capabilities

Background:

In recent years, the Agency's ADP installation has improved its service
level and upgraded its cquipment. However, there has been insufficient
coordination with Agency managers to identify arecas where ADP might be
used to support operational and analytical functions. Accordingly,
scveral efforts have been undertaken to expand managemcnt appreciation
of ADP capabilitics, provide more timely and accurate data by use of
remote terminals, and apply or expand computerization to key program
and operational areas.

Specific
Target(s):

1. Seminar on ADP capabilities for SOG members and 2 for office directors.

2. Installation of terminals in LA, AFR, EA, NESA, PPC, SER/CM, and
SER/F1L. :

3. Food for Peace system operational (see Objective V.C,).

4. Implementation of Disaster Relief systenm component of historical
analysis - data basec and statistical analysis. (Other system
components of procurement and logistics, country profile, and operations
are planned for FY 1976.)

5. Implementation of the Project Analysis and Reporting Information
System (PARIS).

6. Contract inventory and status system - initial design. (Programming
and implementation scheduled for ¥Y 1976.)

Achievement

More efficient and timely management of programs and support Operationé

Sought: by means of the selected application of automatic data processing
techniques,
Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A
Target #1 - 6/75 #4 ~ 3/31/75 Action
Date(s): #2 - 7/75 #5 - 2/28/75 Officer(s): M. Brown (SER/DH)
#3 - See Obj. V.Cc. #6 - 6/1/75 In collaboration with major
client offices affected.
Status:
Page Date . Item Number.ﬁ/
1 1/31/75 V.A.



~subjecct:

AID Management Improvement Program
1973 Objectives

MODERNTZATION OF AID's MANAGEMENT SYSTEMS

Obiective:

V.B. TImprovement of contracting procedures, policies and services

Backuround:

Increasing reliance on the use of intermediaries for the development,
design and implementation of AID programs has resulted in much greater
emphasis on timely and well conceived contracting. Continued improvement

in the processes of soliciting proposals and of negotiating, awarding, and
administering contracts/grants/PASA's requires the use of updated methods,
qualified staffs, and program personnel well informed on contracting
procedures., A SOG Task Force was organized to examine these areas and
submitted its report on 1/14/75. 1Its recommendations were discussed at the
SOG meetings of 1/23 and 2/6/75, and are presently under review by senior
management.,

Spgﬁjﬁc_

Target(s):

~,

1. Provide better "quick response" for short term contractor services by
establishing additional Indefinite Quantity Contracts

2. TImprove training in contracting procedures (e.g., writing scopes of work
for non-contract specialists, both written guidance and training courses

3. Arrange for training of coatract specialists in program requirements
through field assigoments, TDY, etc.

4. Determinc need fo- assigning additional contract speciualists overseas
in missions and regional offices, and the location of such assignments.

5. TImplement new guidance on selection of educational institutions, inter-
national research centers, and other non-profit institutions for AID

. contract/grant work.

6. Implement SOG recommendations to improve participation of minorities
and women in work under AID contracts. “

7. Tssue new policy on contractor conflict of interest under both AID
direct and host country contracts, ’

8. TImprove system for reporting contract status to DA/AID.

Achievement

Sought:

Policies, procedures and systems which will permit the Agency to respond
effectively and efficiently to changing program needs in context of
new operational patterns such as collaborative projects,

Quantification: Performance Indicator(s) Achievement Target(s)

(if applicable): N/A

Target

#1 - April, 1975 Action
#8 - June, 1975 Officer(s):H,Dwelley (SER/CM)

#2-7 - to be determined

Status:

1/31/75 ~ 1, 2, and 8 are in process; others are pendinz final decision
by DA/AID. Remaining target dates will be set in accord with those
decisions.

. - \Y 7
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AID Management hiproverment Program
1975 Objectives

Su bj cot: MODERNIZATION OF AID's MANACEMENT SYSTEMS
Obicctive:

V.C. Development of Food for Peace management information system

Bacl-aron id.

Effective management of the Food for Peace Titla II Program requires an
expanded information system. 'The systems description was approved July,
1974. A contract was signed with the Logical Technical Services Corporatior
to design modules and make systems operational by August, 1975,

Specific
Target(s): Operational system which includes:
a4, computerized budgeting system with capacity to revise, renew, or
analyze budget data;
b. maintenance of status information ou all Title II programs by country,
commodity, recipients, and program type;
c. maintenance of logistical information, including USDA procurementc,
shipping, receipt, and distribution; and
d. coordination between bilateral and international disaster relief efforts
and improved nutritional evaluation of regular feeding programs.

Achievement

Sought: An information system which will provide objective decision making tools
as well as quick response information.

gggyniﬁcaﬁggi Performance Indicator(s) Achievement Target(s)
(if applicable):;
N/A
Jarget Action -
Date(s): ‘ Officer(s): A. Mair FFP
S —— Sceptember 30,1975 [ — M. Brown ESER;DM)
Status:
age ' Dalc Itern Number,

: 1/31/75 v.c. M



]
Subiject:

AID Managernent Improvement Program
1975 Objectives

MODERNIZATION OF AID's MANAGEMENT SYSTEMS

Objcctive:  v.,D, Improve the Agency's information acquisition, storage, and retrieval
services
Baclkeround: ) L . . )
T The Deputy Administrator has identificed informational services as a

nroblem area, particularly thosc of information acquisition and storage

and the retrijeval of data for use in program activities. On November 22,
1974, he approved a preliminary scope of work and the establishment of a
task force to explore the feasibility of various means to improve not

only the quality, but also the quantity of information and related services.

Specific
Target(s):

A report making recommendations for an operational system which includes
provision for:

a. improved acquisition, storage and retricval methods for documents
relating to AID's program and management histoxy;

b. improved access to such material by user groups; and

c. improved utilization of materials regarding Agency experience in

current program planning and evaluation systems.

Achicvement

Sought:

An informational services system which more fully meets the needs of
Agency personnel in responding to the new legislative initiatives and
to the growing inter-relationships of the international economic
development community.

Quantification:

Performance Indicator(s) Achievement Target(s)

(it applicable):

N/A
Target Action
Date(s): April 15, 1975 Officer(s): C. Ide (OPA)
Etatl_l_.%_‘:
/
Page Date chibhunberiz
] 1/31/75 V.D, 2




AID Management Improvement Program
1975 Objectives

Subject: MODERNIZATION OF AID's MANAGHMINT SYSTEMS
Obicctive: . -

i “elew. pDevelopment of impreoved Agency planning and budgeting processes

} R " . .
Background: Effective use of resources and response to the Congressional Mandate

require better coordination between planning and budgeting processes
and more focus on accomplishments, planned and actual. The new pro-
cedures will be based upon the PBAR concepts approved by the Deputy
Administrator.

Specific
Target(s): Issuaace of Planning and Budgeting handbook which will include:
a. specific requircments for program plans to be prepared by field
missions and AID/W bureaus and offices (DAP's and DASP's)
b. a simplified anauc: budget submission for AID/W and the field,

focused on program accomplishments in addition to input requirements;
and

c. a revised program cycle geared to the new Federal budget cycle
and fiscal year.

Achievement
Souahg

A coordinated planning/budgeting structure which permits management

to compare planned and actual accomplishments with Agency and country-
level objectives. Implementation of new system will largely begin with
FY 1977 submissions,

Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):

N/A
Target Action
Date(s): April, 1975 Officer(s): A.Shakow/R.Nygard (PPC)
?&atus:
I
Page Date Item Number /)B

1 1/31/7s [T2E |



e o
Subject:

AID Management Improvement Program
1975 Objcctives

MODEKNTZATION OF AID's MANAGEMENT SYSTEMS

Objcctive:

V.ULTL 0 Develepment of revised project design, review and approval systen

Backaround:

The existing project design, review and approval system is no longer
adequacte to meet present Agency planning requirements. It is out of
cycle with the new Federal budget process which begins with FY 1977,
and will not accomodatec properly the objectives of better relating
the planning of assistance resources. The new system will be based
upon the PBAR concepts approved by the Deputy Administrator.

Specific
Tarpget(s):

Development and implementation of a system promulgated in the new
Projeci Assistance Handbook which:

a. provides new project identification, review, approval and authori-
zation documentation that integrates capital, technical and other
modes of assistance, and which is modular in structure so as to
minimize repetition from submission to submission; and

b. establishes new procedures which integrate this system with the
new budget process, including the nrew Federal budget cycle.

Achicvement

An operational system which integrates technical, capital, and other
modes of assistance, is in cycle with the budget process, and helps
improve the quality and responsiveness of projects vis-a-vis Congressional
concerns and develcping country nceds in our sectors of concentration.

Quantification: Performance Indicator(s) AAChievernent'TargeHs)
(if applicable):
N/A
Target ) Action )
Daic(s): April, 1975 Officer(s):  A.Handly/R.Berg" (PPC)

i

Status:
Page Date : Item Number A
1 1/31/75 . V.E.2 Y



Subject:

MOI

AID Managerent Improvement Program
197¢ Objcctives

RNIZATION OF AID's NANACEMEFY SYSTEMS

_g)b e ctive:

V.E

3. Develonment of Agency project implementation system

Backoround:

At present, AID maintains different sets of procedures and
documentation for implementing approved projects. The PBAR
Phase 1L report of 4 October, 1974, as approved by the Deputy
Administrator, recommended the development of a uniform and
simplified set of implementation procedures and documentation.

Specific

Thquctﬁﬂ:

An operational system which includes:

a.

A uniform set of procedures and documentation for project
implementation, eliminating unnecessary distinct procedures

for loan and grant projects, ficld vs. AID/W-funded projects, and
host country vs. AID implemented projects.

An acceleration of processes for AID-financed projects after

the project agrecment is signed, including: the procurement

of commodities and technical scrvices, the training of
participants, and the provision of PASA/RSSA personnel.

AcﬁucvcrncntA unified,

Sought:

simplified implementation system which accelerates the

implementation of AID projects

Quantification: Performance Indicator(s) Achievement Targét(s),
(if applicable):
Pl N/A
Target Action
Date(s): 30 June 1975 Officer(s):J. Roush (PBAR)
Status: . - .. . . _ . -
e 1/31/75 PBAR reviewing existing implementation systems for
preparation of scope of work for effort.
Page Date Item Nunﬁber"lj‘?’:
1 1/31/75 » V.E.3.



T Subject:

AID Management Improvement Program
1975 Objectives

MODERNIZATION OF AID's MANAGEMENT SYSTEMS

Obicctive:

> New activity numbering and classification system For AID
activities (Management Information System)

AL o B 4
. '.‘.\

Background:

Currently, AID has separate systems for numbering different types of
activities. As the Agency is moving towards a computerized system for
information retrieval, a standard system for activity identification is
required, particularly for the new appropriations structure, The PBAR
Phase II report of & October, 1974, approved by the Deputy Administrator,
calls for PBAR and PPC, in coasultation with operating bureaus and SER/FM
and SER/DM, to address this objective.

S_E:cific
Target(s):

Design a new, uniform activity numbering and classification system which
will permit computerized information retrieval and aggregation of dollars
or number of activities, as necessary, for internal management or
external (Congressional and public) purposes.

Achievement T

0 increase availability of data, as required, by AID's top management

Sought: for internal and external purposes with special emphasis on demonstrating
AID's responsiveness to the Congressional Mandate.

Quantification: Performance Indicator(s) Achievement Targei(s)
if applicable):
(if app ) N/A
Tarpget Action
Date(s): 30 June 1975 Officer(s): J. Roush (PBAR)

R. Nygard (PPC)
Status: )
A 1/31/75 PBAR and PPC are presently preparing a draft recommended system

for circulation and ccmments to other affected offices.
2

lelgc Date Item Number

1/31/75 V.FE_&(la)



'Subiect:

AID Managerent Improvement Program
1975 Objectives

MODERNIZATION OF AID's MANACEMENT SYSTEMS

Objective:

V.E.Z.(b) Couvntry Program Data Bank (Management Information System)

Baclkoround:
—— | I

[—

FPresent procedures for storing and retrieving data on country programs
are inadequate., The PBAR Phase II report of 4 October, 1974 recommended
a data bank to contain accessible computerized data on country programs.
This recommendation was approved in principle by the Deputy Administrator,
and PBAR was requested to develop such a system with bureau input,

Specific
Target(s):

A computerized country program data bank containing information on

country programs and with a system for feeding and retrieving data.

Characteristics will include: '

a. on-line commencing with information 2N new project;

b. primary input documents such as the PID, PRP, PP, and approval
documents; and

¢. terminals to query the data hapk available to AID top management
and bureau management.

Achievement

An information system which will provide management with better, uniform

Sought: and more readily accessible data on country program; facilitate the AID/W
- review and approval of field submissions -- reducing Washington decision
time; and provide exception reporting to flag delays in field submissions
and AID/Y Betion.
Quantification: Performance Indicator(s) Achievement Target(s)
(if applicable):
N/A
Target Systems requirements: 3/15/75 Action
Date(s): Operational system: 12/31/75 Officer(s): 3. Roush (PBAR)
Status:
1/31/75 Country Program Data Bank Paper being finalized and circulated
before presentation to S0G
Page Date Item Numbef#¥)
1 1/31/75 V.E.4.(b) -



“Subject:

AID Management Improvernent Program
1975 Objectives

MODERNTZATION OF AID's MANAGEMENT SYSTEMS

Obiective:

V.E.4.(c) Revised project reporting system (Management luformation
System)

Backoround:

-

Present systems for reporting the status and progress of AID projects

are not consistent and are basically financial input-oriented., Status
rep uic must be more consistent, performance-~oriented, and capable of
flagying problems for management attention. In its Phase II report, PBAR
proposed a project reporting system which was approved in principle by
the Deputy Administrator.

Specific

Target(s):

1. Development and installation of Project Performance Tracking System
(PPTS)~-- which is largely performance, rather than financial-input
orientud--for new projects. : - :

2. Improvement of Financial Information System as an integrated element
of Management Information System,

Achievement A system which will provide specific data on project progress through agreed-

Sought: upon measures of performance, expenditure projections, and exception
e —— reporting, and which will assist Mission managers as a ''project useful" tool
for project implementation. Also, it will further orient AID to
performance measurement in place of input measurement,
Quantification: Parformance Indicator(s) Achievement Target(s)
if applicable): '
( PP ! N/A
Target For new projects: 6/30/75 Action
Date(s): For cenversion of continuing Officer(s): J. Roush (PBAR)
projects: to be determined C. Christian (SER/FM)
Status: ) ] .
— 1/31/75 PPTS concepts paper prepared and will shortly be distributed
to Lureaus and field for comment. Plans for fi-ld testing are in
progress, The needs for financial information through the project
design stage completed. Work is in progress for extending both PPTS
and Financial Information System through project iuplementation stage.
- A
Palyc Date Item Number 1/‘
1/31/75 V.E.4_(c)



A.1.D. MID-YEAR MANAGEMENT IMPROVIEMENT REEPORT

OUTLINE

SUMMARY

1. RESPONSES TO NEW LEGISLATIVE MANDATES AND PROGRAM
INITIATIVES

Rural Pcor

Disaster Relief

Reorganization of Sahel Lffort
Women in Development

Private and Voluntary Organizations
Fertilizer Procurement and Research

I1. ACCELERATED PROGRAM EXECUTION

Improvement and Acceleration of Mission Program Submissions

Accelerated Submission, Review and Approval of Proposer
Projects and Synchronization with the Congressional Presentation

I, IMPROVIID RESOURCES MANAGEMENT

Project Management Improvement

Improved Standards for the Administration of New Development
Loans

Reduction of Undisbursed Balances in A, I. D, 's Loan Portfolio
Fizxed-Amount Reimbursement

Integration of P, L. 480 Title II with Other A.I1.D. Programs



A.1.D. MID-YEAR MANAGEMENT IMPROVEMENT REPORT

OUTLINE (cont'd)

IV.  MORFE EFFLECTIVE ORGANIZATION AND PERSONNEL
MANAGEMENT

Geographic Bureau Realignment

Strengthened A, 1. I3, Missions

Reduced Employment Level in Washington

Classification Review of All Washington and Overseas Positions
Foreign Service Promotion Freeze

Reduction-in- Force

V. MODIERNIZATION OF A.I,D.'S MANAGEMENT SYSTEMS

Overhaul of Programming Systems
Operating I2xpense Concent
Streamlining Agency Directives

Information Management



A.1.D. MID-YEAR MANAGEMENT IMPROVEMENT REPORT

December 1974

SUMMARY

The Foreign Assistance Act of 1973 formulated several significant new

1nitiatives in the character of the U. S. foreign assistance program:

-- U.S. bilateral aid should increasingly utilize technical
expertise, farm commodities and industrial goods in lieu
of large-scale capital transfers to meet those problems
which affect the lives of the majority of I.DC populations.

== The critical problems are in the areas of: food production,
rural development and nutrition: population planning and
health; and education, public administration, and human
resources development.

-- United States cooperation in development should be carried
out to the maximum extent possible through the private
sector including those institutions which already have ties
in the developing areas.

-~ Development planning must be the responsibility of each
sovereign country. U, S. assistance should be administered
in a collaborative style to suppc. ¢ the development goals
chosen by each country receiving assistance.

A.LD. has made significant progress in meeting the challenge of
implementing these legislative mandates. Moreover, Agency
managenient has broadened the scope of review beyond the policy and
programming implications of thesc mandates to review the organiza-
tional structures, staifing characteristics, and systems for doing our
work which have evolved over past years,

To facilitate and encourage broad participation in these reviews, the
Administrator (May, 1974) ¢stabiished two mechanisms designed to
enable the Agency's Senior Staff to systematically identify and resolve
policy and mianagement issues:



-- the Administrator's Advisory Council (AAC) involving the
Agency's tbp managers -- at the Assistant Administrator
level -~ directly in the formulation of Agency policies and
approaches to U, S. foreign assistanco,

-~ the Senior Operations Group (SOG) -- chaired by the Deputy
Administrator and consisting of all Deputy Assistant
Administrators and certain Office Directors -- to deal with
A.1.D.'s general management policies and methods of opera-
tion required by both Congressional mandates and evolving
conditions in the developing world.

The emphasis of the Administrator's Advisoiy Council is on policy
formulation processes; the Senior Operations Group on operations
and management,

Significant iiaprovements in Agency operations and management during
the last six months includ::

-- To assure maximum feasible response to the new initiatives
legislated by the Congress, an analysis of both the policy
and procedural issues invelved has been completed and
widely circulated wo A. L D, staff. Building on thig work, a
Special task force on implementation of the Congressional
Mandate is assessing the extent of A, 1, D. 's compliance to
date, preparing a master plan and schedule for completion
of the specific tasks involved, and assuring continuous
follow-up of all neccessary actions.

== A ncwly cstablished Rural Development Coordination Staff
is now providing a central focus for Agency-wide efforts to
diagnose LDC problems of the rural poor and to identify and
design projects to address these problems.

== AL D. has talien major steps to strengthen the Agency's role
In coordinating U, S, rusponse to natural and other disasters
abroad.

-=-  Loth the Washington and field cerganizations responsible for
A.1. D, programs in the Sahel have heen reorganized and
strongthened to provide rapid response to drought emergency
necds and win incieagad capacity to plan longer-term assistance
efforts,




The Agency has issued directives which require earlijer

development and review (° projects and other activities,

and which permit a morc orderly review both in the field
and AID/Wastingion by removing the end-of-year timing
constraints that have previously existed.

The Agency has achieved a significantly improved rate of
implementation of projects following Washington approval.

A LD, is Improving the quality of project management
during the project des:ign? implementation, and evaluation
phascs through a series of briefings for all senior A.I. D.
personnel; tne rssuance of directives to field organizations
on the importance of projoct design and evaluation as tools
of project management; and seminars and training programs
to upgrade the skills of all A. L. D. personnel concerned with
project management.

As a result of a speciol review initiated by the Deputy
Administrator, the implementation and disburscment (and
where appropriate, the recovery of unused balances) of
249 loans with an undisbursed balance of $876 million are
being acccelerated,

Tlic Agency has introduced and is encouraging Mission use
of a new fixcd-amount reimbursement procedure whereby
A.1.D. reimburses countiries only after satisfactory comple-
tion of projects or major phases of projects.

The country composition of A. 1. D. 's geographic bureaus has
been realigned to bring the Agency's organization more
closely into line with that of the Department of State and

to facilitate progrees iv the evolution of Supporting Assist-
ance and indo- China programs toward conventional develop-
ment assistance,

A.L.D. oversens orpanizations have re-examined and revised
their m:ihy>o-.'.:~‘i:“heeAds fo aszsure that they are adequately
staffed to implement and evaluate results-oriented projects
in the pricrity sectors os well as to eliminate positions for
activities of Jovrar POIOMIY,




To adjust A.1. D.'s total work force to current program
priorities and requirements, significantly reduced manpowcr
levels have been established in AID/Washington and sclrcted

Missions. These reductions will be achicved by abolition of
positions, reductions-in-force, reassignments and other
appropriate personnel actions.

To assure that Agency programs reflect stated priorities and
are procecding toward -- and achieving -- their objectives,
A.I.D. has undertaken a major review and revision of its
basic systcins for program planning, budgeting, implementa-

tion and s#valuation.

Recodification and simplification of all internal directives is
nearing completion, thus eliminating obsolescent guidance and
updating and restructuring these instructions into a series of
succinct, convenient, end-user oriented handbooks.

A new system has been designed to strengthen the review and
approval of Agency publications in order to assure responsive-
ness to current public information needs, as well as to assure
consistency and e-onomy in the produc.on of Agency publications.

A more detailed statement of these management accomplishments follows.
They are in the areas of:

L.

11,

III.

Iv.

Responses to new legislative mandates and program initiatives
Accelerated program execution

Improved resources management

More effective organization and personnel management

Modernization of A, [. D, tg management systems



RESPONSES TO NEW LEGISLATIVE MANDATES AND PROGRAM

INITIATIVES

Rural PPoor

A newly egtablished Rural Development Coordination Staff js
now providing a central focus for Agency-wide cfforts to
diagnose LDC problems of the rural poor and to identify and
design projects to address these problems,

In passing the Foreigr Assistance Act of 1973, the Congress
directed A.1.D. to concentrate on the critical problems of develop-
ment which affect the majority of people in the developing countries
and to give the highest priorily to activitics which involve and
benefit the poor majority, most of whom live in rural areas.

As one initial step in accclerating and improving its responses to
the Congressional mandate cn rural poverty, A.I.D. established
the Working Group on the Rural Poor in February, 1974, 1Its
principal focus was on rapidly improving A. L. D, 's capuacity to
work with the developing countries more cffectively in the arcu of
rural development. The Working Group prescnied a report to the
Administrator's Advis ory Couneil (AAC) in July and recommended
an action plan for A.I. D, to achieve a rapid and effective response
to the Congressional Mandate.

As one result, a policy decision was made by the Administrator
that among the Agency's fundamental objectives in the area of
rural development is the building of a capacity for diagnosing the
dynamics of rural areas and for designing activities which
emphasize both increaged production by and income for the rural
poor.

A primary recommendation in the Working Group repcrt called
for designation of a focal point within AID/Washington for the
coordination and alvancemeont of rural development concerns.
In response, the Administrator directed the cstablishment of a
Rural Developracnt Coordination Staff in the Bureau for Technical
Assistance., Working with other Bureau clements and through the
geogranhic bureaus, it will prepare working guides to help
diagnostic, project identif] cation, and design tcams do their Jobhs
better; identify talented people inside and outside of A. 1, D. and
facilitaie access 1o them; provide direct assistance in rural
diagnosis, projcct identification and design and help promote
dialeguce, Jearning and training within A, 1. D. about rural
development.

- K -



Progress has been made in ecach of these areas, including
completion of two guidance papers, the compilation of a list of
some fifty specialists in areas of scarce rural development
talent, the provision of diagnostic and praject design assistance
to six field missions, and the outlining of an Agceney-wide
training program in rural development.

Disaster Relief

A.1.D. has taken major steps to strengthen the Agency's role
in coordinating U.S. responses to natural and other disasters
abroad.

A.1.D. has long responded to foreign disasters because its
economic assisiance role uniquely equips the Agency with the
necessary tools and manpower, often located In disaster-pione
arcas. In the past, regular appropriated funds have been used
along with special appropriations to A, 1. D. specifically for
disaster relief and rehabilitation for sclected countries. The
President has frequently made ad hoc designations of an A. 1. ]).
senlor officer as his Special Coordinator for the (0, S. responsc
to a particular disaster. Most recently, A.L D.'s Administirator
has been designated by President Ford as the President's Special
Coordinator for Disaster Relief Activities,

During recent months A.1. D, has worked to strengthen its
coordinative capability and to encourage greater world-wide
coordination., The following efforts have received priority
attention:

U. S, Ambassadors have been requested to appoint U.S, Mission
Disaster Relief Officers. With rare exceptions, 1. 8. Missions
in disastcr-prone areas have not had designated individuals with
whem AL D, could communicate with certainty in regard to
either disaster planning or relief matters following a disaster,
Regional mcetings of these Disaster Relief Officers now provide
them basic orientation in their responsibilities and foreign
disaster assistance praclices.

A nced was also identified for a .S, Missinn disaster plan which
interlocxs, with the host government's national disaster plan and
takes iato account the human and material resources located
within the country,  Guidelines for the development of these
plans have been dispatched, and draft plans have been rececived
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and are under review. Also, agreement has been reached with
major U. S, voluntary agencies to coordinate their local disaster
plans with those of the U. S, Mission,

The humanitarian and cost benefits from stockpiling U. S. disaster
relicef supplies abroad have been thoroughly demonstrated in recent
years. Two new stockpiles (in addition to tne initial stockpile in
Panama) have been established, one in Italy and one on Guam.
Agreement lias now been reached with the Government of Singapore

to locaie an additional stockpile there to meet the needs of highly
disaster-prone areas in Southeast Asia and in the Indian Sub-continent

During the vecent Honduran hurricane disaster, A.I. D, implemented
a new national system for chanineling spontancous U, S. public
responsce to foreign disasters, and turning it to {¢ maximum good.
The Governor's Office of ecach of the 48 Continental Sta*es was as ted
to establish a State Honduran Relief Supply Coordinator., These
state Coordinators in turn contacted all municipa’itics and other
Jurisdictions and provided State-level guidance to coordinate and
channcl public reaction to the Honduran disaster. Thisg system will
be used in future disasters lo avoid past situations which were
somctimes characterized by a massive voluntary but unstructured
collection and delayed movement of thousands of tons of privately
donated relicef supplies,

AL L. D, has also taken steps to provide technical assistance to
other governments to help them develop and improve their national
disaster capabilities,  Such assistance in disaster preparedness
generally takes two forms -- direct in-country consultation and
annual seminars in the United States. The seminars train national
officials from disasicer-prone countries in disaster relief techiques,
A.L.D. alse consulls and cooperates with international and multi -
lateral orpanizations.

Inanothier area of international coordination, A.I.D. and the
Repartmoent of State formulated 4 resolution for United Nationg
Gencr il Asserbly consideration which will significantly strengthen
the courdinaiive capabilities of the Office of the United Nations
Disustioe Lolier Coordinator (UNDRO). The resolution, which
dativacted 20 co-gponsors, was, passod by acclamation., I provides
additions <tafl and funds for the UNDRO and establishes as its
numies one priority the creation of an anformation exchange system
betwo o maes donoi aations «nt organizations,  Thig expanded
informat;on wiohange will minivdze the waste caused by over-
escton i Jdunlication which hus frequently characterized magor
International disasier reis «i efforts.

~
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Reorganization of Sahel Effort

Washingtion and field organizations responsible for A, J, D,
programs in the Sahel have boen rcorganized and strengthened

to speed response 1o droucsht emer ency needs and to increase
5] droug A

capacity for planning longer-term assistance efforts,

The appalling human tragedy caused by the prolonged drought in
the Sub-Suhara Sahel region triggered a mas._ive response by
A.1.D. and other national and international assistance agencies.
The Agency's initial concern was to rush quantities of food to
alleviate the most severe famine conditions, As the scope of the
human ond economie dislocation became increasingly apparent,
A L D, restructured its organization and processes to participate
more cffectively in igmg-range assistance to the affected peoples

and in the restoration of the Sahelian economies,

Drought tmergency and recovery activities and related mediun -
term programs in the Sahel are primarily national in scope and
arc administered by the individual Sahelian countries rather than
by regional organizations., Therefore, A1 D. has established
bilateral country development offices in tour Sahel countries --
Chad, Maii, Manritania, and Upper Volta.,  [Zach office has been
staffed with 2 small cadre of drought tmergency and program
managcment officers,

To further support the front-line bilateral cffort, A.1.D. has
also assigned additional Food for Peace Officers and Logistics
Officers o koy port cities in West Africa, ‘They are responsible
for coordinating with A, L D. offj ces in Washington, Port
Commiitees of donoy represceutatives, and the affected host
governrunis fo assure that »1] U, S, -financed commodities move
rapidly thiough coastal ports to inland destinations.

In addition, Conirollers have been assigned to three regional
offices, and specific obligatimal wothorities and accountability
unctions have hooes delegated to the field, This on-site financial
Service provides sreaier control and more timely support to
Hrgeni programs than we - possible when these functions were
performed in washineton,

nsarmmas v, e Agency Las tinreaced ite staff overscas in
suppurt ¢f the Sl cflort by 16 oflicers sinee June, 1974,
Wite a overall incvease of 5 plaaned for June, 1975,
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Special mechanismes have also been established in Washington
to assure prompt response to both short and long-term pro-
grams. The Africa Bureau hag set up an Emergency Office to
control the flood of communications for drought relief decisions,
and to coordinate the Agencey's focus on tmergency assistance,

IFrrther, AL D, has established a Standing Committee on
Transport for the Sahel -- representing action offices in Al L D,
and the €. S, Department of Agriculture -- to coordinate and
expedile food commodity deliveries from the U, S. and minimize
port congestion bottlenecls in West Africa.

To speed up the impact of AL I, D, assistance for recovery and
rchabilitation, special procedures have been put into effect
including exparnded local procurement and field office approval
of program activities, Review of shipping and other procedures
Is continuing in order to identify further possibilities for speed-
ing up A, LD, 's reaction time,

Women in Development

A new Policy Determination provides guidance to the Agency's
Washington and field staff on A, . D. 's responsibilities for the
integration of wonien in tilc development process,

A Coordinator for Women in Development, reporting dircetly
to the Administrator, has boen designated to coordinate A, 1. D.
action Lo carry out this now policy,

Section 1173 of the Foreign Asistance Act of 1973, known 18 the
"Percy Amendment”, requires that 1, S, bilateral development
assistance programs "he administered =0 as {o give particular
attention to those Programs. projects and activities which tend

Lo intco ate wornen inte (b aotional economies of foreign countries,
thusg Improving eiv status add assisting the total development
effort, "

An Apency Working Commitice was cstablished to formulate a
coraprebensive Plan of Aciion to implement the concepts of the
"Perey Amendssent., An Ageney Policy Determination --
developed by the Working Commitice -- dircets A. L. D. head-
quarters and field organizations to institutionalize a conrscious
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concern for woemen in development throughout the Agency's
programming processes from concept and design through
review, implementation, and final evaluation., Each develop-
ment asgsistance plan, sector analysis and assessment,
preliminary and final project paper and field submission

must contain a clear statement of how women in the developing
country will be involved in the development process being
analyzed and how the plan or proposzl will use the capacities
of women in the host country or benefit them. In the approval
of plans and projects, strong preferer:e will be given to those
which provide for effective utilization of women.

All A. L. D. grantces, contractors and other intermediary groups
will be required to apply the Percy Amendment concepts in
carrying out A. I, D, -financed activities. Other donors --
international, bilateral and private -- are being encouraged to
give attention to the role of women in development.

Geographic burcaus and field Missions have been directed to
encourage and assist developing countries and international
organizations in collecting information which may be used to
illuminate the role, status, and contributions of women in
devcloping countries. Moreover, on request of developing
countries, A.I D. will help establish women's commissions,
burcaus, and non-governmental organizations in the host
countrics and » acovrage their work as it velates to legal,
economic, and social development activities which prormote
the integration of women in develo, ment.

A Coordinator for Women in Development, reporting directly

to the Administrator, has been designated to provide leadership
for A. 1. D. actions to carry out this new policy. The Coordi-
nator's responsibilities include encouraging and coordinating
such activitics as: the Agency's efforts to incorporate Percy
Amendment concerns in the implementation of new Congressional
cemphasis areng; the application of a multi-disciplinary approach
to improving tiie lives of women; and the review of programs
involving assistance to ed'cational activities. 1n addition, the
Coordinator is responsible for carrying out such activities ag
the disscmnination of inforimation about cifective programs, the
develo,.ment of analytical capacity to review programs, liaison
with U, S, women's organizations, and the design of reporting,
mounitoring, and publication requirements.
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Private and Voluntary Organizations

An $11 million set-aside grant was established to support
development assistance activities undertaken by private
and voluntary organizations.

A.1.D. and the Advisory Committee on Voluntary Foreign
Aid jointly sponsored in April, 1974 a Development
Assistance Policy Conference attended by representatives
of 150 private and voluntary organizations. Subsequent
workshops have dealt with grant administration and pro-
gram development.

In recognition of the significant contribution made by private and
voluntary organizations (PVOs) in the development and humani-
tarian assistance fields in the past, Congress underscored its
concern that A, L. D. expand the role for these organizations in
the revitalized international devclopment effort. To this end the
Foreign Assistance Act of 1973 stated that the U. S, development
efforts should be carricd out to the "maximum extent possible
through the private scctor." Emphasis was placed particularly
on voluntary agencies, including cooperatives and credit unions.
In responsc to this Congressional mandate A. I D. undertook a
number of actions to increase its support for PVOs.

As a first step, in April A.1.D. sponsored a major policy
conference with representatives of 150 private and voluntary
organizations. At this meeting it was announced that the A. L. D.
Administrator had approved a ''set-aside' of $11 million to be
used to support development assistance activities undertaken by
private and voluntary organizations. In addition to financing
activities in the less developed countries it was announced that
grants would also be made to eligible private and voluntary
organizations lo strengthen their capacities to plar, design,
manage and evaluate development programs and projects.

To dat, nearly 100 applications have been received from various
private and voluntary organizaiions for support under both of
these programs. An example of such support was the award of
the first of such grants to Africare, a private American organiza-
tion waich will work with the poorest people in the Sahel region of
Africa to help them increase their agricultural production and
undertake related rural development activities.
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The April meeting also provided an opportunity to obtain inputs
from PVOs on A.1.D. 's guidelines for use of the set-aside.
Completed in August, these guidelines have been sent to interested
PVOs and all A.1.D. Missions. In October A.1.D. sponsored a
program workshop to assiat the PVOs in understanding A, L. D, 's
procedures for handling applications and for the review and
administration of the new development assistance grants to PVOs.,

More recently, in cooperation with the Overseas Development
Council (ODC), A.I.D. has financed a series of workshops with
PVOs to explore the broad question of rural development, the
problems in that area and the diverse experiences and insights
of both A.I.D. and the PVOs. Such workshops will make it
possibie for A.1,D. and PVOs to expand their understanding

of each other's efforts in reaching the poorest majority, the
nature of the task, and the solutions which appear most
applicable.

Fertilizer Procurement and Research

A.I.D. has undertaken major steps to address the problems
arising from the scarcity and high cost of fertilizers through
revised procurement procedures and assistance to a new
International Fertilizer Development Center.

Following the poor world food grain crop of 1972, the world
stockpile of fertilizer began o rapidly dwindle as nations around
the globe attempted to maximize agricultural production by
Increasing fertilizer use. In the spring of 1973, farmers began
to feel the pinch when their normal suppliers' stocks were not
adequate to meet their demands. By the spring of 1974, a
critical worldwide fertilizer shortage existed,

The Agency, faced with the double-edged problem of assisting
poorer nations in maximizing agricultural production through
continued use of fertilizer, and, at the same time, minimizing
the effect Jf AT, D. -financed fertilizer on domestic availabilities,
initiated a number of changes in the established procurement
nolicy.

A. L. D.'s traditicnal policy of financing feriilizer only from the
U.S. or developing countries was expandad to include all free
world countries, A1) recipient couniries were notified that

A.L D. would finance only tiat fertilizer shipped from the U.S.
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during the off-season and would not finance fertilizer shipped
during the February-May period when U. S. farmers use
approximately 70 percent of their annual requirements,

A.L.D. also assumed a somewhat more direct role in the pro-
curcment process. During the summer of 1974, A.L.D.
published two consolidated invitations for bid for fertilizer on
behalf of the recipient countries. Responsive offers made by
international suppliers were evaluated by A.I1.D., and those
offers acceptable for financing were allocated to the various
recipients on a pro rata basis. This procedure proved to be
effective in reducing competition among recipients for the
limited quantities of fertilizer available.

A.L D. continues to work closely with the principal fertilizer

suppliers and as quantities of material become available, A.I. D

assists in getting the buyer and the seller together. Through
this assistance, A.I.D. has helped to locate and finance over
70 percent of the quantity requested by the recipients while
reducing the drain on dornestic stocks to less than half of one
percent of U.S. supplies.

FFurthermore, in recognition of the need for a more concerted
international effort in research on new and more efficient
fertilizers appropriate for the conditions in the developing
countries, A.I, D. is assisting in the establishment of an
International Fertilizer Development Center at TVA, Mnscle
Shoals, Alabama. A Board of Directors and a Managing
Director have been appointed. A.1.D. and the Canadian
International Development and Research Centre are providing
initial funding.

-13 -
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11,

ACCELERATED PROGRAM EXECUTION

Improvement and Acceleration of Mission Program Submissions

Significant progress has been achieved in accelerating the
preparation, review and approval of Agency rmulti-year
country assistance strategies.

Beginning 1n 'Y 1973 A. 1. D. instituted a new system of field
submissions called Development Assistance Programs (DAPs).
This recent decision to move away from annual program memo-
randa or country field submissions towards multi-year strategy
statements based on in-depth sector studies grew out of the
1972 A. L. D. reform plan, This plan stressed the importance
of concentrating A. I, D. resources in an integirated approach

to priority developrnent problems within a rnultilateral context
and with a more collaborative assigtance style.

The DAP is intended to be the principal Agency planning/program
document fitting together country and A. I, D. priorities in an
action plan. 1t is to reflect broad agreement between the I,DC

and the field Missions on the areas where A.1, D, is to concentrate
Its attention over the next several years. It is to continue in effect
until such time -- perhaps two to three years -- as revision
becomes necessary,

The DAP was thus decycled from the annual rezource allocation
process. Yet since this is to be the major substantive Agency
look at a country's development programs and A,l.D. activities
in the important sectors, it i3 intended that DAPs be the base
against which annnal rescurce allocations and individual program
and project proposals will be reviewed,

DAPs were to be prepared as soon as possible for all major A, I D.
countries. Given differences in Mission staffing and ability to

mount the necessary analytical efforts, and given AID/Washington's
limitations on numbers of qualified people who could help, not all
recipients were asked to cubmit DAPs at the same time, but it was
anticipated that z}ll would have submitted DA Ps by DecembLer 31, 1974,

In July, 1974, however, the Agency recognized that this major effort
was falling seriously behind schedule and took remedia] steps to
ensure that DAPs would be prepared, reviewed and approved in a
Inore systematic manner against prescribed schedules.
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A schedule was established whi

ch requires that all countries

receiving A.1. D. assistance must submit a DAP or DAP-

substitute by December, 1974.

A central monitoring system

was designed to provide management with a monthly status

report on compliance to the schedule. Specific review and

approval mcchanisms have been created which ensure thorough
analysis and resolutior. of all issues raised in the DAP submissions.

Although not all DAPs have been submitted, significant progress

was achicved in meeting the De

cemoer deadline. Over 50 percent

of the DAPs have been received and nearly a third of these have
already been reviewed and approved. ThLe Agency expects to have
centrally approved program strategies [or the bulk of its field
Missions before the end of FY 1975,

Accelerated Submission, Revie

w and Approval of Proposed

Projects and Synchronization w

ith the Congressional Presentation

The Agency has issued directives which require earlier

development and review of

rojects and other activities,
J

and which permit a more orderly review both in the field

and AID/Washington by removing the end-of-year timing

constraints that have previously existed.

The Agency has achieved a

significantly improved rate of

obligation of available funds.

One reason for generally late commitment of funds in recent fiscal

years has been that most of the

development, review and approval

for ncew activities has taken place during the operational year. In
order to have projects ready for implementation earlier in the
year, the Deputy Administrator has dirccted that all FY 1976
loan and grant proposals be prepared and submitted for con-
sideration by AID/Washington in the development of the annual
Congressional Presentation. This requirement permits these

proposals to be reviewed early

in AID/Washington and permits

subscquent developiment of projects to take place so that a

majority of new activities will be ready for funding in the first

half of FY 1978,

This accelerated programming
submission of more mature nro

process will also assure the
Ject proposals to the Congress,

as well as minimizing prior problems of project "fall out'" and

suhstitution,

At
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In addition, the Agency is attempting to achiee an accelerated
rate of obligation of available funds earlier in the fiscal year
and to avoid the "June rush" that has prevailed in the past.
Accordingly, Missions have been directed to submit FY 1975
loan and grant approval documentation earlier in the fiscal year
than has been previously required.

While the existence of a Continuing Resolution throughout the

first half of FY 1975 has Imposed certain funding restraints, the
Agency has achieved a significantly improved rate of obligation

of available funds. Specifically, 79 percent of all funds available
for oblig»tion were committed by December 31, 1974. In contrast,
last year's rate was only 66 percent by the same date.

The above actions, taken together, encourage earlier development
and review of projects and other activities, which will permit a
more orderly, time-phased review both in the field and AID/
Washington by removing the end-of-year timing constraints that
have previously existed.
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111,

IMPROVED RESOURCES MANAGEMENT

Project Management Improvement

A.1.D. is improving the quality of project managemeni
during the project design, implementation, and evaluation
phases through a series of briefings for all senior A.I. D.
personnel; the issuance of directives to field organizations
on the importance of project design and evaluation as tools
of project management; and seminars and training programs
to upgrade the skills of all A, I, D. personnel concerned with
project management.

A.L D. has been moving increasingly toward a collaborative style
of assistance which emphasizes host country responsibility for the
planning and management of assistance activities. Concurrently
A.L.D. has increasingly relied upon U. S. educational, private
and voluntary institutions - - many of which already have ties in
the developing areas -- to carry out A. I D. -financed projects.

With these changes in operational style and with significantly
fewer direct-kire personnel in the field Missions, A.I.D. is
concerned that its systems arc appropriately restructured to
¢nsure the continued prudent management of U. S. Government
funds,.

Recognizing that a fundamental element of project management

is better project design and evaluation, the Agency instituted a
series of briefings on the subject for all scnior A.I.D. personnel.
The importance of project design and evaluation as tools of project
management has also been stressed to field personnel in a recent
directive, and both seminars and training programs are being
provided to upgrade the skills of all A. L D. personnel concerned
with project management.

Parallel courses focus on the specific skills essential for effective
project management, Already four courses have been held in the
Africa Burecau, attended hy over 100 U, S. and foreign national
employeces.

A.L.D.'s existing corcept of project management, including the
mixes of professional skills and responsihilities involved, is
being reviewed to determine the most effective arrangements
for good management. The necessary degree of flexibility will
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be built-in to accommodate the variations among Missions in
their program activities, on-site personnel skills and host
country capabilities.

The new Agency directives system and the new Agency systems
arising out of the "Planning, Budgeting, Accounting, and Reporting"
Task Forcce effort (discussed elsewhere in the report) are cxpected
to contribute substantially to the strengthening of the project
management function by providing guidance and procedural tools

for efficient and effective field operations.

Improved Standards for the Administration of New Development
Loans

A Policy Determination has been issued which provides for
improved standards in the administration of A.1.D,'s loan
portfolio and establishes a refined Agency-wide loan reporting
system.

One of the principal concerns of A. I. D. management is the proper
administration of resources provided the Agency by the Congress,
Because the bulk of these resources flow to recipient countries
through development loans, it is important that continuous attention
be given to insuring that the lending process, beginning with project
negotiation and ending with final disbursement, is designed to
facilitate the prompt, effective utilization of A, 1. D. funds. Without
constant attention being paid to this objective, both by borrowing
entities as well as by A. 1. D. staff, excessive slippage in project
implementiation results with commensurate unnecessary increases
in the Agency's pipeline., It is important that criteria be established
which will provide a framework for developing project structures
which will reflect this concern to the maximum extent possible.

To this end, a Policy Determination, issued by the Administrator
on July 1, 1974, established improved standards for the administra-
tion of A. 1. D. 's loan portfolio. Revised and tightened Agency-wide
criteria (including time-phased liinitations) were established for
execution of loan agreements, compliance with conditions precedent,
and loan disbursement periods consistent with good management

and fiscal practicec.

In addition, a refined loan reporting system was initiated which
Inore rapidly 1dentifies any loan problems which should be brought
to the attention of the Administrator or the Deputy Administrator
tor timely resolution.
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Reduction of TIndisbursed Balances in A.1.D.'s Loan Portfolio

As a result of a special review initiated by the Deputy
Administrator, the implementation, disburseme:.t, and
where appropriate, the recovery of unused balances of
24Y loans with an undisbursed balance of $876 million are
being accelerated.

A.1.D.'s loan pipeline as of June 30, 1974 amounted to $1,696
million. Undisbursed balances against signed A.I1.D. loan
agreements as of the same date amounted to $1, 329 million.
The Agency is concerned with this large pipeline and has taken
steps to reduce it.

A Committee was cstablished to undertake a full review of all
loans, concentrating on older loans signed prior to July 1, 1971,
Working closely with the responsible geographic bureaus, it has
identified those loans with large undisbursed balances and
determined the necessary actions needed to acceierate loan
activity., A Committee report submitted to the Deputy
Administrator on October 18, 1974, identified 222 loans with

an undisbursed balance of $668 million. These have received
special attention by the responsible geographic bureaus, and
follow-up actions are being taken to speed up implementation

of the loans and disbursement of remaining balances.

An additional 27 loans with an undisbursed balance of $208
million are currently undergoing further special review.
Certain of these loans, where conditions warrant, may be
deobligated. One $10 million loan 'as already heen so
deobligated,

IPixed-Amount Reimbursement

The Ageney has introduced and is encouraging Mission use of
a new fixed-amount reimbursement procedure whereby A, I. D.
reimburses countries only afier satisfactory completion of
projects or major phases of projects,

The concept of fixed-amount reimbursement permits a recipient
country 1o Linplement jointly agreed-upon projects, with A, I, D.
reimbursing the country after satisfactory completion of the
program. The technigue has advantages of forcing good advance
planning, placing the anagemnent and implementation
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responsibilities for development activities dircectly on the
recipient government, limiting A.1.D.'s contribution to a

fixed amount, and assuring the satisfactory completion of a
discrete block of work prior to the expenditure of A. L. D. funds.

All field Missions have been encouraged to consider the concept
as an innovative means of implementation in projects where
appropriate. This procedure is now being used in specific
projects in a number of countries including Korea, Indonesia
and Pakistan.

Existing legislative and policy requirements, particularly those
affecting procurement, are being reviewed to determine if
legislative action should be sought in order to broaden the use
of the fixed-amount reimbursement concept.

Integration of P.I.. 480 Title II with Other A.1.D. Programs

The Agency has issued new program guidance to ensure

that all clements of the system for programming, budgeting,
approving and implementing P. L. 480 Title 1I programs are
integrated into other A. I. D. programs and projects in the
areas of A. 1, D, priority emphasis.

In the past, many P. L. 480 Title II programs and projects have
been designed primarily to achieve individual project goals,
rather than to complement A, 1. D.'s other on-going programs.

To bring a cioser coordination between A, 1. D. goals in
concentration areas and the Title II activities of Voluntary
Agencies, A, I.D. initiated the establishment of a working
group comprised of A, I. D., Voluntary Agency representa-
tives, USDA and OMB to work out possible improvements
in Title II programming and budgeting.

As a result, Voluntary Agency representatives were invited to
participate in the Agency's review of the individual country

Field Budget Submissions for ¥v 1976 to insure better integra-
tion of Voluntary Agency/Title 11 programs into A. [, D. activities
within the concentration areas.,

In addition, new policy and procedural guidance has been sent to
freld Missions tmphasizing the importance of integrating Title II
and I'AA resources at the project level and as complementary
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programs to support the recipient countries' sector objectives.
This restatement of the importance of integroting Title II
resources with other aid tools is in response to the legislative
directive in Section 102 of the FAA of 1973 which states, '"to
the maximum extent practicable, the furnishing of agricultural
commodities, .... shall complement and be coordinated with
assistance provided under ..." Part I of the Act. It is also an
cxpression of Agency management's concern to ulilize all
available resources in the most efficient way possible.
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IV,

MORE EFFECTIVE ORGANIZATION AND PERSONNEL,

MANAGEMENT

Geographic Bureau Realignment

The country composition of A. 1. D. 's geographic bureaus
has been realigned to bring the Agency's organization more
closely into line with that of the Department of State and to
facilitate progress in the evolution of Supporting Assistance
and Indo-China programs toward conventional development
assistance.

Over the past years differences have existed in the country
composition of A.1.D. geographic bureaus vis-a-vis those of
the Department of State., These differences were further
aggravated by the efforts of 1971-1972 to organizationally
centralize and isolate economic supporting assistance efforts
from development assistance, with the eventual goal of trans-
ferring economic supporting assistance programs to the
Department of State. By 1973, however, it had become
apparent that this transfer would not take place.  Aduitionally,
the decreasc in hostilities in parts of Southeast Asia portended
a potential long-range shift in the type of assistance required,
l.e., from economic supporting assistance to development
d3sistance,

The recently completed realignment of A.I.D.'s geographic
burcaus to become more truly geographic will simplify A.I.D. 's
relations with the Department of State Bureaus concerned by
providing clearer lines of contact and liaison. The restructuring
also will facilitate the desired steady progress in the evolution
of Supporting Assistance and Indo-China programs toward con-
ventional development assistance.

Strengthenced A, 1. D. Missions

A.1.D. oversecas organizations have re-examined and revised
their manpower needs to assure that they are adequately
staffed to implement and evaluate results-oriented projects
in the priority sectors as well as to elirainate positions for
activities of lower priority.

The new initiatives and emphases legislated by the Congress in

the Foreign Assistance Act of 1973 confront A,1.D. and particularly

- 29 -



its field Missions with a unique challenge of matching Congressional
intent witn solid performance. The Agency recognized that, in
meeting this challenge, more staff time and effert in some overseas
organirations may be called for. Moreover, attacking the problems
of the neediest may involve different discipiines from those required
by the operations which characterized many A, 1, D. country programs
in the 60's,

The Iront line of the development effort continues to be in the field,
not Washingten,  Forv this reason, A.I.D. has taken steps to assure
that cach field organization is properly staffed, and has available
to it the manpower essential to plan, design, manage, monitor and
cvaluate its program responsibly and clfectively. This is a
managerment prerequisite if the Agency is to achieve the goals set
by the Congress and the Iixecutive Branch,

With these considerations in mind, the Deputy Administrator has
personally solicited the considerod judpiment of selected field
managers as to whether the presently projected staffing levels will

do the job that has to be done, or whether some staff adjustments

are cssential to achie ve quantifiable, demonstrable results and

meet projeet and sector goals in the priority assistance areas,
Responses to this solicitation have been reviewed and appropriate
adjustments initiated in the staffing of A.1. D, overseas organizations.

Reduced limployment Level in Wz.xshjngt_on.

The Apency hus programmed 1 10 percent reduction in its
Washington emplovinent lovel by June 30, 1975.

The Agency has tiken affirmative steps 1o reduce Washington staff
Lo @ level consistent with its responsibilities for maximum efficiency
and cconomy in the conduct of its Business and with Congressional
intent. These actions will also assist in correcting the imbalance
that hes deceloped between field and Washington manpower levels.

Woredues Washington still, senior managers were asked to
rdentily positions involved in thoipr lowest priority activities.
Positions which were vacart have already been abolished, and
encutabered positions in this category are being eliminated as
the Ager oy conducts reductions-in-force already underway,
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Substantially lower Washington employment limitations have been
estabiished for FY 1975. These new employment limitations will
result in an approximate 10 percent reducticn from the June, 1974
level.

Classification Review of all Washington and Overseas Positions

The Agency has conducted a classification review of all
General Schedule positions in Washington and certified the
validity of all Foreign Service positions overseas.,

To insure full compliance with Civil Service and other appropriate
rules, regulations and classification standards, the Agency has
undertaken @ major classification review of all ‘-acant and occupied
Washington General Schedule positions and a series of classifica-~
tion actions, including a certification, on all Foreign Service
pocritions.

In the course of these reviews all position descriptions have been
verified and revised as necessary to insure that each accurately
describes the current work assignment and responsibility of u.e
incumnbent. One result of the General Schedule review will
establish competitive levels which accurately reflect interchange-
ability of Washington General Schedule positions to insure equitable
placement of employees as required by CSC regulations during a
reduction-in-force.

This classification review process -- including response to all
rehuttals, review  of competitive levels, and related classification
actions -- has been completed throughout all the Washington bureaus
and offices and all field organizations,

b‘oroign Service Promotion Freeze

n July, the Agency placed a moratorium on Foreign Service
promotions in order to bring the IPoreign Service persmnel
grade structure more in line with actual reguirements.

Due to the sharp decrease in A.1.D.'s personnel requirements
abroad in recent vears, and the retention and utilization of
Forcign Service Personnel (over and above our IForeign Service
requirements) in Wacshington, the Foreign Service personnel
grade structure has become increasingly out of line. Thus a
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considerable disparity between the personal rank of the Agency's
Foreign Service employees and actual position requirements has
developed.

Congressional committees, the GAO, OMB, Civil Service
Commission and others have expressed concern over this problem.
Clearly both A. 1. D.'s staffing level and grade distribution pattern
are viewed as an index of the Agency_'s_managerial competence

and effectiveness.

Accordingly, the Agency, on July 15, 1974, placed a moratorium
on promotions above FSR-5 and FSS-7. Also, the Agency is
reducing the total number of Foreign Service personnel {discussed
under "Reduction-in-Force' section below). A review will be made
in early 1975 to determine whether other actions underway will
permit at least a partial lifting of the moratorium.

Reduction-in-Torce

A serieg of reductions-in-force is being conducted to reduce
the Washington staff to a level consistent with Agency
requirements.

Agency studies have confirmed that attrition alone will not permit
the Agency to achieve a proper balance of required skills.
Although attrition can accomplish an overall reduction in an
organization, it does not provide the flexibility to control where
the attrition occurs or which skills are affected. Agency reviews
of specific pogition requirements by functional skiils have yielded
detailed data on manpower requirements which are now being
analyzcd for the purpose of matching skills requirements with
existing personnel resources. In skill categnries where the
Agency has more personnel than valid position requivements,
reductions-in-force are being conducted.

The first of a series of reductions-in-force was conducted in July
1974, The Foreign Assistance Act of 1973 mandated that no part
of any appropriation made available to carry out the Act will be
used to conduct police training in a foreign country, Therefore,
all overseas public safety positions covered by the Act were
abolished, resulting in the elimination of 66 filled positions.

£ second reduction-in-force was conducted in November, 1974
‘0 reduce the Agency's Reagsignment Complement. This
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Complement (normally about 50 positions) consists primarily

of Foreign Service personnel awaiting assignment to another
overseas post or 1o a position in Washington. Pending reassign-
ment, these individuals have been detailed both to operational
activities in AID/ Washington offices and to special task forces
on Agency policies, procedures and new program initiatives.

As the reductions overseas accelerated, however, the number of
Foreign Service personnel on the Complement greatly exceeded
requirements for current or projected positions in Washington
and in posts overseas, and increasingly consisted of individuals
with special skills no longer required by the Agency. This
reduction-in-force resulted in the elimination of 41 filled
positions.

These reductions-in-force were preliminary to the major
reduction actions to be taken in calendar year 1975, Because
of the existence of two separate personnel systems (Foreign
Service and Civil Service) two major reductions-in-force will
be necessary -- early February, 1975 for Foreign Service
personnel, and early May, 1975 for Civil Service personnel.
The Civil Service reduction-in-force must be delayed until
May in order that the adverse actions resulting from the
classification survey described above can be implemented.
These actions will be taken during the period January-April,
1975.

All of these actions are painful and traumatic to the Agency.

It is recognized that there will be substantial disruptive effect
to the Agency and in many cases severe personal problems for
the individuals affected in the reductions -in-force either through
relocation, downgrading or separation. The Agency is pursuing
all means available to protect individuals affected and providing
¢xlensive counselling and out-placement services. However,
Agercy management is firm in its conviction that these drastic
steps must be taken to insure that the manpower resources
available to the Agency match the skill requirements needed
under the new Congressional mandates.
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MODERNIZATION OF A,I,D.'S MANAGEMENT SYSTEMS

Qverhaul of Programming Systems

To assure that Agency programs reflect stated priorities

and are proceeding toward -- and achieving -- their objectives,

A.l.D. has undertaken a major review and revision of its
basic systems for program planning, budgeting, implementa-
tion and evaluation.

The Agency's management systems were designed for the
foreign assistance programs of the early 1960's and have not
kept pace with changes in A. 1. D. 's program emphasis and
assistance techniques. In early 1974, a part-time task force --
after a detailed study of the existing systems -- recommended
the conceptual framework for a revised and integrated system
for Planning, Budgeting, Accounting and Reporting (PBAR),
The Administratcr gave general endorsement to the PBAR
Task Force's concepts paper and requested an intensive
effort to develop and elaborate on the approaches proposed,
Accordingly, the Task Force was expanded, a fuli-time
chairman designated, and assumptions and priorities for the
Task Force's work approved.

In October the Task Force recommended more long-term
planning in AID/Washington; simplification of the budgeting
process; a stricter definition of projects; improvements in
project design; and intensive -tudy of the project implementa-
tion process; and a strengthening and expansion of evaluation.
It also proposed strengthening the management information
system by establishing a new project classification system,

a standardized project performance reporting system, a
centralized country program data bank, and a more fully
integrated financial inforination system.

In December, after obtaining comments on the Task Force
report from field Missions and Washington, the bulk of the
Task J'orce's recommendations were approved and responsi-
bility for implementation assigned to specific AID/Washington
offices.
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Operating Expense Concept

The operating expense concept has been refined and applied
to our budgetary requests and internal financial operations
to improve management analysis and control of these costs.

Modern business management systemns have long been concerned
with evaluating the cost of various management functions. To
provide @ more meaningful comprehensive analysis of such costs,
A.L.D. in FY 1973 took initial steps to develop an operating
expense concept which would bring together the Agency's total
costs of operations.

The system was designed to permit improved analysis of the
effectiveness of each major management function and cost
center. It enables Agency managers to analyze costs and
personnel requirements continuously in terms of function or
activity, Costs can be more closely related to the actual
workload borne by each cost center in each functional area,
and deficiencies can be identified more readily.

Under this concept, A.I.D.'s "operating expenses'' cover
considerably more than traditional "overhead" costs, Included
in A.1.D.'s operating expenses are not only the salaries and
Supporting costs of personnel engaged in the basic "overhead"
functions of policy, planning, programming coordination, and
management, but also the costs of activities in direct support
of A.1.D. projects. Such costs include those associated with
contracting, commodity procurement, engineering services,
arranging for participant training, and project development
and management.

The operating expenses concept is structured to delineate eleven
discretc management functions and permit attribution of expenses
against cach regardless of funding source, On a year-to-year
basis, accurute comparisons ot Agency operating expenses for
each management function are now pcssible so that top manage-
maent can better correlate these cxpenditures with program or
geographic areas of greatest emphasis or priority.

Subsequent to its initial deveclopinent, the concept has been further
refined, and comprehensive anaiyses have been made of the Agency's
operating expenses. Such analyses have provided and will continue
Lo provide a valuable tool to management in its continuing effort to
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arrive at more effective resource allocations and to promote cost
efficiencies. We are making use of modern computer techniques to
assist us in these efforts.

Another usetul application of operating expense information has
been made in developing an equitable overhead rate for use in
agreements with other countries under which A, . D. provides
technical assistance and participant training on a reimbursable
basis,

Streamlining Agency Directives

Recodification and simplification of all internal directives

is nearing coinpletion, thus eliminating obsolescent guidance
and updating and restructuring these instructions into a
series of succinct, convenient, and end-user oriented
handbooks.

Through the years, the Agency's directives system had become
increasingly complex, inconvenient to use, and obsolescent.
Recognizing that a patchwork update of existing directives would
not scrve the needs of either management or operating personnel,
Agency management ordered the comp!ete redesign of Agency
directives into a series of topical handbooks, updated to reflect
the many significant changes in policies and procedures.

In addition to consolidating the material for end-user convenience,
the handbooks have been structured to highlight substantive policy
and make it readily available apart from procedural detail,

While this cffort to streamline Agvncy directives was launched
in June, 1972, and much progress was made in designing the
structure of the handbook system as well as drafting some of
the indivvidual volumes, the conversion process was seriously
impeded by conflicting priorities. In July, 1974 the Deputy
Administrator assigned a high priority to cornpletion of the
directives conversion program and rerquired that all handbooks
be drafted and cleared pursuant to prescribed deadlines.

Twenty -eight handbooks either have been issued or are in
final states of editing, printing, and distribution with four
remaining handbooks in various stages of drafting and
clearance,
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Information Management

A new system has been designed to strengthen the review and
approval of Agency publications in order to assure responsive-
ness to current public information needs, as wecll as to assure
consisiency and econorny in the production of Agency publications.

An examination is uncerway to review the feasibility of
Improving Agency library and information retrieval services
to meet more fully the needs of Agency personnel.

Agency Publications

Over the past few years, there has been a significant increase in
the number of Agency publications and in the number of subjects
covered by these publications. While A.I. D. had a Publications
Board to review Agency publications before printing and distribu-
tion, the responsibilities of this Board were limited to the review
of selected publications which met specific criteria. This review
covered such areas as rcadability, essentiality and cost -~ but
only in terms of the individual publication under review.

With increased emphasis on research and innovation and the rising
volume of publications which result from our efforts to apply new
technologies to the problems of developing countries, the need for

an Agency-wide publications policy was recognized -- one concerned
both with the potential overlap of existing publications and with
avoiding significant gaps in the coverage of A.l.D. publications.
Concurrently, the need was identified for a strong and more effective
system to assure review of all aspects of Agency publications.

In recognition of these needs, a task force was established to
develop a more effective publications program. In proposing
a system for centralized review and approval of all Agency
publications, the task force recommended: a s*rengthened
Publications Eoard, comprised of senior level personnel,
responsible for the development and enforcement of an overall
publications policy; and the designation of an Agency unit to
coordinatc all operational aspects of the development and
production of Agency publications. This unit will ensure that
all proposed publications are cvaluated for essentiality in
relationship to previous and current publications, applicability
cf content and format, and cost considerations. Also, this unit
will ensura that all Agency publications are incorporated in the

Agercy's institutional memory.
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Informational Serviess

In addition, informational services have been identificd as a
problem area, and a special task force established to address
certain aspects of the problem, particularly library services
and an improved information retrieval system.

The Agency currently maintains an A. 1. D. Reference Center (ARQC)
which is responsible for establishing and maintaining an Agency
"memory." The ARC's mandate, however, does not extend to the
acquisition of economic development materials published outside
the Agency, such as privately published books and periodicals,
materials frcm other U. S, and international agencies, or docu-
ments relating to the economic assistance programs of other

donor nations.

This new task force is exploring the feasibility of various means

to improve not only the quality but also the quantity of information
and services available and required to meet more fully the needs
of Agency personnel in responding to the new legislative initiatives
and to the growing inter-relationships of the international economic
development community.
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