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Deer Judy,
 

Here is the paper on "Institutional Strengthening of the YMCA
for Development Work" requested at our May 26 meeting. 
 Its essential
 
purpose is 
to help AID and the YMCA in developing a funding relation
ship for future Matching Grants.
 

Looking back at the paper since completing it. I believe it
needs a bit more of the YMCA perspective to make it as mutually helpful
as we wish. 
 In writing it, my old AID instincts returned and my view
of the Agency's position was perhaps clearer 
than my view of the YMCA's
position. 
 I do not suggest rewriting the report, but balancing it with
the thoughts presented here. 
Therefore, I suggest that 
this letter
be made an addendum, or 
better, perhaps, a preamble, to 
the attached
report, and its content be taken into consideration in Matching Grant

negotiations. 
My thoughts are organized under eight points.
 

(1) The entire report i 
written in rhe context of matching

grant relationships. 
We should not 
fail to acknowledge that

this relationship has been difficult for both AID and 
the YMCA.
For reasons that 
some of the following points illustrate, the
 
YM1CA has been unhappy wit-h various matching grant restrictions.
 
As a non-bureaucratic, loosely structured movement, the YMCA

has difficulty assuring compliance with these guidelines and,

if pressed too far to comply, may find that it cannot in good

7aith accept further matching grant funds. 
 This would be an

unfortunate loss both to 
the YMCA and AID, to say nothing of
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the poor whom the YMCA serves.
 

A strong argument exists in this circumstance for
 
development program grants or block grants with fewer
 
restrictions on the use of funds and less stringent
 

reporting and control requirements. Nothing in this
 

report is meant to argue in favor of matching grants or
 
against block grants as 
the appropriate funding mechanism.
 

(2) 
The root problems in the AID/YMCA grantor-grantee
 

relationship are: 
1) the different interpretation of the
 
work "development" and the need for the YMCA to fit AID's
 
definition into its broader objectives; 2) the YMCA bridles
 

under the AID concept of "restricted grant"; 3) the AID
 
audit provision for sub-recipients is generally unacceptable
 

to the YMCA.
 

(3) The YMCA is a non-authoritarian, world-wide movemcnt
 
held together by a fellowship bond. 
 Each unit is autonomous
 
and organizational forms differ. 
 There are sometimes very
 
strained relationships between Orient and Occident, North
 
and South, developed and less developed countries, just as
 
there are in the larger world of international relations.
 
The US YMCA ID has 
to be most circumspect not to appear to
 
be Yankee meddlers in the internal affairs of foreign YMCAs,
 
and AID should do all it can, within its legal and policy
 
constraints, to relax the 
terms of grant agreements so as not
 
to put the US YMCA into an 
awkward position in this regard.
 

(4) As 
a corollary to the above point, reference is made to
 
specific suggestions in the attached report that pertain to
 
the structure and management of the development efforts of
 
recipient YMCAs and 
area offices. They are urged to hire
 
development secrecaries conforming to job descriptions pre
pared by the ID, for example. 
 And they also are urged to
 
establish information centers with specified functions. 
 It
 
must be kept in mind that these are internal affairs of the
 
recipient YMCAs and The ID's influence in them must be subtle.
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(5) The YMCA might reasonably hesitate co build a separate
 
or out-growth super-structure of develinpment directors,
 

training programs and information cencers that would strengthen 
it for development work, but, in the event of support with

drawal, might become a financial burden it could not carry.
 

This implies either working more fully within the present
 
structure, or generating increased internal and alternate
 

sources for development support.
 

(6) 
It should be made clear that the recommendations of this
 
report pertain only to the 
use of Matching Grant funds, whether
 
from AID or 
the YMCA match, and not 
to the quite substantial
 
development funds coming to 
the ID from other internal and
 

external sources.
 

(7) The issue of AID's right to audit sub-recipient grants
 
has not really progressed much from where it was a year ago.
 
It is becoming a cause within the YMCA and could lead to a
 

breakdown of the funding relationship.
 

(8) Throughout the report, the word 

a very permanent, community-based
 

"project" might better be 
read as "program", connoting continuing, broad and long-lived 
efforts. The YMCA, as 

institution, is program oriented and prefers to engage in
 
fundamental social action, rather than one-shot activities.
 

Sincerely,
 

Maurice Kilbridge
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Institutional Strengthening of YMCAthc for 

Development Work 

Suggested Guiding Principles
 

To strengthen the YMCA international movement for the
 

more effective conduct of development activities it 
is sug

gested that the U.S. Agency for International Development (AID)
 

and the International Division of the U.S. YMCA (ID) be guided
 

in their grantor-grantee relationship by three principles. 
 The
 

first is to 
agree on a definition of "development", the second
 

is 
to recognize the realities of the YMCA world-wide organization,
 

and the third is to respond to 
the nccd for increased profes

sionalism in development work in the YMCA.
 

Definition of "Development"
 

The YMCA definition of "development" is not the as
same 


that of AID. There are differences 
on two levels. The more
 

general use of the 
term development in the YMCA means 
internal
 

institutional growth, or expansion of the movement 
- increase
 

in the number of YMCA units, in their budgets, programs, par

ticipants and members. 
 Since it is usually argued that expand

ing and strengthening the YMCA movement itself in developing
 

countries must precede increased involvement of indigenous YMCA's
 

in 
social and economic development programs, some of the DPG and
 

MG funds have been used in support of executives engaged in
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development work of this broad definition. 
 At another level,
 
a second YMCA definition of development means 
"human develop
ment" in the fullest sense, both social and personal. This
 
definition Feems 
to 
include the AID concept of equitable social
 
and economic growth to 
improve the living conditions of poor
 
people, but goes beyond it to 
include the concept of balanced
 
individual growth 
- physical, mental and moral. 
 Society is
 
afterall the 
sum of its individuals. 
 Under this definition of
 
development athletic facilities can hardly be excluded (although
 
none have been funded under the DPG or MG).
 

The merits of pursuing development under these various
 
definitions is not at 
issue, but it is essential that there be
 
agreement between AID and ID on 
a precise definition if we are
 
to know how institutional strengthenin'v of the YMCA is 
to be man
zig ed for that purpose. The goal of the matching grant, as 
stated in 
the original contracting letter 
is "to improve the
 
quality of life of poor people in Asian, 
Latin American and
 
African LDCs". This is in itself quite close to the AID defi
nition of development, lending strength to the position that 
this narrower definition is more functionally useful in the 
grantor-grantee relationship than 
the broader ones of the YMCA,
 

and probably closer to the grantor's intention. 

The implication of applying the above definition is 
that
 
the YMCA is 
to emphasize strengthening those parts of its
 
institution that relate directly to external development efforts,
 
such as 
hiring development officers and the development training
 
of staff, rather than supporting area offices or 
general program
 

efforts.
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Realities of the YMCA World-Wide Organization
 

The YMCA might be called a 
"bottom-up" organization.
 

Its strength lies 
in its national movements, and within these
 

in 
the greater metropolitan groups such 
as 
New York, Chicago,
 

London, and Tokyo. 
 These movements generally pre-date the
 

area offices and even 
the World Alliance. Historically and
 

currently the flow of strength, responsibility and authority
 

is from the national level upwards. 
 The area offices and the
 

World Alliance are 
creatures of the national movements having
 

only those powers delegated to 
them by their national members.
 

Functionally they 
are 
small parts of the worldwide organization
 

and yet they have achieved some measure of political power as
 

representing area interests.
 

The implication of applying this organizational concept
 
in the AID/ID relationship is 
that funding shoul6 not 
flow
 

counter to 
the flow of power in the 
institution. Specifically,
 

funds should not be granted to area offices 
to be allocated in 

turn to national movements or projects, or to the World Alliance
 

to be allocated to 
area offices.
 

Increasing Professionalism
 

Social 
and economic development of the kind supported by
 

the matching grant, and on the 
scale now undertaken, is 
a
 

relatively new activity for the YMCA, requiring in its 
manage

ment different skills and knowledge from the 
traditional YMCA
 

programs. 
 The time has come to increase the degree of profes

sionalism in 
the conduct of YMCA development work.
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The volume of development activities in the YMCA has
 
outgrown the competence of many of the development personnel.
 
The gifted amateur will soon have to be replaced or trained
 
to become a development professional; 
 not every YMCA secretary
 
is qualified to conceive and manage development programs.
 
Specific education is needed at all 
levels. Training and
 
education for development are prerequisite and key 
to increased
 
institutional capacity for development work. Specialized 
technical skills, financial and operational development manage
ment skills, and a more comprehensive p,:ogram of education for
 
development are 
required to meet the 
current and growing YMCA
 

demand for these skills.
 

The practical implications of recognizing this need are 
improved training programs for YMCA executives working in
 
developing countries 
 and the hiring of a limited number of
 
executives and technical advisors with 
 records of achievement
 

in development work.
 

Strengthening the Organization
 

With the above points in mind we can examine how best to 
achieve one of the main purposes of the matching grant: 
 to
 
increase the capacity and competence of Uhe wrldw,7ide YMCA to 
take on social and economic dcve]opmont work in the less 
developed countries of Asia, Africa and Latin America. Con
sistent with the above discussion of the realities of the YMCA 
organization, we will start where most of the action is, namely, 
at the local and national levels, and continue to broaden our 
scope to 
the area offices and the World Alliance.
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Local and National YMCAs
 

Three basic ingredients are required to strengthen
 
the national YMCAs for development work: 
 qualified personnel,
 

continuous training, and timely information.
 

The single greatest need is for qualified development
 
secretaries at the national level. 
 These persons are central
 

to the development effort and must give leadership to 
it
 
throughout the country. 
 Experience in community development
 
work and an educational or 
formal training background in social
 

and economic development at the college level should be
 

minimum requirements for the position. 
Lacking these pre
requisites, only a very exceptional and dedicated person can
 

fulfill the opportunities of the position, and, if it is nec
essary to hire such a person, he 
or she should receive training
 
before assuming the responsibilities of development secretary.
 

The development secretary's job description should in
clude no non-development activities and should spell 
out as
 
clearly as possible the development role, including: 
 training
 
local secretaries, development personnel and volunteers in
 
development work; 
 organizing and using lay committees for
 
development policy, planning and financing; formulating a
 
national YMCA development plan; stimulating, and in 
some cases
 
managing, individual development rrojects; seeking program and 
project funding, including proposal writing; establishing and 
maintaining a national development accounting and reporting 

system. 
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The role described above obviously is not to be filled 
by a high school graduate, or a tacit-luster YMCA secretary 
shifted to the position as a matt..,r of convenience, or a per
son with no ievelopment background. 
 It pr, bably would be
 
better in most 
cases 
to leave the position unfilled and 
let
 
the city and local YMCAs go their own development ways,
 
rather than appoint 
 a grossly unqualified national development 

secretary.
 

In the 
larger national movements having sizeable
 
regional, urban or local branches (India, for example) it
 
will be necessary to appoint 
 development secletarios at these 
levels. Teir qualifications and Function:; -re r0uy,hl LhO7 
same as those of the national secr.tary, but smew},. scat,',d 

down. 

Next to hiring qualified development personnel, there 
is an urgent need for continuing professional training at the 
national and local levels o,,. the practic.il aspects of deve].op
ment work. If the YMCA is not to grow a sep.,rate development
 
wing, having 
 only a staff relatinnship to the parent organi
zation, and with its 
own 
reporting channels and promotional
 
ladder, an organizational evolution 
 that most persons familiar
 
with the YMCA movement would reject as inappropriate, then 
it must rely heavily on the t.raining of YMCA e:xecutives already 
in the organization to take on development work. T'1'.is doe. 
not imply thaL professio:al. dovel opmCetr: pertonn.1 hi,-ed from 
outside for that funct:ion onily are nct- reqniaredi in t1, o(rgani
zation, but that sut'h persons wi I ,, in tlv mizn-,t,.,. 

http:deve].op
http:practic.il
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YMCA development training programs to date mostly have
 

been general and motivational rather than specific, technical
 

or case-oriented, how-to-do-it, workshops. 
 They are fine as
 

far as they have gone, but the time has come for more specific
 

help. The short-term workshops or weekend seminar approach 

to development training is simply no longer adequate to pro

vide the development theory and conceptual base, the specialized 

technical skills financialor and operational management skills 

needed for YMCA development programs which continue increasing 

in scope, number and complexity. By now there are many case 

histories of successful YMCA development programs that could
 

be drawn upon for teaching materials. More comprehensive
 

education for development could be organized with careful
 

selection and design of curricula and with a clear and relevant
 

application to current YMCA field work.
 

The third essential for the growth of institutional
 

capability at the national level, after personnel and training,
 

is the need for an information and communications center (or 

perhaps centers, for example, in India). Although this is 

basically a small development library, it is more than that. 

The core of the development information center would be perhaps 

about a hundred volumes on: community development, ru:al 

development, appropriate technologies, cooperatives, and so 

forth, plus the short "how-to-do-it" publications from the YMCA 

itself, other PVOs, the UN, the Center for Research in Appropri

ate Technologies, and dozens of similar organizations. These 

would be supplemented by country-specific demographic, economic, 

and geographical indexes, atlases and handbooks. The center
 

also would subscribe to perhaps a dozen current development periodic,
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Each center would assume responsibility for being the
 
locus of information about current and past YMCA development
 
activities in the nation. 
Here would be copies of all YMCA
 
program and project proposals and reports and project photo
graphs and slides..
 

In addition, the center would serve as 
a training
 
materials center. 
 Projectors, films, slides, and other
 
visual aids could be kept there, along with a duplicating
 
machine and an inventory ef training literature. The center 
also would be the natural place from vhich a national
 
development newsletter 
 could be issued and other public
 
relations 
 activities could be launched. 

Such development information centers would add a sense 
of professionalism, substance and continuity to the development 
effort and provide a visual reminder of the YMCA's commitment 
to development work. 
 The library could broaden the horizons
 
of junior executives and inform lay comnittees of development
 

opportunities 
 and methods. 

U.S. International Division
 

The U.S. International Division (ID) is the key to the 
successful 
use of ATD matching grant funds. 
 IL is a lean and
 
competent management unit, 
 well administered and staffed with 
dedicated professionals. Despite the politic:l and in. titutional 
undesirability of the US YMCA becoming involved in tlhe internal 
affairs of other YMCA national and area movements, the ID 
cannot escape doing forso, it must assume responsibility for 
the effective use of the grantor's funds. Since matching grant 
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funds flow out to the worldwide movement through the ID, it 

must be properly staffed to evaluate proposals for both in

stitutional and program funding and for monitoring and re., 

porting on the use of these funds. Consistent with our
 

principle of recognizing the reality of the YMCA's organiza

tional strengths, funds intended for national YMCA use would
 

go directly to the national level, 
and not be funneled through
 

an area office. This implies that the 
ID must have direct
 

contact with funded national and local movements through
 

liaison representatives.
 

These liaison representatives would not be assigned to
 

an area office but would represent the ID directly to funded 

national movements of a region. The regions of assignment 

need not match geographically the domains of the area offices; 

in fact, it would ease matters politically if they did not. 

Since the area offices generally have not welcomed a U.S. 

presence, there is no need to impose one; the regional ID
 

representative can be headquartered in another country.
 

The number of ID liaison representatives required will
 

depend on the volume of future project funding, which depends
 

largely on the size and nature of future matching grants by
 

AID and other grantors, and on other development funds avail

able to the ID. If substantial project funds were available,
 

and more or less equally distributed geographically, three
 

representatives would be rU,uired for the following regions:
 

Latin America and the Caribbean; Asia, Oceania and South East
 

Asia; and Africa and the Middle East.
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It may be necessary also to 
strengthen the Chicago
 
office of the ID with the 
appointment of another development
 

officer, especially if future matching grants contain sub

stantial project funds.
 

Area Offices
 

Each area office should have a development secretary 
whose responsibility is development, and development orny, 
and by the definition of social and economic development
 

given at the beginning of this paper. 
 The area secretary
 

reports, of course, to the chief executive officer of the 
area office and has four essential responsibilities: develop

ment training, technical assistance in project development and
 

management, funding assistance, and 

development 

nssistance in financial 
planning for ccvelopment. He or she is responsible for 
f,.stering development activities in the area regardless of 
funding source. Needless to say, area development secretaries 
must have a ba'ckground and good track record in 

Each area office should hive a developrment information 

center similar to that recommended above for national offices. 
Here YMCA development program activities for the area would 
be uocumented and from h,-re the national movements would be 
kept informed of the programs of other nations. This also 

would be 
the center for development training materials and
 

equipment.
 



The World Alliance
 

Since the consultant did not visit tile World Alliance
 
specifically for the purpose of this 
evaluation (although he
 
visited the Alliance on a previous occasion) the suggestions
 

of this part should be taken tentatively.
 

Again, the essential need is 
for a qualified professiona
 

development secretary. 
This person's essential functions 
are
 
not 
training or technical assistance, which should take place
 

at the 
area and national levels, but policy guidance, infor

mation and funding assistance.
 

The Nottingham and Kampala statements provide a very
 
broad declaration of intention regarding development programs,
 

but they do not contain the principles or rationale to support
 

a structured theory of action. 
 What, really, is the meaning
 

of development in the 
 YMCA? How does "human ,evelopment" 

relate to social development, and At
to political action? 


the national level one can 
infer, from observing the programs
 

launched, a set of underlying principles in operation which
 

would include the concepts of: self-help, eventual self

support, community representation and participation, repli

cability, starting small, people orientation, broad-based and
 
comprehensive in scope 
-
 "the whole person" and tile entire
 
village - consistency with national development plans and
 

objectives, and 
so forth. Mhe 
concept of urban-rural inte
gration for development, as 
used in the YMCA, requires further
 

delineation. 
 Does this mean rural and urban exchanges, rural

urban linkages, urban 
to rural extension, all of the above?
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Should not these and otLher YMCA ideais be pulled togetther into 
a structured theory, illustrated and explained? The World 
Alliance could provide leadership in meet.ing this 
important
 

chai,, ge. 

Better communications are 
essential both within the
 
movement and with the outside world. 
 Even within a country
 
it is not uncommon for one major YMCA not to know what the
 
other YMCAs are doing. 
 Improvement in communication facili
ties is particularly needed at 
the World Alliance level.
 
Upgrading the quality and distribution of a regular medium to 
inform the movement of ownits developmenit activities and
 
promote feedback would 
 be itseful. Ot ,..r Form of momuication also -eed further study (for exampl , tele

vision, and forth).so alt, Y: CA .0hou ad betLc'r Lnrf3,
 
itself and the 
world of i.ts devel1opn,,i chie x _rmeits. 

The third major lunctLon (,F 
Lhe WoL-.d ,Ii-i ct devalop.

ment secretary is helping the nationTi YMCAs to place pro
posals for 
funding, especially with European ;ouc'ces ad
 
international 
agencies headquartered in Europe.
 

Future Fundinp 

Tn this section we suggest how the Agency for International 
Development might best direct its future matching grant funding
 
to achieve the YMCA organizational strengthening 
 dis cussed above. 
These thoughts 
are directed generally to the desifrn of a second 
matching grant, but particular points will apply.7 also to the third 
year of the 
 Al Lh tughpresent grant:. it: 1'ouldl b( di fficI1.i- -:I t Iis 
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stage of the game for the YMCA to ,J. ter );isi c:i,[ .its i;)!filed 

allocation of development funds t- ne v...- h.,l.2langeq 

of emphasis are possible, and ceriri]v ivro-r t reportm gp 

by those whose salaries are funded by the matching gr.,nt can be 

insisted upon.
 

General Considerations
 

We may assume 
that the goal of the next matching grant
 

will continue to be "to improve the quality of life of poor
 

people in Asian, Africian and Latin American LDCs" 
and that
 

the 'YMCAwill again propose both institutional and project
 

support. 
 It has been made clear by AID that the Agency intends
 

future matching grant funding to be used supportin of institu

tional streni;thening directly related to development capability, 

and further, that, generally speaking, matchitig oft1he funlds 

The YMCA also are to 'e used for thi, lurpose, alt ougtl borde".1ine 

or certaiin peculiar expenditures ni.v be TadIe from t:li,. YMCA r!atcnhirg 

funds that would be disallowed from tCo AID ,; . Lor-. t1i i sUr!er 
rubric the YM1CA will be more con; tra i ncd in, t IekIw:{ 

matching grant funds, but not painfully so; the opportunities 

for such direct institutional support, no doubt-, will continue 

to exceed the 
funds available.
 

Consistent with the earlier discussion of the structure
 

of the YMCA worldwide organization, it is s,';gested as a second
 

point that matching grant institutional funds be allocated
 

directly to their level 
of use within the organization. That
 

is, there should be no trickle-down or sub-allocation financing.
 

Support for natiennl development personnel should be allocated 

directly by the U.S. International Uvision tiheto nditional. 
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offices and not to area offices fur d str !!fition. SupIport: for 
area development secretaries should be diroctly from ID to the 
rrea office. And so forth. 

A third point, much like the scccid, derives from les
sons learned from administration of the present watchinp, grant 
and pertains to the allocation and use of project funds. Such
 
funds should in the future be allocated directly toby the ID 
national projects and not through intervening agencies such as 
the Asia YMCA Development Fund. 
 Furthermore, project funds,
 
other than for training activities, should not, in general, be
 
given to 
area offices 
for their direct use. 
 (Th, LAC "Job
 
Cruation" project is a case in point.) 
 The area offices have 
no business running national devQtopn.Iut projects; their es:,enti 
development functions are training, technical guidance and fundi 

assistance. 

A corollary to this point relaces to the All) audit pr'
vision in the document of understandIng required t-o be ;igned 
by sub-recipients. A provisional re:;olutiun to this impas.se 
appears in the making and, if the resul].tin< proceduro is 
manageable, it will be a happy achievement.. But project work
 
must go forward regardless. 
 There should be more than enough 
project proposal; from national movements willing to sign the 
DOU to 
use all project funds available. 
 The rationale that 
YMCA development efforts must be balanced amonp nn! ions is nut 
compelling. 
 The goal of the matching ,,grant is to elevate the 
living conditions and opportunities of the poor in LDCs, not to 
satisfy an abstract concept of "balance" within the YMCA move

men t. 

http:impas.se


15.
 

Personnel Support
 

'The above points provide a frame of reference for the
 
future 
funding of personnel positions. To narrow the ran'e
 

of interventions and be more 
respOIs i'Ae , ; n ], ,dge 


the matching grant should specify t lIe t. i ,,s
ps I ,r , t, ;: of 

positions, fundablo. 
 At the n.itiun;jL and !n)cjil 'ev(' :;,:he
 
area offices and the 
World Al Iiance the groit need i..; fir
 
qualified 
 development secret-aries for whom development is,
 
generally, an only and 
 full-time assipnment. theIn U.S. 
International Division the first need is for liaison repre
sentatives and another development oexecuLive 
in the Division
 

office. In support of all 
these development positions, funds
 
should be available not only for salaries, but also fur travel,
 

secretarial and related office expenses.
 

.Job descript ions of each position to be ,upported should 
be prepared by tic 11) cooper.-tion ii r"e ipic~ntin ,. [he local.
 
or area ofrice, wd .;hon ,,n 
-1pp )InI 1. nt i.; w-i,] t!,,, .pp,)in.:ee's
 

CfV. shotl(d be :;eiit: 
to tw, T!) for .ompariLsQn %;i h t'lc :!)
 

description. t is not- re(')i1 lended rhat the IT .) l-OV, t-Ne.se
 
appointments, bui tha' i.t 
 he h'I)L inFormed., [nti. ,mad ,irleLs
 
a development secretary 
 is appointed, no development finds, 
other than for direct projt ct suppo-t should be allocated to 

that organizational unit.
 

The above job de ;criptions should be as thorough as 
possible in stating the specific responsibilit-ies of the positions 
and the education and experience required. Performance standards 
should be incorporated to the extent pos;sible. Wh(.re, of neces

sity, 
a position combines development with other re:;pniibil.ities,
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this should be made clear, and tlhe prcenvaLy of tilTu deV) ed 

to non-development work should be statcd. 

Each cxecutive, whether deve IC'iuIe t: ccrecary, L.iaisoni 
representaLive oi . supported in whole rr in part by the 
matching grint should be required to report pcrioic.ally to 

the ID on the use of his or her time and the achievements of 
the period. The reporting format should be drawn by the ID
 

in preparation for the next matching grant and should be 
attached to the job description of each development executive.
 

The reports of national 
and local secretaries should he 

verified by frequent visits of the ID lialson representatives 

rind reports from the ,.rea officeS, World Alliance and liaison 
representatives themselves should he vorified hy t-he ID central 

offic. Where reports and vi its indicate that a dcvelopment 

executive is not performing t:p to job specification", the ID 
shoiild cease funding the position urti1 chant'ca;re r:aIde. NO 

pcsi' ion should be funded u:h-at dos not a! low for this reporting 

and visitation requirmeiL .
 

Program and Pr2ject Reporting 

Project proposals for MG support: should he s ent directly 

to the ID for con-;iderzition wi th rourt(csy copies to the 

relevant area office. Area u Fff.cc approv.nl :i;uulI l( ,In: be re
quired for 1(; project support. A LI p ro'., anm. id (,r jt c t: for 

which matchins, grant funds are A_ c;,t'd V the P)iID 
should be reported toand monit.ored Hv t1c' l?1r wHl-r hey e 

i.'t the local, national, area, or World Alliance 1evel. 'hL 
Intermovement Support and Development A:Osistance tinit (ISDAIJ) 

http:approv.nl
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of the ID has the knowledge and skil I to do this if, as suggested 
above, the staff iq increased by another developmentL executive. 
A start has madebeen with the "Modified Loical Framework"
 

given in the MG Evaluation Report. To this format 
 ';hould be
 
added a riine and rate-of-expenditure 
 frame and a reporting
 

schedule. This management system should be put in 
 place before 

the next matching grant funds are commited. 

In the past few years the ISDAU of the ID has spent con
siderable time in the admiinistration oF Operating Program 

Grants for LDCs made directly to the ID. As develop!pment
 

secretaries join n: and
the tional local iunit:s and become
 

compcLent in project 
 fundimt tnd :llagennt tlhere :,hoilid be 
less need for the ISDAU to he ,1irectly i.nvolved in OPG project 

managemcnt, thus rolca.;ng rime F r-:mt,[chip rgri t. pr,,ject
 

proposal eval iiation 
 and surveil lance. 

Fun-din Amounts and Priorities 

'fiTe questions h:ive been raised as to whether AID funding
 
should 
 continue for insLitutional support of area offices and
 

the World Alliance and what 
 should he the appropriate balance
 
bet 'een institution bui.lding and project funding.
 

It seems to the consultant that the highest priority
 
or institutional funding should at
b)e the national leve. and 

in the U.S. International Division, but that developmcrit sec
retaries ini the area offices are also essential and that they 
and their educational pro 'rams and infor, it:ion centers .,hould 
be funded as a second priority. The World All iince '..'ouid re

ceive third priority in the nllocatioii of in: i:tt u,,l funds. 



Despite the 
great nL',,d 
 I If,,i I oi,, ,,fl., '.r t J n 
the consultant's opin ion that I meit uc;. ,r ho ;i,:1 
matching grant to be alloc-ted aboti- one-l-hi.[rd for r'K;ti tuiona! 
support and two-thirds for projects. "If an rinual grant of $1.5 
million were made, 
for example, one-half million might be de
voted annually to development personnel salaries, development
 

office support nd information centers, 
that is, instit:utional
 

support, and one million might be devoted to 
projects at the
 
national level and training programs conducted by area develop

ment secretaries.
 

Evaluation of Institutioi al Growth
 

The grYowth of c:p.thi lity of the worldwi!.e Y!,CA as a
 
development 
 inst ituti ciirin ',e me,m; red in theroe di,' , n s
 
per:.:onnel in pl ace , 
 pro ran,, and ]C,,. t" 1,:nJL.. , a d f'_i-ds
 

coii-nite(I , Each shotili he 
 nluL;wr.d w -',I eti ,r,. t
 
three levels ,,f orga L ' l ior,'
1 1 and ,'ti...L il
 

office and World. A I i. ance. 
 Ct Tl'To g', I w rowt.h. ,2 ', over
 
the period of t:ho,matchini 
 ,gra t aru invenrt ,-y ';houId be iwade
 
at the start of the poriod 
 and compared with annual evaluations. 

The measure of development personnel should include the 
number and oftypes appointments and the percentage of time 
each per.;ou regularly devote:j development work. measureto The 

should include not: only profe.sstial YMCA personnel, bUL also 
lay leaders an( workers and volunteers. For all 
protessional
 

personnel a time record with 
a log of activiC t and a ,;epjrate 
list of achievements should be reqii red, perhap:; (uartcrly. 
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A second measure of development capability is the volume 

of project activity underwny. The number of drojects and their 

size, measured by their duration, budget and number of bene

ficiaries, are essential indicators.
 

Another growth indicator, which overlaps on both measures 

of personnel and projects, is the total development budget of 

the unit. Finarcial records should be kept in such a form that 

development expenditures can be seen distinct from all others. 

The sources of development funding also .houlid be recorded in 

su-ch a way that their growth over t-ime can be . een. Ain elerment 

in the measure of devolomeuL capa)ility i:; the record of fi.nd 

raising from no i-AID -ind non-','.!ICA source:;, h t:thpubl.ic and pri

va t ,?. 

These three meas ure." - perso,,inel , pro jects; anli budgets 

taken at the beginning of AllD funding ft " (!act) organizational 

unit, and recorded over time, should provide a reasonably good 

indicator of the growth of institutional capability for 

development work. 


