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MICRO-POLICY RELQOM: 

11E ROLE OF PRIVATE VOUNTA Y D --AM T A&EN*IS 

by David C. Korten 1 

Current development thinking stressesof more effective the need for policy reforms supportiveand sustainable outcomes fromment initiative. To date donor agencies have looked 
both central and local develop­

to themselves as the primaryactors 
key to 

in 
the 

the 
outcomes 

promotion 
they 

of 
seek. 

such reforms--assuming financial leverage is theth&,t 

for development oriented 
The idea that there might be a significant role 

policy reform 
private voluntary organizations (FVOs) in advancing theagenda has hardly been considered. This paper arguesan important oversight and suggests how 

that this isPVOs might substantially increasedevelopment impact theirthrough positioning themselves as catalysts in supportthose policy reforms of 
Appendix A suggests 

which deper:d on development of new institutional capacities.guidelines for byuse PVCs in outcarrying strategicassessments of tdeir existing programs. 

Macro- versus Micro-Policy Refam 
The argument for giving greater attention to PVO roles in policybased on a seldom acknowledged distinction between what 

reform is 
we might call macro­policy reform and micro-policy reform. 

Macro-Poligy Reform 

A macro-policl reform is one which can be accomplished through pre-emptivecentral action--the stroke of an authoritative pen--with minimalthe development of requirement fornew institutional capacities as a condition for implementation.Usually it involves a fairly clearly defined andinterests which the 
specific decision. Strong politicaloppose reform may make getting thatdifficult. decision extraordinarilyBut once the decision is formally made by the competent politicalauthority, its implementation

decision to remove 
is a comparatively straightforward process. Thea subsidy from fertilizer imports tends beto ofa decision to move from subsidized to market 

this nature, or 
credit. In the latter 

level interest rates for agriculturalcase the admiristrative mechanisms presumably are in place 

NASPAA Working Paper No. 12, Revised 
Public Affairs and 

August 1986. National Association of Schools ofAdministration, 1120 G. St. N.W., Suite 620, Vashington, D. C. 20005.An excerpt of an earlier version appeared in the United Nations Development Forum, June1986, page 14 under the title "Private Aid Enters Third Phase." The topics covered herewill also be treated in David C. Korten (ed.), Community Management:and Perspectives Asian Experience'West Hartford, Conn: Kumrarian Press, forthcoming in .987);David ' - ten, and inDevelopment as Empowerment: Search for Newa DevelopmentManagement (Boulder, C0ola.: Lynne Rienner Publishers, forthcoming in 198 



Micro-Policy Reform - 2 - The Role of Pvos 

to administer agricultural loans. The primary change will be in the regulationwhich specifies the interest rate beto ":harged.
 

Many policies 

of 

relating to pricing decisions, subsidies, and trade policiesthis nature. Two issues are arenormally prominent: What decisiondesired outcome? And how the 
will obtain thecan necessary political support be mobilized toobtain that decision? 

Micro-Policy Reform
 

In contrast, a micro-policy reform is which
one dependsation on the acomplishment for its implement­of sometimes highly complextioal change3scoimonly and difficult institu­involving the development of significantand norms, and redefinition new capacitiesa of institutional roles. Neededexisting professional reorientation ofand managerial practice may depend on achieving changesdeeply held personal and professional values. 
in 

The introduction of a credit programbefore for small farmers wherenature.existed may be of this Though credit institutions 
none has 

in' place, bemaking their services accessible may already
to small andtions will require capacities Ruite different from 

often remote client popula­
often very 

those involved in reaching larger,more urban, clients--and different values and instinctsthe bank managers. 2 Most complex of All are likely 
on the part of 

reforms calling to be those micro-policysharing power
development of 

for a of between n&tional and local levels, and theself-reliant beneficiary organizations. 3
deciding on the In micro-policy reformwhat is often relatively simple compared to the job of creatingthe institutional conditions the what requires. 

Implications 

The differing nature of

implications. macro- and micro-policy reforms has important
For example, macro-policyformal policy analysis--which 

is the natural and appropriate realm ofoffers
alternative policy 

a means of projecting the consequences ofchoices to determine whichoutcome.4 will produce the most favorableIt is also a natural realm of large donors who usecanial financial resources their substant­to buy the necessary political support.
 

In dealing with macro-policy the presence of
can offer significant a strong authoritarian leaderadvantage. Where such an individual hasproblem clear a'thority,for the donor is to make theit worth his or her while to acceptcosts of the decision. the politicalHere is where the substantial financial leverage of largedonor organizations can be quite useful.
 

Micro-policy 
 is quite a different matter. Here policyrelatively little to say. The the analysts haveday belongs instead whatplanners of the social 
to John Friedmann calls thelearning school--who know something about facilitating theprocesses by wlich complex institutional changes occur.5 
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Performance in the micro-policy arena dependsinitiative on the exercise ofby many individuals. creativeA dictatorial regime--orbureaucracy--is likely a control orientedto stifle such initiative. Consequentlyand the larger both political leadersdonors commonly
of 

find their more obvious sources of torelatively leveragelittle consequence bein achieving micro-policy objects.demand formal compliance, pre-emptive 
While they can

action on their partreal force unless backed carries little or noby persistent action to achievebottom-up processes what must be essentiallyof rebuilding institutional structures and supporting norms. 

The substantial financial resourcesthem at a disadvantage in dealing 
of the large donors may actually placewith such matters.moving divert Demands to keep the moneytheir attention from 

processes the careful coalition buildingthrough ard learningwhich micro-policy reforns are worked through and institu­tionalized. For example: 

The conditions of a major irrigation loan can demand a role for wateruser associations, but unless the capacity
associations already 

to develop and support suchexists there is seldom any action. Faced withcompeting political interests within their own organizations, and havinglittle time thefor details of internal management, evenadministrators the topof the irrigation agency may face similar limitatiions intheir ability to achieve desired changes--Irrespective of the strength oftheir personal commitments. 

Agricultural extension projects can demand that the research extensionsystem be responsive to farmer realities and inputs. But if existingstructures geared to enforcing farmerare compliance with centrallymandated recommendations and there is no tradition of researchersseeking feedback from extension agents, such response is unlikely. 
Community health projects can call for the development of self­austaining, self-financing village health committees to assumeleadership in thelocal health matters. But if the health system is gearedto centrally funded physician care, formally established local committeeswill be sustained only so long as central project funds are available.
 

The list 
 could be extended to include most all people-oriented development
activities. 

Catalyst Organizatlons and Micro-Policy Reform 
Though authoritative support may beachieved through crucial, micro-policy refqrms arethe facilitation of social processproclamation. Organizations more than through legalprepared to take the lead in facilitatingbuilding and institutional learning through 

the coalition 
which these social processesforce and direction can are givenexert an influence far out of proportion to their financialresources or political authority. 
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The Ford Foundation as Catalyst in, Southeast Asia 
An important demcnstration has been providedof the Ford Foundation by the Southeast Asia Officein its support ofirrigation and community based management offorestry resources 6 In Indonesia, theWiile Philippines, andeach country and Thailand.sector effort has its own distinctive features, they all usethe same basic approach.7 

Ford staff begin by identifying those agencies whichprogram environment with regar-d to the 
dominate the policy and 

management of resourceirrigation water or forest lands. 
'he of interest:Then they identify key individualsagencies interested within thesein community based approachesFunds are provided to resource management.to the focal agency

support studies, 
through these concerned individuals tooften carried out by local universities,community's existing which focus on theresource management practices and impact ofprograms theon those practices. As findings agency 

and emerge, workshops arelocal levels which held at nationalat researchers,
interested private 

agency, officials, and representatives ofvoluntary organizations (PVOs)examine the results and theirimplications. 

Out of these events a number ofdemonstrated through individuals are identified who havetheir participation
problem and useful skills needed 

both a serious commitment to theby the enterprise.to These individualsform a working group--chaired are invited 
which assumes the leadership 

by a senior official of the responsible agency-­in analyzing the experienceactions.8 end planning appropriateIn addition to agency
Program Officer, a mature 

staff and the responsible Ford Foundationworking group may include participantsfive research from four orand training institutions, plus one or more PVOs. 

As understanding of the resource managementways problem increasesof dealing with it using community management approaches 
and possible 

or more pilot are identified,one projects are established
learning uider agency auspices to servelaboratories asin the development
may of new approaches. Theseinvolve one more pilot effortsor private voluntary development agenciestraining and supervision of assisting in theagency field staff--plus socialmore in-country scientists from oneinstitutions orwho develop site assessmentimplementation methods andprocesses. documentThe experimental
monitored by the working 

field activities are intensivelygroup, so that Ppproachesimplications may be modified andfor the larger organization assessed. Throughces, and training workshops, conferen­programs, the experience base andengaged in the review the number of personsof these experiences islearning laboratories expanded. Gradually, additionalare established which build from the experience of theearlier efforts.9 

Ford staff, serving as facilitators of theworking group members, process, identify prospectivesupport their involvementthem establish distinctive in relevnnt activities, and helprole! within the working group. At same timeplay a thekey role in agenda seting, they 
group participants. 

and in helping resolve conflicts among workingFlexible funding is provided in thethe sponsoring agency form of small grants tofor related experimental and research activities. Small 
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grants may bealso made to other participating institutions which allow them topursue related initiatives supportive of their own program interests. OccasionallyFord staff develop their own studies illuminating key program and policy issues asinput to groupworking sponsored workshops.lO 

Necessary Capacities 

Relative to 
commitment and 

the need, there are at present all too few organizations with thecapacity to perform this type of catalyst role in support ofmuch needed micro-policy reforms. It requires experienced professionalcombine in-depth country staff whoknowledge, professional credibility,skills. Development and facilitationof these qwiJlifications among expatriate staff depends onstable country assignments in professional roles which themleave relativalyof routine administrative duties freeto concentrate their energies on problem-centeredcollegial interactions with counterparts. The organization must have a capacity toquickly and flexibly fund a range of activities through small andgrants contractsas needs and opportunities arise. 

Donor Constraints. Given the comparative success Fordefforts in Southeast Asia, it 
of Foundationwould seem reasonable to expect thatdonors would seek to numerous otheremulate its approach. There haveof interest in fact been expressionsamong some oonors. The USAID Missions in the Philippines andThailand have made selective attempts at emulation. But the resultsbeen encouraging--due have notlargely to internal constraints on staffing and the applica­tion of funds.1l AID staff are limited to four year assignments in acountry and continuing givencuts in staff and O&E funding forcefocus their those who remain toattention on matters of AID's internal administration--theirlargely consumed by logistical and procedural concerns. 

time 
goes large The bulk of AID fundinginto projects funded through formal government to governmentmechanisms, seriously limiting flexibility and creative initiative. 

In addition to many of these problems, the large development bankshave at best only a token staff 
same 

to keep the money 
presence in country, and face intensive pressuresflowing in large technically designed projects.have little time Their stafffor the thoughtful reflection, intensive interaction with counter­parts, and careful adjustment in response to error and opportunity which are the
heart of effective social learning.
 

Finally there ais fundamental conceptual problem. largeations were founded 
The donor organiz­

to 
on the premise that financial resource transfers are keystimulating development. This the 

the
is purpose to which they are dedicated andto which their structures and operating procedures are geared. Manyare micro-policyinterventions based on a wholly different premise, i.e., that substantialimprovements in development performance can be achieved wJtn the physicalfinancial resources already available by changing the ways 

and 
in which they arecontrolled anJ managed. Organizations which premise their ontransfers are willing to 

existence financial pay lip service to this concept, butlittle willingness--or ability--to act it. suitable 
have demonstrated 

on Mlore are organizations withmodest financial resources which see people as the critical develupment resource. 

http:funds.1l
http:workshops.lO
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PVO Potentials. If the need for institutional catalysts isnecessary to be met, itto look-F-eyond seemsthe traditional developmentto meet its requirements donors. Organizationsare ablemore likely to be found amongdevelopment the thousandsoriented ofprivate voluntary organizations (PVOS)--bothand domestie--working internationalin Third tvorld countries. 1 2 
ations have A number of these organiz­a natural interest in micro-policy reform, viewprimarily a people to people development asprocess, and
faced by 

lack the inherent structural constraintsthe large donors. Yet, though the trends arepotentials of promising, thethe private fullvoluntary development community to-befor self-sustaining a major forcebroadly based development remain only partially realized.have yet recognized Fewtheir own potentials
actors and developed 

to become truly significant developmentthe range of new capacities required to be effective ascatalyst organizations. 13 

Three Generations of Private Volunty Development Action 
Private voluntary and humanitarian development assistancethe relief of Third efforts directed toWorld poverty

yettrs. As 
have undergone important changes overthe PVO community has the grown innature its sophisticationof development regarding theand the potentials

tendency to pursue increasingly 
of its own role there has been asophisticated and--frompowerful strategies. a policy perspective moreIn general this has involved a lengtheningtives, a broadening of time perspec­of the definition of the development problem,more and a shift fromoperational to more catalytic roles. 

Rich in their diversity of purposes and experiences,precise classification. PVO's defy attemptsEven so, among those at
PVOs whichis possible deal in developmentto identify itthree distinctive orientations(a) a relief in programming strategies:and welfare orientation; (b) a local self-reliancea sustainable orientation;systems development and (c)orientation.orientations appropriately While all three strategicco-exist within a single the larger PVO community--evenPVO--the underlying direction withinof movementthese makes it appropriatefirst, second, to labeland third -eneration strategic orientations. [See Figure 1 fora summary.] 

Generation i Relef and Welfare. ManyCatholic of the larger international PVOsRelief Services, CARE, Save such asthe Children,charitable and World Vision beganrelief organizations, asrelying on private contributions to deliver welfaresqrvices to the poor and unfortunate throughouta the world.First Generation of private voluntary development 
Such efforts represented

assistance.efforts remain And, of course, reliefun essential and appropriate responsedemand to emergency situations--whichimmediate and effective humanitarian
be a part of the human 

response. Such situations may foreverexperience.
community 

And there will always be individuals within anywhose circumstances are such that they necessarl:, depe-ndof welfare assistance. on some form3ut as a development strategy,relief and welfare It is generally recognized thatapproaches offer little more than temporary alleviation of thesymptoms of underdevelopment.14 

http:underdevelopment.14
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Generation 2: Small Scale Self-Reliant Local Development.the"PVOs came to recognize, In the early and mid-70s,as did other development organizations throughoutworld, thethat the direct delivery of food, health caresymptoms and shelter attacked only theof poverty, without addressing
lives of 

its causes. Sustainable improvements in thethe poor depend on increasing their capacity to meet theirresources own needs withthey control. In the late 1970s, many PVOs undertook developmentprogram capabilities ofto promote and fund local development aczivities inpreventive areas such ashealth, improved farming practices, local infrastructure, and otherity development activities intended commun­
to promote local self-reliance. AID DevelopmentProgram Grants--made available during the period of 1 9 7 5 7 9

interested - -- encouraged and assistedPVOs in developing the necessary capacity to launch a Second Generationof private development assistance.15 

Some governments have attempted to discourage and/or controlto the development PVO efforts directedof local self-reliance, seeing them as competitive with their ownpublic development programs and fearing that independentlymight represent created local organizatlonscompeting political interests. Some PVOs, perceiving governmentincompetent asand host~ile to their efforts, have sought to avoidclaiming or bypass it, eventhat their own activities are intended 
when 

programs. as models for emulationExamples by publicof effective cooperation between governmentsrealize the comparative strengths 
and PVOs which

of each do exist--but are all too rare. 
Generation 3: Sustainable Systems Development. Currently, segmentscommunity of the PVOare again engaged in a re-examination of basic strategicsustainability, breadth of issues relating toimpact, and recurrent cost recovery. Atre-examination the heart of thisis the realization that: 1) acting on their ownbenefit more they can never hope tothan a few favored localities; and 2) self-reliantinitiatives village developmentare ;!Yely to be sustained only to the extentorganizations are linked into a 

that local public and privatesupportive national development system involving manydifferent organizations--both public and private. 1 6 
already command Sometimes government programsthe resources required for broader impact,
ly. And the institutional but use them ineffective­and policy setting maylocal initiative which 

actively discourage '.he self-reliant
might result in the effective mobilization
For example, there may of local resources.be no pro "sion for independent local groupsrecognition or enforceable to obtain legalrights o,,'er productive resources.ing activities Or local income generat­may be undermined by publicly subsidized corporationscompeting which arefor control over productive resources andeven be markets. Local initiative maydiscouraged and/or overshadowed by bureaucratically sponsored and administ­ered service delivery programs which create local dependence on central subsidies andextend bureaucratic control to the lowest societal levels. 

Efforts by PrOs to confront these realities in collaborationwide range of other with government, and alocal and national institutions--hoth public and private--towarddevelopment of more supportive policies, prograni, and institutions--represent a ThirdGeneration of PVO development strategy. 

http:assistance.15
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Figure 1 

THRE GENERATIONS OF PVO DEVELOPMENT PROGRAM STRATEGIES 

Defining Features 

Problem Defined 
in Terms of Need 
For: 

Time 	 Frame 

Spatial Saope 

Significant Actors 

Capacities 
Required of PVO 

First 

Relief & Welfare 

Goods and 

Services 


Immediate 

Individual or 
Family 

PVO 

Logistics 

Generation 

Second 

Small-Scale Self-
Reliant LocalDevelopment 

+ Local Self-

Reliance 


Project Life 

+ Neighborhood 
or Village 

+ Beneficiary 

Organizations 

+ 	Community 
Organizing 

+ 	Project 
Management 

Third 

Sustainable 

Systens Develop­
ment 

+ Supportive 
Institutions and 
Policies 

Indefinite Long-

Term 

+ Region or
 
Nation
 

+ Government 

+ 	Private 
Enterprises 

+ Universities 
+ Other PVOsEtc.
 

+ Strategic 
Miunagement 

backed by 
Social & 
Insti tu tional 

Analysis + 
Facilitation + 
Coalition 

Building
+ (rant Making 
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As these are seldom precisely defined categories areapplied to individual and more appropriatelyprograms
that one of its 

than to whole organizations, a given PVO may findprograms is characterized bywhereas others a Third Generation orientation,may be dominantly First or Second Generation--each appropriateto its circumstances. 

unable 
In 

to 
emergency 

care 
relief situations and providing welfare services to thosein

for themselves i predominantly First Generation program strategymay be necessary. And certainly there needcommunity capacities is for programs which strengthento make demands on the larger system, and to control and 
manage local resources. 

Yet in many instances First and Secondultimately prove Generation program efforts willfutile in the absence of a Third Generation effort toand achieve apolicy institutional setting consistent with their purposes. All types ofprogram th.-eemight in a given instance be undertaken by singlegiven setting it is most likely 
a PVO. But in anythat these different needs willPVOs representing different purposes, 

be met by different
constituencies, and competencies.PVOs pursuing Third Generation And 

program strategiesexplicit attention to the developmenit of capacities 
will ofren need to give

of collaboratingessential PVOs to meetFirst and Second Generation needs as a part of their larger systemdevelopment strategy. 

An expanding awareness of issues tendswithin a given 
such to impel generational advancesPVO. And indeed some

generations of strategic 
PVOs have evolved through all threeorientation. The Development of People's '.,,ndation isone of numeroui; examples. 

The Development of People's Foundation, Inc. (DPF), is based on theisland of Mindanao in the Philippines. DPF wasby a local medical school to 
originally established

give its students practical experience inproviding health care to residents of nearby villages--a First Generationorientation. But evertually its leadership began to realize that to dealwith the real health needs of the villagers, greater community involve­ment would be needed. Thus it began organizing communities to definetheir own health needs and assume the initiative in addressing them--asecond generation orientation. This led to recognition of a need toprepare government health care providers to respond to the resultingcommunity demands for new types of service. Consequently, DPFturned its attention to working with government agencies at municipal,provincial and regional levels to create an enabling setting for localself-help initiatives in dealing with health needs. Since the concernsof the community groups were limited to health, eventually itbecame necessary 
not 

for DPF to assume a similar role in relationvariety of local development to aneeds. Now, by speci=l Llivitation, amember of DPFthe senior staff serves as a membtr of the govern­ments regional deotopmcnt council--normally comprised exclusively ofgovernment officia Is. 
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The fact that there
capacities 

may be a need to increase the numberto undertake Third of PVOs withGeneration program strategiesneed for other in no way reduces thecrganizetions which have capacities to respond toneeds of the community, the welfareto field emergency reliefcommunity mobilization. efforts, or to engage in direct 
in each of these 

Quite the contrary. Further development of capacitiesuoeas is necessary. butcapacities required to meet 
the nature of these needs and of the 

need for and 
them are reasonably well understood relative to thecapacities to pursue Third Generation program strategies--which

thus the focus of this paper. 
are 

Historical Experience 

'.hugh not widely :'ecognized by development donors--orthemselves--PVOs have long even by many PVOsa history
institutional changes 

of taking the lead in supporting policy andof considerable significance.population private organizations such as Pathfinder 
For example, in the field of 

tion and service Fund pioneered public educa­delivery progran,. several decades beforetake population growth seriously, preparing 
governments began to 

attitudes and policies. In the 
the way for a major shift in publiclate 196Us and early 70s,International national affiliates of thePlanned Parenthood Federation throughout thethemselves to sophisticated strategies world committed 

important chanfres public 
which in country after country resulted in 

provision 
iv policy and achieved government commitment theof tofamily planning services.

policy research, direct lobbying 
These efforts combined sponsorship of
of policy makers by influential
public education campaig;is, and board members,service delivery programs whichof demand and served proved the extentas models for government programs. 17 

Contemporary Experience 

Now in the mid-.1980s a growing variety and number ofsmall, are becoming PVOs, both large andaware of their potential
as local to have sinili r influence insuch development, areasheatith, and small enterprise.government achieve Some focus on helpingmore effective results from its serviceOthers focus on delivery programs.the creation of enabling settings forillustrated the community management, asby example of tihe ford Foundation', Sutheast Asia Officedescribed earlier. 

Helen Keller InteTnational (HKI), with the support of AID, collaboratedwith the Indonesian Ministry of Health from 1976 to 1979 in a natioinalsurvey of xerophthalriia which established
blinded each year due 

that 50,000 children wereto p-eventable Vitamin A deficiency. Subsequentcollaboration with government in developing effective approaches totargeting and delivering Vitamin A supplementb lud tothat it in.. i, possible to redu, t- l in ant mort, lity by 
the discovery 

,,much ab 20% to30% through vi!!,ge Level distribution of Vitan,-, A capnules backed bynutrition education. Now HKI is workin - . nement Indone-i-,n govern­on development of a national program Lntended to . irtuallyeliminate Vitamin A deficiency. 
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In Thailand, Meals for Millions staff coordinate the applied nutritionprogram activities of provincial departments of health, education,agriculture and community development, as wel! as several privateagencies to encourage collaboration in achieving comprehensive andefficient coverage of targetthe population. A similar approach has
been taken by Meils for Millions in lionduras.18 

In Bolivia, staff of Project Con.v.rn are housed in a .egional Ministryof Health Office of Planning and Supervision f, .,n which they arehelping to set up a coordinated health and nutrition planning systeminvolving a dozen government agencies, private groups, and indigenous 
healers. 19 

The Institute for andSocial Economic Research, Education & Infor­mation (LP3ES), an indigenous Indonesian PVO, is cullaborating with theIndonesian Ministry of Public Works, the Ford Foundation, and USAIDto strengthen water user associations and their role in irrigation systemconstruction and rehabilitation. In addition to an operational role inthe training and supervision of community organizers, LP3ES assists theMinistry in assessing and revising its own operating procedures in wayssupportive of a stronger community role. !t is also undertking studieson a number af related policy issues in collaboration with the Ministry. 

Philippine Business for Social Progress (PBSP), IL..'Wthe Foundation,
and 'he International Institute for Rural Reconstruction (IIRR)collaborating arewith the Philippine National Economic DevelopmentAuthority and AID in the Local Resource Management Project.2 0 ThesePVOs orga-.ize community r,.-source Management groups, while simultan­eously helping to strengthen local government capacities to support
self-help local development 
 efforts. They also participate in periodicreview workshops publicwith officials at provinci..i, regional, andnational levels to assess implit-,&tions
for actions needed at tn:ir 

of the community level experienceeach tif respective levels to :trengthen local
 
development action.
 

In late 1985, Philippine Business for Social Progress initiated a programfunded by the Ford Foundation intended to develop independentProvincial Development Foundations in selected provinces of thePhilippines. These foundations will be encouraged to assume catalyticrles in mobilizing a wide range of public and pri,,r.i, re&>urces insupport of poverty oriented provincial developmeiit strategies. 

The Bangladesh Itural A,,. ,animenL Cummittce (BlLAtI will estoblish aBangladesh Center for hirr1 l Management to help .tre-ngthen thecapacity of local government officials to work in . i effective andresponsive manner with local beneficiary organizations representinglandless and other deprived sepments. The Center will work simultan­eously with managers from I. -el government, PVOs, and rural bank,!in 

http:lionduras.18
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a mode intended to encourage effective teamwork in local problemsolving. Initially the new Institute 
sector, working closely 

will concentrate healthon thewith the Ministry of Healthuf effective on the developmentmore community bused approaches to primary health care. 

Partnership for Pruductivity and Technoserve, two I'VOsU.S. specializ­ing in the development of andsmall medium enterprise, are givingincreasing attention to working in collaboration with government, aswell as the corpor.,te enterprise sector, to improve the climate forsmall and medium enterprise in Thirdthe World countries where they
work. 

CARE/Indonesia is carrying aout thorough review of its program
portfolio with the intent to move beyond the current emphasis onindividual water, .iry land agriculture, and primary health care projectsin selected villages to an emphasis on developing st,-engthening systemof both public and private institutions able to sustain improvedperformance in each of these sectors over significant areas of Indon­
esia. 

illost of the initiatives identified above are in theirdemands on the 
st,il infancy, presentingPVOs involved to achieve a clearer definitionpurposes and distinctive competence, of their ownwhile simultaneously developing the range ofnew capacities required. 

New Types and Levels of Competence
 

During the late 19 70's 
 m.,nv PVOs with predominantlyorientations First Generationand experience, soug-ht to realign their organizations and staffingmeet the requirements of new to program strategies. It wastraumatic--exper:ence. often a difficult -- evenDevelopment of the capacities required Thirdtion strategies is likely to prove even, more 
by Genera­

challenging.
 

Mloving from an exclusively operational

basic to more of a catalyst ile involveschanges in operating style. The PVO will find itself workingservice delivery agency and more in the 

less as a 
manner of a foundation, directingattention to facilitating itsdevelopment by other organizations,private, of the capacities, linkages, 

both public and
and commitments requirednated to addressneeds on a sustained basis. It will be able 

desig­
only to influence--notthe systems with which control-­ii works, aind it will be doing this with resourcesmay seem inconsequential tnxrelative to those of the systems being influericcd. 

Success will depend on 3iillfully positioning6 itsell in relationsystem--a health to the targetsystem, a particular agricultural production ind marketijigsystem, a small enterprise cr'L..I t system, etc--in suchaccelerated 4 v'ia, as to facilitatebarning by the institutions which comprise that system.will need act To do so itto on ..'-depth kno.-ledpe of the actors and organization,- whichdefine and regulitte the systems being addressed. 
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Both technical and strategic competence are required. 

Technical Competence
 

Commitment is essential to 
 effective performance in uno substitute cjtal ,st role, but it isfor technical competence. Only when the two areresults combined arelikely to match intentions. PVOs workingvillages with people who 
on a small scale in a fewhave few options may not be questioned regardingtechnical competence, theirand their tuchnical failures willbeyond the attract little publicityvillage that suffers the consequences.

themselves to But v.iien 1PVOs positionbe systems cutaly.st;s, their technical weaknesses areto hide. Some more difficult 
will 

of the most important of tne organizations with which they workbe large, influential, and staffed by higfhlyNeedless to say, the 
credentialed professionals.PVO which presumes to help such organizations becomeeffective moremust Loe guided by more than good ;ntentions. Having thecapacity technicalto obtain the respect of 

whether they be 
those who control the relevant technologiesdoctors, engineers, lawyers, politiciuns, adminisLrators,village leaders is basic. orAnd not being 

on 
able to buy accc-;s to key officials purelythe basis of the financial resources they can offer, they mustthrough the perception win accessthat they offer a useful iecnnical and political resource. 

This is not to argue for the staffing of PVOs withspecialists, narrow disciplinaryas might be appropriate if they were assuming conventionalassistance functions. technicalTheir technical competence must be balancedpolitical. and managerial with social,skills. The means of developing this competence1) recruitment; 2) training of existing staff, 
include: 

and 3) the development of relation­ships with respected centers of technical excellence. 

Strategic Competence 

Strategic competence is a measure ol' tin.. or-anizi1in%. ability to positionits resources to achieve its objectives.
 

First and Second Generation strategies have 
 demanded littlestrategic competence. Positioning the 
in the way of

organization's resources forGeneration a Firstintervention requires mainly the ability
people who lack 

to identify a population ofthe goods or services the PVO is prepared toparticularly difficult offer--not aor sophisticated task 
ing 

in many countrits. Similarly, posirion­a PVO for a Second Generation intervention requires mainly the identificationof a number of villages whiich are willing tn extend their active cooperationreturn infor the assistance received.21 Third Generation, strategies ire quite
another matter. 

The ab4 t.o po . 4.on kt.s rc.outcs tco acrLzctv; Let. ctage on ta.t~jri 
a-S( b s 
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Bureaucratic versus Strutcic Organizatiors. PV\Os have seldom been notedfor their atention to aevelopment of manaemer Zvstems and capacities. 2 2 Indeed some PVOs have acquired an ideological disdain for management, placingin a class with exploitation, oppression, and racism. In 
it 

part this results from alimited awarene% of alternative management approaches theirand contributionsreleasing creative tohuman potentials. Often the distrust of management comesfrom assuciating it with centralized control-oriented bureaucratic formsorganization ofwhich many PV staffers have chosen careers involuntary sector specifically o avoid. What is 
the private

being advocated here is a muchdifferent kind of managemcnt consistent with the requirentents of the strategicorganization- -which represents highly advanced management concepts and posses­ses a well developed strategic Q,npetence.
 

Centralized organizations which 
 depend on hureaucrutic controlsthe behavior of to channeltheir members into well aefined routines generally have a lowlevel of strategic competence. Such organizations seldom respondopportunities to needs andin terms of inherent requirements, preferring the ways which fittheir own convenience. 
appioach 

Rather than making appropriate adjustments in theirto use of existing resources, new needs and opportunities arerational for adding taken.as astuff and increasing budgets--usually leading to costly andpartial responses. 

Unlike the conventional bureaucratic organization, the strategic organizationmaintains its direction not thrcugh tue control oftight operations, but throughorganizational anculture which supports hijh levels of commitment and disciplineoiself-assessment among its inmembers support of agreed upon organizationalgoals. 2 3 This allows it to make strategic adjustmentsfunctions--continuously deernening its 
at all ievels and across alldefinition of problem adjustingthe andresponse. Well itsdeveloped information systems provide intensive and continuousfeedback to support self-assessment and rapid self-correction of errors. 

The PVO as a StrategicUI' uiiiZUton. The institutional systems toThird Generation strategies are directed which are commonly complex in their structureand dynamic in their functioning. Their complexity means athat reasonablycomplete understanding of their nature can be developed only over time asexperience is gained in working with them. Their dynamic nature meansoriginal problem that thedefinition must be continually tested and refined in light of newdevelopments, resulting in corresponding
PVO's 

adjustments in the positioning of theresources consistent with the complex, illusive, and changing relationshipsof the social, economic and political terrain in which it has chosen to work. 

Such ad JUStIents .uv be required -at marny level=--fr'om the centri! to thelocal. At the central level it may involve si,,.riificant adjustments in the definitionof the organization's progr.:,n and area commitnents.further [See the Appendix fordiscussior,.. At samethe time, on going adju;tniunts will be requiredindividual progr.,n strategies on country, 
in a province, distri.!, o- villageba;.is. evenTilis calls for capacitius in social, institutional. uni economic analysisLin .mmon among PVOs. Whti]h it cannt be expected that taffevery member 

http:taken.as
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will be a professionally qualified social 'nalyst,need to be widely distributed throughout 
basic skills in social analysis will 

capacity the organization. This analyticalmust in turn be backed with skills in process facilitation and coalitionbLilding at al; levels. 

Since quick results cannot be anticipated, the 1'\VOGeneration undertaking astrategy Thirdmust have the staving power to remair, at task for oi'even the tentwenty years if necessary. Arid
of critics who believe 

it must be aule to withstand the challengesthat contributions to developmentonly in progress are measuredbuildings construted, immunizations 
Capable 

given, and food packages delivered.leaders who combinri a long term vision with highly developed professional
management skills are essential. 

For more than a decade the training of develrirment managerssized the concepts and methods project 
has empha­of managementperspective which encourage a myopicon the nature of development and an uniniaiiattiveapproach to its management. Partly response 

control oriented
in to pressures from donors,find projects whoconvenient instruments for packaging their funding, sonicbecome highly project oriented and have slipped 

PVOs have 
they manage develiopment by managing 

into tL pattern of assuming that
projects. Wh,'re hasmanagers will need to take 

this occurred, theiraDpropriate steps to achieve
of an expended vision of thenature development manageinent and (:Lvelop skills in a more strategic approachto managing their organizations. 

There are many steps which can takenstrategic capacity required 
be toward develrpment of the 

include: 
b. PVUs that aspire to Third Generation r,.Jes. These1) sending seniorkey st,,ff for advanced manajement trainingranked management schools; at top 

which 
2) devolopir 16 collaborative relatiunships withhave groupsadvanced capabiliiies in relevant

application; 3) recruiting 
social and policy analysis and itsstaff with advanced qualificationsmanagement, in social analysis,and proe., facilitation; 4) documentin-- and criticallyearly Third Generation (.cxpqriences as means strengthening 

assessing
it of5) conducting strategic assessment workshops for senior staff; 

internal learning; 
ing in experience and 6) participat­exchange with PVOsother which have similar commitments. 

The need for innovative thinking leading expandeddevelopment to roles for privateagencies is becoming lpaiticularly evident in Asianwhich are that those countriesfinding financial reiilitles preclude continued relianceanI wasteful on expensivecCentrally funded and directed public aevelopment projectspi'-grams ins the kPY to andd'velupment.
i liaic.e oi, uroadl 

For many of tese countries, a greatera 
is 

,iiM.Ilo _l pr'ivate liitiative mia Lr, eS.S,itlal. And while itimpurtant that governments vcognize and give effective supportinitiatives, mu,;, of to sucnthe le.,dcr. will needip to come from the private sectoritself. 
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NOTES 
1. 	 Many individuals have contributed to development of the ideas presented in this paper.Tom Franklin and Carolyn Stremlau were 	 instrumental in directing my attentionneed to strngthen the development roles and performance of PVOs. 

to the 
Jerry Silvermanposed questions which led to an explicit articulation of the dLstinction between macro­and micro-policy reform. Frances Korten helped me push this distinction to greaterlevels of refinement which further highlighted the implications. Tom Drahmanprovided reassurance that 	the concepts had a practical valid.4y and utility. James J.O'Connor contributed to my thinking about the nature of the capacity building task,and in particular the need for strengthiening technical competence. Jay Jackson andthe staff of CARE/Indonesia helped me think through the frameworks for strategydefinition. Beryl Levinger made key inputs to refining the summary table, andsuggested that defining the strategic position in terms of continua mightuseful in PVO 	 be morestrategic self-assessments than 	 constraining the asses.,.mentthree discrete categories. Bob Pooley, Richard Ryan and 	

to only
Ross 	Coggins stressed theimportance of recognizing the legitimacy of all three generations of strategicorientation. Ross higalow helped provide historical perspective. 

2. 	 John C. Ickis, "Structural Responses to New Rural Development Strategies," in DavidC. Korten and Felipe B. Alfonso, bureaucracy and the Poor: Closing the Gap (WestHartford, Conn.: Kumurian Press, 1983), pp. 4-32. 
3. David C. Korten and Norman Uphoff, "Bureaucratic Reorientation for ParticipatoryRural Development," NASPAA iorking Paper No. 	 I (Washington, D. C.: NASPAA,

November 1981). 

4. 	 This fit between maci ,-polic~y and tue concerns

the corresponding 

and ,Mtvhods of policy analysis, and
fit (as noted below) between micru-polic3 and tie concernsmethods of social 	 andlearning have been idenified and elaoorated 1,y f rH,, ds F. Korten,"Making 1.-earch Releva nt it) Actioi: A Social Learning Perspective," Paper pre­sented at the Workshop on Pulic Intervention in I urmer Managed Irrig-tion, Inter­national Institute for Irrigation Management (SriAugust 	 Lanka), held in Kathmandu, Nepal,4-C, 	 1986. This analysis builds in part 	 on the distin.t ions made by JohnFriedmann, From Knowledge to Action: the hialectics of Pinning (Princeton:Princeton UnTJvprsity Press, fortncoming) oetween foureach of istoricul schools of planning-­which builds from quite different assumptions. Our concern here is only withtwo of his four -,,xhools: policy analysis and social learning. While often viewed uscompeting, each may 	 also be viewed as being relevant to its own specific circum­stances. The trick is in being able tu aihieve a match between method and circum­stances as demonstrated in the present analysis. 

5. 	 See Friedmann, ibid. 

6. 	 Known more briefly as "rommunity m,,iw, gemu;1,," the e!,,! nasis . on 	 the developmentof resourr-e management syst,.m,, wnich feature commu1iity lev:j c,.,itrkl ove, 	 t)asicland and wat,.,r resources and .,,.ir use. See DavidManagement: C. Korten ((.J.), CommunityAsian Experience andPtcrsp,-.tive- (WNest Hartford, Cumr,: Kumarian 
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Press, forthcoming in 1987). 

7. Explicit use is made of a learning process approach. See David C. Korten, "Commun­ity Organization and Rural Development: A Learninf. Process Approach," PublicAdministration Review, Vol. 40, No. 5, Sept-October 198U, 480-511. At the presenttime this approach is distinctive and exclusive to the Southeast Asia Office ofFord Foundation. While other Ford Offices have expressed 
the 

interest, none has yet
undertaken to replicate it. 

8. For an examination of the working group concept and its application in the FordFoundation's work with the Philippine National Irrigation Administration see David C.Korten arid George Carner, "K..orienting bureaucracies to Serve People: Two Exper­iences from the Philippines," Canadian Journal of Development Studies, Vol. V, No. 1,
1984, pp. 7-24.
 

9. For a case study detailing this process and its supporting methods in relation tocommunal irrigation in the Philippines see Benjamin U. Bagadion and FrancesKorten, "Developing Irrigators' OrganL1utions: A Learning Process 
F. 

Approach" inMichael Cernea (ed.), Putting People First: Sociological Variables in Rural Develop­ment (London: Oxford University Pre.: for the Vurld bank, 19185). 

1U. Frances F. Korten, "The Policy Framework for Community Management," in Korten,Community Management, op. cit., is an uxample of one such contribution. The originalanalysis was presented iata seminar in which the issues were jointly examined by anumber of Indonesian government off"iials, as well as representatives of privatevoluntary organizations. This led Lo a more intensive study of the issues in specificrelation to Indonesia by LP3ES, a major Indonesian PVO with extensive experience in 
irrigation development. 

11. See David C. Korten, "Learning frum USAID Field Experience: Institutional Develop­ment and the Dynamics of the Project Process," NASPAA Working Paper No. 7(Washington, D. C.: National Associatun of Schools of Public Affairs and Administra­
tion (NASPAA)), June 1983. 

L2. The present paper is a direct result of more than six vears oi effort to achieveexpanded application of learning pro(-.:ss approaches to bureauutc. reorientation withlarge donor agencies serving in the catalyst role. The limited success of these effortscombined with the increasing strategic sophistication of selected PVOs has resulted inthe presi.,it focus on the ,l,.velopment of PVO catpacities to perft,rm in the oatalystrole as learning process facilitutors. An early -rror waus made in placing the FordFoundation Southeast Asia Office in the category of donor agency and looking toother donors as the instruments of replication. In fact the Ford Foundation may alsobe classified as a PVO, putting it in a class with other organizations with consider­
ably greater prospect of replicating its methods. 

13. A,'.:ording to Judith Tendler'b stuiL uf scuni)-tocu iVO projuct evaluationi, in 1981,the claims of PVOs t( ue more effective than government agencies in reaching thepoor with innovative development ,, istance could not t,-substantiated withevidence at hand. Oft r.theii progri..... rul ;,rv ices were 1t 
the 

qua litatively differuntfrom those offered hy government. Juditri Tendler, Turning Private Voluntary 
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Organizations into Development Agencies:
tion 

Questions for Evaluation, Program Evalua-Discussion Paper No. 12, (Washington, b. C.: AID, 1982). brian z..nith sums upthe data with the conclusion that PVO are clearly more e'ficient than government intheir use of resources, but their claim to being more innovative and to be setting theprogram agenda is not substantiated. Brian H. Smith, "U.S. and Canadian PV0s asTransnational Development Institutions, in Robert F. Gorman (ed.) Private VoluntaryOrganizations as Agents nf Development (Boulder. Westview Press, 1984), pp. 115-164.See also Ralph Kramer, 'oluntary Agencies in the Welfare State (Berkeley: Universityof California Press, 1981. A study prepared by AID for the House AppropriationsCommittee concludes that "PVO projects often are implemented individually, not aspart of a broader programming strategy." Development Effectiveness of PrivateVoluntary Organizations (PVOs), Submitted by the Agency for !nternational Develop­ment, February 1986.-Tese studies confirm that the failure of PVOs to realize theirpotentials is all too common. And some critics question whether this potential existsat all. Elliott Morss and Victoria Morss, U.S. Foreign Aid (Boulder, Colorado: West­
view Press, 1982). 

14. This realization not with~tsunting, Brian Smith observes that the bulk of the resourcesof U.S. PVOs is still devoted to delivery of food, ._lothing, and medicine to alleviate
immediate suffering. Op. cit., pp. 118-122. 

15. The issues and their implications are developed in John G. Sommer, Beyond Charity:U.S. Voluntary Aid for a Chnging World (Washington, D. C.: Overseas Development
CouncilI 1977). 

16. Milton J. Esman and Norman Uphoff, Local Organizations: IntermediariesDevelopment, (Ithaca: CorneiJ in Rural
University Press, 1984). See also Norman Uphoff, 

7'Analyzing Options for Local Institutional Development,"Institutional Development Special Series on LocalNo. 1, ltural Development Committee,Ithaca, Cornell University,1984).
 

17. A doctoral dissertation on this experience titlei, "Priv,tv Voluntary Urgainizi,iions
Catalysts of Policy Reform: A Case Study of 

as 
IPPF" is being written by Dolores Foley

at the University of Southern California. 

L8. Reported in Development Efft:ii vl'fiuss of Private VoluntarY (organizations (PVOs),Washington, ). C.: Agency for International Dee, lopment, Feoruary 1986. 

19. Ibid., pp. 21 & 23. 

20. The University of the Philippines at Los Banos is also iarticipating in a similar role. 
It is, however, a public university, rather than a PVO. 

21. Wortman observes that not only have few PVOs reached the strategic managementstage of development, manN, htve rnuit even 
inreached the strategic planning stagesvogue twenty yeal:, ago. Niju Wr ,n, ". hadiaI, Shift from Bureaucra,,, to StrategicManagement in Voluntary Or,.iator,.," Journ.,lof Voluntary Actionlhesear,.h, 10(1), January/March, [.IH; 62-8l. David brown and Jane Covey, two leading acivo,of strengthening the -,trategi( ,,es 

proces_,-s in I'VU management, ituntify fuur distinctiveattributes of development oriented PVO.- (DOPVO.s) which make it particularly difficult 
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to engage in strategic planning. a) misions that require bridging diversefor them 
constituencies; b) strong commitments to democratic values, equity, and social 

DOPVOschange; c) conflict at interfaces between DOPVO departments and between 

and external agencies; and d) self-inflicted increases in external turbulence and 

conflict as a consequence of empowering previously quiescent groups. L. David Brown 

and Jane G. Covey, "Strategic Planning in Development-Oriented Private Voluntary 

Organizations," Institute for Development Research, 710 Commonwealth Ave., Boston, 

Massachusetts 02215 (undated and unpublished). For case studies of aspects of the 
of strategicinternal organizational culture of PVOs which inhibit the development 

competence see L. David Brown and Jane Covey Brown, "Organizational Microcosms 

and Ideological Negotiation," in M. H. Bazerman and R. J. Lewicki, Negotiating in 

CA: Sage, 1983). Even so, Leslie E. Grayson andOrganizations (Beverly Hills, 


Curtis J. Tompkins, Management of Public Sector and Nonprofit Organizations (Reston,
 

Virginia: Restun Publishing Company, 1984) observe a current movement in some
 

voluntary agencies away from a reactive tactical and toward a more proactive
 

strategic approach.
 

22. 	 C. Stark Biddle, "The Management Needs of Private Voluntary Organizations." A 

report prepared for the Office of Private Voluntary Cooperation, Agency for Inter­

national Development, Washington D. C., May 2, 1984; and Richard W. Ryan, "An 

Examination of Administrative Issues Affecting US Private Voluntary Organizations in 

International Development," San Diego State University, July 1986 (unpublished marim-xript). 

23. 	 The concept of strategic competence, and the distinction between bureaucratic and 

strategic organizational forms is developed further in David C. Korten, "Strategic 

Organization for People-Centered Development," Public Administration Review, Vol. 
44, No. 4, July/August 1984, pp. 341-352. 



Appendix A 

GUIDELINE SRTEICASESSMENT:;I 

While the three Generational categories provide usefuldefining a shorthand forcritical strategic issues and options, a seriousPVO its strategic assessment ofand various programs will require a 
more refined frameworks.Appendix offers some Thissuggestions. The reader should bear mindin thatsuggested frameworks theseare still in a preliminary stage of development. 

Defining the Overall Strategy 
Considerable care should be

which define 
taken by any PVO in making the three choicesits overall strategy: 1) What3) How? The 

are we going to do?; 2) Where?; andanswers to threethese questions provide the basis for definingtypes of technical competence that it must develop 
the 

to support the strategy.
 

Defining Programs: What we will do
 

The what is best defined in terms 
 of the programs which theitself to develop and implement. Programs are normally 
PVO commits 

invol -e repeated activities and 
of indefinite duration,are defined in terms of theaddress, the technologies involved, 

need which they 
need will be met 

and the institutions that determine how thewithin any given community. A given program might focusany one of a considerable onnumber of themes, such as: primary health care,land agricultural development, potable water supply, 
dry 

development, small enterprise credit, dairyvillage planning, village infrastructure development,commitment etc. A programimplies a commitment to developing a thorough understandingnature of of thethe need, a distinctive competence in the technologiestional issues involved, and effective working 
and organiza­

relationships withinstitutions. Tre. principles should the relevant
guide the definition of program commitments. 

Fit. The concept of "fit" is basic to carrying out aPut very simply strategic assessment.there must be a fit betweenthe PVO chooses to 
the nature of the problem or needaddress, the features of the program it develops to addressthat problem or need, and what it has the capacityhealth professionals with a 

to do. A PVO staffed bylong history of providing health servicesmight in rural areasbecome interested in income generation anid toment of decide promote the develop­a system of dairy cooperatives.
experience wiih 

But if it has no staff experience ordairy operation, the care of dairy animals, or business ina dairy cooperatives development program general, 
To achieve such fit the 

does not fit its existing capabilities.PVO might either undertakeexpertise--likely to develop the necessarya ma.jor retooling effort which would benefitorganization's little from theexisting capacity--or
commitment--for example undertaking to 

it might redefine its prospective programhelp existing cooperatives develop healthprograms responsive to member needs. 



Micro-Policy Reform A-ii David C. Kcrten 

Excluded Activities. In the course of defining what an organization intendsto do with its resources, a properly defined strategy also, at least by implication,indicates what the organizations intends not to do. For many organizationsmaking a clear commitment to not doing something difficultis more than decidingwhat it will do. Cognizant of the seemingly infinite needs of the people incountries in which they work, the
there is e natural tendency to feel that no needcan be ignored--leading in many instances to fragmented and poorly plannedactivities which few andreach villages accomplish little. It is important to bearin mind that the needs of ev.in the smallest developing country are likely bestaggering relative to the resources of any given 

to 
PVO. Just because a need existsis no reason a PVO should feel compelled to address it. Trying to do willsoonly fragment its efforts and limit its effectiveness in any given undertaking.Effectiveness depends concentratingon attention on something the PVO can learnto do well over time to the benefit of many people, encouraging others to do 

what it chooses not to do itself. 

Definable Task. Finally program commitments should ofbe sufficientlynarrow scope that their task requirements can be clearly identified. A programcommitment to helping rural communities meet their need for potable water canbe so defined. Outcomes, tasks, technologies, and skill requirements can all bedefined in a way that providas a realistic basis. for developing the expertiserequired to programsupport implementation significant scale.on a The keyinstitutions will be reasonably easy to identify--an essential concern if a ThirdGeneration strategic orientation is being applied--and hopefully will be fewenough in number that collaborative relationships can be developed. 

By contrast, a program commitment to income generation--a popular themecurrently--provides little anyif discernable focus around which distinctivecompetence can be developed. It can involve most any aspect of small manufact­uring, trade, agriculture production, fee for service health care, etc. Each givenincome generating activity has its own set of technical, marketing, and financial
requirements. 

The fact is that the poor mostof Third World countries are quick torecognize and act on promising income producing activities are muchand morelikely to be aware of the relevant opportunities and constraints than is theinexperienced outsider. If havethey not already taken up a given activity thereis probably a good reason and the PVO field worker who chooses to promote theactivity had better know the reasons and have a well grounded idea of how todeal with them. Consider for example pig raising and handicraft production,perennial favorites of PVOs newly embarking on income generation promotion. 

Proposals for pig raising projects seems invariably to promise astonish­ing rturns based on the miracles of compound growth through rapidreproduction. But if wereit so simple surely the villages of the ThirdWorld would already be over run with pigs. Success depends onknowing something about pig breeding, housing, nutrition, and diseases.If they are to generate income rather than simply supplement familydiets, attention will also be needed to marketing--possibly in highlycompetitive markets. If the scheme calls for e;tch family receiving a 
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free pig to give an off spring to a neighbor, the mechanisms f orinsuring that this happens must be developed. If the necessary feednot freely available, attention may need to be given 
is 

to credit avail­
ability. 

Handicraft production also seems a natural. It commonly builds onskills which already exist in the village. And everyone has seen theshops in the U.S. and elsewhere where such items are sold for pricesmany times that for which they are locally available. In fact handi­craft items in the markets of industrial countries are luxury goods. ttdemand for which is subject to fads, styles, and changing economicconditions. production and marketing requiresTheir 
substantialexpertise and well developed commercial connections. Quality must bemaintained, and most foreign distributors willing to bear the burdens ofnegotiating the bureaucratic maze of import-export want inquantities that may exceed local capacity. 
to deal 

As payments from ove.rseasmay be slow while workers expect payment on completion of the work,credit arrangements may be necessary. Export oriented handicraftproduction can be a good income source, but it is not to be undertakenlightly by the inexperienced. It is a tough business requiringdeveloped business wellskills which the interested PVO can develop onlywith considerable time and effort. 

Income generation is examplean of a theme which comprises manyprogram efforts, each of which possiblerequires development of distinctivedoes not expertise, butaitself define realistic or adequately focused program definition.pig raising, handicraft production, or small 
While 

for 
even producer credit might each allowprogram definitions turnwhich in define the specific types of expertiserequired to support them--income generation does not. 

Defining Geographical Areas: Where we will do it 

The where question normally is best answered in ofterms administrativepolitical jurisdictions andsuch as a nation, province,coincidence with political-administrative 
district or village. This 

to Third 
units is likely to be particularly importanta Generation strategy which proposesmore governmental agencies. 

to work with or through one orAnd while that strategy willpresumption that commonly involve athe ultimate program concerneffective is to support the developmentpolicies and institutions national early 
of 

and 
on a scale, piloting activities todevelop demonstrate methods and approaches consistent with local conditionsand institutional capabilities are likely to De concentrated in a few smaller sub­

units. 

The rational for geographical specialization is similarspecialization. to that for programEffective performance wili depend on investmenzs ingeographical competence, developinlg 
not 

in addition to technical prugram competence, whichto be undertaken arelightly. Geographical competence involveslocal languages, as well knowledge ofas social, ecopomic, and political structures. It involvesthe cost of estabUshing an office and staff support facilities. 
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It also involves development of effective working relationships withpersons and institutions, This is important key
for Second Generation strategies andeven more so for Third Generation. Some of these relationships will be programspecific--for example a primary health care program may result in development ofclose working relationships with key medical personnel which may not be directlyuseful in a program of small producer credit. But other contacts mayuseful. If the work under 

well prove
the primary health programresponsive to local needs, the PVO will 

has been perceived as
likely have developed a visibility andcredibility among persons from a variety of sectors, and of course with the peoplein the villages with which it has been associated. This credibility represents animportant resource to other program initiatives introduced in that particular area,which is not readily transferred to a different location.
 

Defining the gvographical area cf commitment

under a Third 

takes on some special featuresGeneration straiegy. Here the PVO may not be estatlishing anyoperational activities of its own and there may be no question of establishingindependent office. L.ven it an so will be concerned with operational pilot activitiescarried out by the agencies with which it is collaborating. Locations for suchactivities need to be carefully chosen, in part on the basis of reasonably rep­resentative physical, ec-onomic, and social conditions; ard in part on the basis ofthe receptivity to cullaboration of local officials. Oice concepts and methodshave been proven it will be easier to work with less receptive collaborators. 

Defining the Approach: How we will do it 

Defining the how is partly a matter of choosing between: 1) aGeneration strategy of providing directly the needed goods 
First 

and services; 2) aSecond Generation strategy directed to building capacities in individual commun­ities to meet their needs through self-reliant action; or 3) a Third Generationstrategy which concentrates on reorienting supportive systems and policies suchthat thcy strengthen the capacity of many communities to address identifiedneeds. Each approach has different implications for the type of capacitiesrequired. Each requires distinctive technical capacities for effective performance. 

17j
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Assessment of Program Strategies: Key Variables 
While the overall PVO strategy will be defined in part in terms of programcommitments, each program requires its own program strategy as well. Indeed itis at the program level that the Third Generation strategic orientation becomesmost important. While it may be useful as an initial approximationclassify each program as First, Second, or Third 

to roughly
Generation in orientation, a:efined strategic assessment will require a more detailed look at the nature of theproblem and the hashow FVO positioned itself to deal with it. A simple schemefor such an initial assessment involves six basic steps is outlined below. 

1. Define the nature of the problem to be addressed against threevariables: a) underlying cause; geographicb) scope; and c) existinginstitutional capacities. [See Table A-I for details.] 

2. Define the characteristics of the existing or plarnd PVO programagainst three similar variables: a) nature of role; b) geographicalscope; and c) length of involvement. [See Table A-2 for details.J 

3. Compare program and problem characteristics to determine degree of
fit. 

4. Identify adjustments in program characteristics required to achieve a
better fit with the need. 

5. Determine the fit between the proposed program adjustments and exist­ing capacities of the PVO. If there is not a reasonably close fit,determine what new capacities will be required and assess whether it isrealistic to theirundertake development. 

6. Specify the changes that will be made in the program and the actionsto be taken to develop the necessary supporting capacities. 

The scales in Tables A-1 and A-2 provide a means of breaking down theproblem to allow for a more systematic assessment of the degree of fit betweenthe problem and the program strategy. From there the assessment of fit is amatter of exercising critical judgement. The narrative in tne tables providesguidance. The more somethe need is of an episodic nature the more appropriate ashort-term relief operation. The more systemic the problem the more essentialthat the catalyst role be considered. Some problems cannot be resolvedlocality specific on abasis. If the problem is of this nature an expanded scope ofintervention may be the only sensible course. Also if the program is truly beingeffective, presumably importantsome things have been learned about the needhow to address andit. If the need is general to other areas, a major opportunitymay be missed if attention is not given to making roa.-ader use of this learning.Whether the PVO should introduce ii given prog:.im into a given geographicalarea, and whether as .Ie'rutor or catalyst, will depend verb much on the extentof the institutional capacity already in place within that area. 

http:prog:.im
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The third program variable, "Length of Involvement" merits special attention.Where the PVO is of local origin, accountable to the community, and is addressinga need of a permanent nature it is appropriate that it view itself as being apermanent member of the community and seek to institutionalize itself--givingattention to developing reliable sources of sustained financing. This would seldombe appropriate for a foreign PVO, however. Generally the foreign PVO shouldalways view its role as temporary in relation to any given need and adjust thenature of its involvement accordingly--except where dealing with a short term emergency situation--assuming a relatively more catalytic role. 

Some situations, however, become particularly complex, as for example thecase of the PVO engaged in drought relief in Africa. Needs are immediate, butthe underlying causes are of a long term systemic nature and are of national--­even continental--scope. PVOs which are dealing with long term systemicproblems, but which see their own roles as temporary, should, as a general
principle, avoid operational involvements which will 
 not be sustained. Yet in thecase of African drought relief, alternative local institutions simply do not exist tomeet that need. Consequently, the PVO can hardly avoid assuming an operationalrole--even i'nile recognizing the need to build local capacity to replace itself. Inthis instance it may begin with a predominantly or even exclusire operationalrole, while gradually assuming more facilitative functions. Thus it may take along-term perspective geared to regional, national, or even trans-national out­comes, while remaining highly conscious of the temporary--though hardly short­
term--nature of its own role. 

The PVO which applies the above framework should keep in mind that indefining its strategy it is necessarily making important decisions--whether explicitor not--regarding its own position within a system of institutional relationships.The soundness of its own strategy will be in part a function of the extent towhich it defines a distinctive role for itself within this system. The PVOfashioning a Third Generation strategy may find itself helping other PVOs withinthat system think more systematically regarding their own roles and strategies as
well. 

/
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TABLE A-1 

KEY VARIABLES FOR PROBLEM ASSESSMENT 

Variable 1: Underlying Cause
 

Episodic < 
 > Systemic
 
At one extreme the underlying cause of ihe 
 problem may be a temporary aridrecurring event--such as the devastation of a freak typhoon 

non­
in an area that hasnot experienced inone the past twenty .vars--or at the other extreme theproblem 

such as is 
might be deeply imbedded in economic, social, and political structures-­the plight of the sugar workers on Neg-ros Island in the Phi'lippines-­in large measure a function of land tenure and monopolistic marketing arrange­ments. A quick one time relief operation should be adequate in the former case,but would be wholly inadequate in the latter. 

Variable 2: Geographical Scope
 

Local <-----------------------------> 
 National
 
At the one extreme the need addressed is specific 
to an individual locality, whileat the other it is reasonably characteristic of foundneeds throughoutlarger national or even multi-national area. An example 

a much 
of the former might bean illness or land tenure problem specific to a small tribal group in an isolatedmountain area. An example of the latter might be erosion of uplandsthroughout the areascountry due to overpopulation and inappropriateObviously if the need is local 

farming practices.
in nature a unique local solution may bepriate. If of larger scope, then the 

appro-
PVO must question whether it is contentbenefit only toa small group or wishes to look for approaches which use theexpertise gained through its more localized involvement to benefit a largerpopulation facing similar needs. It must also ask whether a localized solutiona reasonable nrospect of being sustained. For example it may be 

has 
possible to dealwith vitamin A deficiency on a localized basis, but the same may not truebe for

malaria. 

Variable 3: Institutional Capacity
 

Absent -------------------------------­< > Highly Developed 
Existing institutional capacities for dealing with the need may range from absentto highly developed. extentTo the they are highly developed there may be noneed for the PVOs involvement. To the extent they areany absent, it is likely thatinvolvement--at least in initial stages will necessarily have a substantialoperational component. Playing a catalytic role depends on the presence of someinstitutional capacity which has the potential for d'velopment and/or reorienti­
tion. 
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TABLE A-2 

KEY PROGRAM VARIABLES 

Variable 1: Nature of Role
 

Operational <-----------------------------
 > Catalyst
 
The program is limited to the direct 
 delivery of andgoods servicesextreme. at the oneAt the other it is committed 
systems exclusively to facilitating changes inwhich determine whether needs are 

the 
met on a longer term basis.former produces direct outputs, while the 

The 
latter achieves resultsinfluencing the only throughbehavior or performance ofThe two be 
other individuals and organizations.may mixed in varying proportions, the ratio determining where theprogram will be placed on this continuum.
 

Variable 2: Geographical Scope
 

Local 
 <--------------------------------­ > National
 
This defines the distinction between

working on a national or 

focusing attention on individual localities andregional scale. Operational activities geared to allevia­tion of immediate needs--such as re.'.ef operations--can range from tonational localscope, as can activities 
a PVO 

geared to system change. It is also possible forto concentrate its own operational activitiesusing this in defined localities, whileexperience in systematica way to achieve regionaloutcomes. Where or even nationala program is working in a catalyst role and clearlyto have national positionedimpact, the program would be rated toward the right end of the
scale. 

Variable 3: Length of Involvement 

Transient <-----------------------------­ > On Going 
This variable distinguishes between the program which presumesperhaps transient presence, and which 

only a brief,one it is presumed will be addressingtargeted need indefinitely. A position on the 
the

far left would be appropriatetemporary emergency relief situation. A position 
to a 

appropriate where 
on the far right would bethe program is being sponsored by a community basedwhich is organized to provide PVO*a particular service on an ongoing basis. Wherethe PVO positions itself as a 

system 
catalyst to achieve institutionalized changes in thewhich will not depend on its own continued presence its involvement mayspan several years, but is assumed to be of finite duration. It would thus fall atsomething of a mid-point on the scale. 
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