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Technoscrve is a private, nonprofit organization. We 

provide training an d technical assist:mce to enterprises 
comprised of lrge numbers of rural )COl-)e. VIC call themn 
"conIanunity-Iascd enterprises." 

These coMIIu nitv--asCd enterprises principally re
late to agriculturC; our training helps them to increase 
productivity improve their narkcting, and enhance their 
overall management. 

The results of this assistance include job creation, 
increased levels of incom ior needy people, and overall 
improvement in living conditions, without creating 
dependence on outside assistance. 

Tcchnoserve was founded in 1968. Wc work in Africa 
and Latin America. We currently have a staff of over 150 
persons, made up primarily of highly-qualified citizens of 
the nine countries where we operate. 

'I{chnoscrve is funded bv church organizations, indi
viduals, foind'ations, corporations, host country institu
tions, and the U.S. Agency for Intrnational Development. 
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THE PERIPHERAL AS CENTRAL 
Devcloplment practitioners in the eighties have been involved in a more in
tense quest for effectiveness than ever before. No longer content with short
teri, local impact, 
wc now want to see a complex calculus of local impact,
broader institutional effects, sustainalbility reasonable cost and replicability
Private \)luntav,7 Organizations (PVOs) especially, are increasingly being asked 
to perform accordingly hy some of our major donors (such as The U.S. Agency
for International Developnent). There is growing acknowledgemcnt (how
ever spotty) that much of what PVOs have tried to do so far has not been 
terribly successful by these ne\; more complex criteria. PVOs have, for some 
time, been acknowledgCd as C.pable of producing short-term results on the
local scale, but have no strong record on sustainability or replicability or, if 
so,only at high cost. 

As PVOs becomc aware of their growx'ng visibility and the accompanying
rising expectations about accountability and performance, the quest for this 
calculus intensifies. As the formula often seems quite elusive, this tends to
make us think that the answers must also be difficult. Language being what it 
is, We naturally start to talk about what works and what doesn't, and from 
there the convcntional tendency is to look for a "methodology" That term 
connotes something technical, which ilturn suggests something rather 
arcane, difficult to understand, hard to master. 

We forget that solutions are often where we do not expect to find them. 
In our efforts to discover what works and what doesn't within ouf own 

organization, ve began looking for this sort of "technical fix." We equated
the technical fi-:with our operating techniques: with what and how we do 
our work. \WC thought ot our work in the field-the assistance we give to
farmers' grousl)s-as th'- center of things. WC should have started with who 
we are, instead of what wc do. 

After some head scratching, we began to realize that one of the most
important keys to effectiveness-to the extent we have been so--lay quite 
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The way an organization 
recruits its staff is a much 
overlooked key to program 
effectiveness. 

literally inwho wc are: the people
who are our field advisors, the 
emplo~ces of the organization. We 
hadn't thought of this It:ll, ill part 
)IcausC it does not sound tech-

nical. I lad we thought of it, we 
would have said, "\Wel, thats too 
mIch aclichC to be worth aything. 
After all, everyone knows that the 
people in an organization are the 
orgamization. So wvhat?" 

In this casC, the pCriphCry-our 
personnel department rather than 
our program dCpartmCnt--turns 
out to be oneCof the places to find 
answcrs to effectiv'eness. Surek; 
those who quest ftir effecti veness, 
who are after the grand ansvers to 
the pithy p,-oblcnms of dcvehlpmcnt, 
would not think to stop in the 
outer reaches of the personnel dc-
partmnit for a hard look at things.
Nonetheless, we would say that 
staffing patterns are among the three 
or four most important elements 
underlying a succCssfl intCrnational 
assistancc program of enterprise 
development (itnot other spheres 
of development). 

In this paper we consider the 

11 

prolblems and progress towards an 
indigenous overseas professional 
staff. (Professional, for Technoscrve, 
is defined as an\y employee dcsig
nated as a "project advisor,' Al of 
whom rc(tuire degrees and orofes
sional experience ill acc( )unting, 
businCss, manlgClCnt, sociolog, 
agronnny or administration.) At 
this time, ]Michnoserve's overseas 
professional staff is 83% host coun
tr.;'% third country and 12% 
American (70, -1, and 10). 

THE RELATIONSHIP 
BETWEEN STAFFING
 
PATTERNS AND PVO
 
EFFECTIVENESS
 

\Vc make two presumptions about 
cffectiveness. They both are ter
ribly old-fashioned ones :nd have 
their genesis \,cry much in western 
historical experience. The first is 
that effectiveness in an endeavor 
relates positively to cost conscious
ncss-not "ifit's cheap, its good," 
hut rather, "if the same tiling can
 
be done more cheaply, it is good."
 
The second is that effectiveness in
 
anl endeavor is a function of, the
 
timle invested inl learning flow to
 
perfor the functions required, i.e., 

L'ou,ire MoreCffk'cti\'C if you know
 
What \'1I re doing, an11d yo)L ar*
 
more likely to know what you are
 
doing in a pa 'tictllr .-llna if \'0u
 
have mastered both the skills AND 
the environment inwhich they arc 
to he cxcrciscl. 

We' think a1con1scious mo1ve
i1ent towards hiring more local
 
nationals for U.S. PVOs ovcrseas 
achieves both these things. Why?
The sholrt answers are: 1)The pres-
Cnt use of I.S.expatriates in dcvel
opment is very expensive, and often 
so for the wrong reasons. There
fore, cmploying ho;t country na
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In enterprise development 
especially, host country pro-
fessionals insure long term 
effectiveness. 

tionals would be cost effcctive. 
2) Staff longevity is a major key to 
program effectiveness, aod that is 
best achieved in C0:)junction with 
point one, if extremely careful local 
recruiting is undertiakel so that 
local st.'ffa'Suny with the on-w 
izatiU )ltp a h)g peri()d ()l time, 

WHY LOCAL NATIONALS? 

First of all it is morally right for 

devch pment t()
be managed b' the 
nationalsofthe c( )untries whose 
projects and prograrms \\c arc try-
ing to assist. In the long run, the 
hiring and training ()lqI:lified 
n1ati )nals is one of' the fewV trulh' 
ilpo)rtaflt seeds ()f sustaincd dCvel-
())nlcllt p)rogress that \\'C can help 
to)plant. \\' btI\ the :argLme1Clt that 
learning hy example is the nnost 
uni\'Crsal of"learninp -,)cCsses. In 
spite of S(omectendencies to the 
c( ntrar\ illthe shn )rt run, in the 
long run, when one citizen sees 
another l)erf)rming profcssional 
tasks with great skill aind coniti-
dence, this fo sters progress tilt)re 
than if that pcrsom \\'ere \vatching 
an Cxl)atriate doing the same thin,g. 

m()re pragmiaicall.y it is often 
politicallv expedient and tactic;ally 
safer to have 0.ur MVersCas offices 
run antire]\' h\'3n1d 

nattionals raithcr than h\ our cxpai-
tri'tes. In 'liichn )ser%'es case, our 
instincts abut plitical cxpedliency 
seem to be b0Irne out more the 
longer (mr national staffs ha'e'estab-
lished themselves in a c()untr\" In 
plain truth, it's not as easy to I)otIs
.?1ti-\\'stern or anti-Anmcric:tn fkel-
iigs on ;n organization who se rep-
resentatives arc entirely nationals of 
one's own coum itr\ In fact, in some 
instances, tile people we work with 
(the members of agricultural co-o)ps 
in rural areas, and even the mrina-
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gcrs and administrators of the corn
munity-based enterprises with 
whomln we work much more closely) 
tend to forget, after a while, that we 
are an American organization. This 
gives us Igood balance of low 
visibilit and political safdet. both 
of Which help u. ',keep our eyes 
On our overall goals 

Those gotls--for LS, the ima
proveint of pcople's lives through 
the de\'el(opment of viable, .Sus
tainable agricultural enterprises
create lore of'alced for national 
stafts than otler kinds of develop
maent activities, like building schools 
or clinics, and certainly more than 
relief activities. If we ;are going to 
do our job properly-and that means 
carefully anal\'zing the prospects of 
the enterprise-our staff IllLSt not 
only be masters of their disciplines, 
but must also have in-depth local 
knowledge about a wide range of 
things, from who controls the onion 
market in the province, to which 
crops do best in a dry period, to 
what people feel aboul) their ethnic 
rivals on the next mountail top. 

i'he pragmatic and the moral 
come together on the natte of 
cost. :f'eel we exercise a much 
more resnonsible stewardshi) of 
the money entrusted to us bNw 
f()stering "nationalization" of our overseas)rlll\' s,staff for inV reasonyone 

of which is certainly that expatriates 
cost mu1tlCh m1O1re2 than national staffs. 

But that i:; only the tip of the 
iceberg. In fact, there is increasing 
itjstification for (Ituestioning the 
need for expatriate staff mnenibers 

at a! these da's. 
Since its early days in tile late 

forties and early fifties, the practice 
of development (as distinct from 
welfare or relief operations), de
fined here as an effort made by out
siders to assist people in the Third 
World, to alter the conditions which 
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imaintain low productivity and 
IpoNertN; has depended upon the 
presence of expatriate operati)nis
personnel in tile deoVi(ping world,
Whetiher tile deVeh pnient work 
was large-scale capital inveslnent 
projecs chr:icteristic of the 5,Os
and 60s (ro)ads, h Jspitails, univer-
sitiCs, lirgC igricuhtural "schenes") 
or small comm unity projects rUl-
1y PVOs in the -()s, tle argumCnt 
for the placeient of such outsiCer 
staff nenbers in deh\cl,m)incnt proj-
ects used to hV a simple anid pl:in 
one: nanely, thit the skills these 
outsiders had were skills that could 
not be f)uiid hcal\; 

Fcv' would h;%e been able to 
adequaitely refute this aiugulent; in 
the early davs it wvas pretty mu1tlch 
so. Gi'en the design and conceptioi 
of the projects, such ousiders were 
needed-there w\ere fCew or no local 
nationals able to fill these nles. 

The world has chunged, both 
ours and theirs. 0i our side, 1iiorC 
than wec like to admit ii, \\e have 
become a hit dependent on these 
jobs as development has gradually 
evolved into an111industry (So)lie)e 
at the UN recently refetrred zo it as 
the "DI-V BIZ.-) I'nitted States pri-
vate assistance to the Third World 
alone aCCOLIIntS for over One billion 
dollars per year. And there are, it is 
safe to say, at least 20,000 American 
professionals (perhips as ilail as 
30,00(I) whose livelihood depends 
directly oni tile overseas positions 
they hold with development projects. 
(This excludes overseas volunteers 
and members of religioIs orders who 
live tiodestly on subsidies.) hi addi-
tioil these overseas Ariericans are 
responsible for perhaps an equal 
nuiiiber of jobs at honic which exist 
to support them logistically Clearly, 
we have riot tried very hard to close 
the gap between the rhetoric of 
"working ourselves out of a job" 

and the reality 
On the Third World side, where 

there was once hunible an1d grateful
acceptallce of expatriates, there is 
now growing resentment. The 
Third World can justifiably argue-
Is it oftenl does-that expaitriitc
placement in h )st Coulit ry dlevelop
mnerit projects is somnetiles a func
tion O>f an i ldustr\s nced to iarket 
is product, riather th:n of vhat the 

host CoLlltry itself nceds. There is 
also a shrewd ad knowNing aware
ness tllat 111LCh of the money ear
mre1ked for development projects 
goes, in fact, hack to the donor 
nation in the forml of expatriate 
salaries. 

This author has stood in the 
offices of a Minister of Public Works 
in a1Middle-Eastern Cotintry and 
haird hini argue eloquently about a 
S-i million budget foi" a USAID
sponsored water project. lie pointed 
oit, using percentages that his staff 
had worked ip for the session, the 
number of items in tile budget that 
w\ere really funnels for USAD money 
to le passed through his counLiry 
oil the way back to the United States. 
The items that lothred hin most
 
were thle costs tW bring out tile
 
'chief of part'" and his teanli for
 
tile three y'ear project.
 

The Minister had recently come
 
to his post froni New York where
 
lie had been assigned to his couil
try's mission to the UN. he knew
 
the details which lay behind this
 
iudget. The expatriate chief of
 

party's base salary was in the high
 
,iO's. There was an 'dditional 25% 
added on as a "hardship allowaicc." 
Additional perks, such is fully paid 
housing, utilities, water, a consum
ables allowance of American canned 
goods air-freighted to this reniote 
country-where plenty of local 
produce vas available-aniiounted 
to at least a doubling of this hard



WHO RUNS THE SHOW? 

W 	 ship allowance. Overhead costs for 
tile home office support to bring 
this person out had to be atddeCd in, 
as well as the cost of sending his 
children to private boarding school 
-be'CC.ise adequate schooling, up 
to American standards, was not 

davilable lcl. Finall\; the budget 
included the shipping of the chief 
of party's car and paying for him to 
go on home leave twice during the 
contract. The total tab for this one 
expatri-aic came to ab1out S160,000. 

While some of this mone, of 
course, would go into the local 
econom; the greatest proportion 
of it would serve to boost the II.S. 
economy 3ecausC the living Cx
penses of the expatriate were so 
ihloroughly subsidized, hC could 
easily if he was not an a)solute 
drunkard and gadabout, sa'e ip to 
90% of his salary. In addition, being 
a priva'v U.S. citizen not employed 
by the U.S. Government, he does 
not have to pay income tax. When 
all these factors are added up, it 
becomes clear that. in real dollar 
terms, the expatriate can be making 
up to four times his base salary The 
leverage effect of that extra )urchas
ing power benefits the U.S. economy 

The Minister had, with consid
erahle skill, pointed out almost 
cvery' single way in which the pre
sence of expatriates brought the 
total S4 million benefit to his cour
try to significantly less than that in 
real dollar terms. His final question 
was somewhat rhetorical. It anmuot
ed to asking: "Who do you think 
we are? What kind of a fool do you 
think Iam?" 

Besides the suspicion of the 
self-serving aspects of the expatri
ate prescnce, there is, in the minds 
of many Third World officials, the 
knowledge that, in the last ten 
years, hundreds, if not thousands, 
of trained technicians-many trained 
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The Third World has 
changed. Expatriates are not 
as necessary to development 
programs as they once were. 

abroad-are looking for work. itisthis k1st fact, more than \'other, 

which has prompted the recent elf 
forts, in some countries (Kenya is I 
good exanmplc) to crack loNwni on1 
tile renewal of expatriate')work 
permits. 

Kenya is, in flct. a1good cx-
ample o)fthe p)cntial mlgnvlitldC
of the "cxpatriate vs. nationals'\,patriates 
problem. A recent sLIrvey of [.S. 
PVOs condLcted by IntCrAction 
showed that there are 61 U.S. PVOs 
in Kenya alone conducting 322 )ro-

jects. Add to this a perhaps equally 
large number of PVOs from liol
land, the Nordic Count riCs, Britain 
and Gerliany;, Ind you havc a vcr\ 
Visible expatri: )resence. With all 
cdoc respect to these PVOs, who are 
und,)ul)tcdl' \wcll-intentinced and 
hardworking, it is hard not to ask 
whether the fact that life for the 
expatriate in a beautiful co1n try 
like Kenya is extremely good,doesnot have something to d(o with these 
numbers. Certainly Kenyans are 
asking that quCsti(n. 

If we, in development, are 
really to be truC to our original 
)urposes, i.e. that \\e are here to
work ourselcs out of jobs by ima-
parting our knowledge and our 
skills to others less fortunate so that 

they may bring thelIsClCs up tothe level of modernity that they 

desire, then wC must be more hon
est in acceptinig that wve cannot 
;lVa.'ys count on our people being 
there, and hcconle more active in 
the search for inldigCnous stat' 

"I'hcre are two questions to be 
addressed: 
I) J what degree aire 
realneeded? 

2) How does a P17) go about find
ing, recruitingand keeping good 
local talent? 

WHY EXPATRIATES AT ALL? 

ldeall\; a private voluntary organiza
tion or other development comn
pany or agency ought to be able to 
work towards 10% nationals on 
its overseas staffis. But, in reality, 
one of the reason: iaany )eople are 
in this business is because they are 
attracted to overseas work bec;se 
they enjoy the expatriate life, thef,scination, the sense of )urposc, 
the heightened sense of connection 
with th, work that the home office 
people lack. Many people are in the 
dCe'Clopmn1Cn.t I)usincss I)cLuse of 
the chance .o spend part of their 
careers overscas as expatriate er
ployccs of their organizations. To 
take that away would take the in

6' TECIlNOSERVE * FINDINGS '86 



centive avav for Smile people.
lechnoservc has handled this 

problem in one way\V\e striv f( r a 
highly nationalized overseas staff; 
idealy, 0 totp ()ut ,ItIhLut 9()%, 
but leave r)ll i)r aIfCw cxpatriatC 
positions. These few po)sitions
maintain the incentive Ii)r S'mle 
staff who see the possibility of an 
overSeaIS t()ur. ,\lore impo )rtantl.; by
rotating Americans betwcen field 
offices and home office, there is a 
hc:lthl'pcriodical redressing of the 
balance I)etwcn the lomc office 
perspective and that of the field. 
Additionally \wc have learned from 
experience that st:arting InwC\v pro-
gram req uires so5(me one whO rcaly'
knows the organization's w rk. In 
s,.,
te cou~ntries qutlified nationals 
are harder to find than in )thers. In 
those places the\' must he trained. 
That training can he best done hy 
someone who has becn with the 

organization for a lo>ng lime. 


Accepting, fo)r
the moment, that 
there are locail people with ade-
dLuate skills fo r tile tasks a1thand 
there is another reason to C()ltllte 
to use CXp)atri'.Itcs-oInC that is O)ftCn 
unspoken. It is often the case that 
the I)restige of the Oditsider is critical 
to success in a1dCe'ch)lelCnt pro)jCct,

When "lhchnoscrvc\\:s in tile 
process o)f starting up a pr)Ogratlt in 

an African countr\' ACoule)C Of 

years ago, the most efficient r0)tttc 

for us to take \w'is to transfer a high-

l' (u;lified African staff mnember 

from one Of ()ur programs in a 

neighboring co untr\ 
 I Ic knCV how 
we do business, had long experi-
encC with us, understood Africa,
both intellectually and intuitivCie; 
and- something no) expatriate 
could ever dluplicItC-'e spoke 
fluentlx' four of the languzages of 
the region. His presence in tile 
start-up )rogram would haxve given 
us just the time we needed to 
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kocate, put in pla.Ic, and train the 
permanent staff which, wc hoped, 
would be con(l')osed largel' of na
tionals of the C()Ullntrv in Which we 
were atlbOut to start working. 

When we proposed his name 
to the Ministry Concerned, the 
reaction was immediate and blunt: 
"W( dn't \\'.liltyO()uto SendC. uIs an1 
African. \X' w.lilt \'OLI to SenC LIS an11 
Americ~i ...." : rgued that our 
first cand.lidatc \as eminentl' qual
ified. "No matter" said our host, 
"we don't wamt :in African. Ve 
want an American." The sentiment 
\vs utterly clear. No Africans need 
apply Qualifications he damned. 
Experience I)e damned. Cultural kin
ship and language especially Ibe
 
d:mned. What scemed to coutt
 
was the stattus associated with
 
"cxpatriates.'-

\WeLhad a similar experience
recently in :more dCCloped co(un
tr\' in L.atin America. In a project 
where ()ur local staff had been work
ing for some time, a recent visit by 
one of our Honle Office people re
vealcd 'ioll disco)ntent by tile pro
ject bIenCficiaries 
 with our staff of 
t(o)p
flight professionlal:, all nationals.
 
Did the' get along well with our
 
clients? Yes, certainly. Did the\, do
 
their work adeqtely? A)solutely
 
Was there amy complaint at all about
 
tie relationship? None. What then
 
was bothering them, we asked.
 
"We'd like to see a Gringo from
 
your home office come down here
 
once in iwhile, not just to lo,)k
 
things over, but to work with 
us.
 
Then vWe'd know yoLIare really try
ing to hell) LS."
 

These encounters ma'' seem
 
striking illtodays Third World 
where we have come to expect new 
levels of naltional idenit. For many 
years, observers have recognized 
the early stage of nationhood, with 
its pattern of conscious construC-
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The subtle dynamics of 
status may make some expa-
triates a practical necessity in 
many countries. 

tion of national identities and at 
pervasive concern to put the mark 
of local identit )n Stam1ps, cur-
rencv ald the nttional airlillC. But 
nIoN); a.s these countries go JXist 
th( )se eas\ svml)()ls to try" to lrge a1 
deeper and m()rc per'asive identit, 
the issIC hecome(S moel) problem-

.uliv'rsal 
V, 

, 


itic, [here is ambivlence abllout 
tiking responsibility lir their own 
di2stin; Iswell isairecognition that 
lull rsponsihility in thi., interde

pcndent world is not Itcrriblv 
reilistic goal. 

But1 pe2raIps thinat i(l psVcheerl 
t'peC of exllaniati)il fi)r t!ie StatIs 
associated with exp.ttriates goes i()o 
far. And w)rse, it may1V n()lt be(luitC 
flir, since it tends to put the Iulrdel 
entirely on the side of the Third 
World. W think pirt (o)f the phc-
linlellnoll is explained by some 
psychologicail and unthr )l( gical
uivle(rsals-sp.cts of humatllll;l'-

haiIvior thait opply \'('Veto all of us. 
noticed at least fiVe suile2 Cxplal-
ations for "Cxpatria.te need": 

a) The Path of Least Resistance 
-The other side of the notion that 
being ainltive manitms knowing what 
is going oi is the old adgc "li il
iaritv breeds contempt." For all the 
ad'ntgcs thlt the na;ttiolatl would 
have in theo>r; it may be perceived 
to be ea:sier to Nvork \vill an Cxpi
triate i)rCcisely I)caCse lIe/shC is 
not a mcmher ofthe culuIC. 'hus, 
one can -skip steps" and a'oid 
obligattions and responsihilities that 
may e ncCsslry in a1dilogue( 

bet\VCCil ImemberhCITS of tlL Samel1 cul
ture. InI Aw\ the dialogIC may be,
 
in somc respects, freer and easier
 
to sllpC.
 

b) Status Magic--The desire for 
s!atus ccrtiinly seems to be the 
Ispcct of the expatriate "need" that 
is closest to the surfaice. That may 
be heciLsC it is the most obviously 

of the p)ssil)lC Cxplanai
dollsWCtions.\ Vll want stitLs of one sort 
or inother, ind people seem to 
tke it where they cin get it. There 
is a111aigic Issociatecd with having 
thIt which is costly 'd rare, ind 
expatriatcs may be perceived that 
x. In most Third World couitriCs,
 

it is known that expatrialtes are
 
reltivclv costly aind the skills thcy 
are beleved to posscss are thought 
of ;Isrire ones in tile Third World. 

c) Context--The desire ()rneed 
Cor expItri;ItCS illay he, in pairt, a 
contextl phe(2nmenon--One that 
is felt most only in certain contexts, 
sLci as th(osC arIs sCen to0 iC(liirC 
highly technologicil skills. These 
kinds of'skills lavy be associited 
more with expatriates thii with 
niti()nals. We, in the United States, 
tend to operaite coliCtully with 
rese)CCl to our perceptions of ccr
tainitionil pei'sonias. Wc think of 
the hst witchcs is"Swiss", caimeras 
iswell-mide in .lipi, and certain 
high-calibcr aut()s as German. 
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d) Force of Habit-Especially 
when progress appears to Ie 
thwarted, or when the economy' is 
il an acute state of crisis, the ten-
denc\" in the Third World meay he 
to fall back on some old habits-
one of them being a desire to rely 
on expatriates. Looked at as a uni-

-

versal tendencN , it is easy, to see this 
is a temporary security hlanket-a 
way to gain the strength to operate 
on one's own. 

e) Prestige by Association-
Expatriates may, represent a kind of 
gift on the part of the assisting 
organization. There is more to a gift 
than the act of pleasing or thanking 
someone. Gift-giving is a complex 
exchange of svmhols, which often 
have quite weighty importalce. 
Again we, in our owvn cuLture, tac-
itlv acknowledge this when we res-
pond to ads that suggest that we'll 
be more highlyv thought of 1by\the 
recipient, if we give a gift that costs 
more ("Give the very hest..."). 
Such syblolisl is actu;illy carried 
by the gift itself, so that the recip-
ient and the giver both gain pres-
tige from its perceived value, In the 
Third World context, the expatriate-

WHO RUNS THE SHOW? 

as-gift may conve)1 vicariously) the 
prestige associated with a high
priced gift. 

At tile least, we can he sure that 
there is more than meets the eye 
when it comes to explaining the 
perception of the expatriate 1h, the 
national. Given this complexity we 
should accept that it is realistic, and 
perhaps even healthh, to maintain a 
percentage of expatriates on an 
overseas IWO staff. But while full 
indigenization may not he possible 
or desirable no\,, a higher level than 
exists at present could be reached. 
Over time, most people come to 
appreciate a good job, no matter 
who does it. Once it hecomes clear 
that even one's compatriots can 
contribute a service that is useful 
and professional, issLes of status 
and prestige, worries 1l)out identit; 
a desire for svmnhols that satisfy a 
lneed for attention from abrocl and 
other vicarious advantages to expa
triates, ma' dissolve. 

FINDING AND HOLDING
 
ONTO LOCAL TALENT
 

We come back zo the practical matter 
of locating the appropriate people. 
The first step in the process is to 
acknowledge that the\, are, in fact, 
there. Mainy of us too often assume 
that they are not, hecause they are 
not imnlediitely visile. We think 
good people are available. They 
need to he searched out. 

There must he a serious and 
sometimes costly commitment made 
by the IWO, to put an effort into 
locating the right people for their 
organization. Sometimes, an unusu
ailly aggressive and creative approach 
rnay he required. It may even mean 
looking outside their country As 
one IVO put it, if we can't find a 
qualified national of - in X. we'll 
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find that same nazional elsewhere, 
even itit means finding him driving 
a cab il\Vashington, 1).C. 

MaIn nationalsS o1 h)st C0ouin-
Qualified nationals are avail. tries wvith skills who hae left their
able. They need to be actively cotlllries oud go ack, lartic
looked for. Once found, it ularlv if(flercd a1position with an
isn't enough to select staff on nritional orgauiztiUia. They
the basis of their paper qual- nedte sense, some T e, 
ificntions. They have to "fit" need ti,sensc,s(nlctirnls, of pro
the organization's philosophy tcctiol that is oflcred to theland mission ' bybeing associated with all organiza

tion that is not of the sam1 nation
alit\ isthe\ are. This l)aradox, tile 

S use of host Co untr\' nationals to 
i< wtork in their coun11r%; hut their 

f/ A " p;laclent within an agency or,()rganizi ion tll
th is forign, ImaV be 
" 1 - preciscl the anticlote needed for 

tile stat us problem. 
But Nxvhat an cffective PVO can 

offer most ofl is tile chance to per
form effective dccelopmnlet within 
their own counitr, and not be sec
ond-string employees supervised 
by expatriates (as is the case with 
11:1INnl );l'calclployces of large U.S. 
PVOs and U.S. government aid 
agencies). For those qualified local_______.__"__._____people who are good and want to 
get their feet muddied, there arc sir
I)risinglyl'few such ()pportunitiCs. 

Ilow to make Sure Voi'VC found 
the right people rC(luires more 
subtle kinds of orientations. Simply 
putting an ad in the paper and 
p)lowing through 500 resumes isn't 
enough. There has t)hC a very 
clear-cut job description; but, un
derlying that job description, more 
illportanty,, there needs to be a 
clcar-cut, articulated understanding 
of what this agency's philosoplhy 
and goals are. Thit Understanding 
must becolme pal'rt of the recruit
ment process, What is often lacking
is an understanding of howl)people 
fit into an agency's goals. Resume 
and technical skills alone do not 
tell the pIlospecti\'e employer what 
kind of an individual he's getting, 
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and what kind of a fit that pers(o n 
will make. 

Wit h()l.t that s rt ol;m effort 
to get ait issues of 'fit,' the right 
people are: not found. \Volrse, the 
work of the agency is compro-
mised. It too often happens that a 
PV() takes oi sotloenC \Who has 
the ippropriatc skills. hLlt no ot the 
appropriate motivation or personal-
it; I laving worked his \Va\' up flrom1 
plasan11t StAtus to getting aln NIS or a 
Ph.). degree in a particular tCch-

nic~il s, ccialt.;lie may tno( longer 
wN11t to> h1lVC \'or'\' 11LCh to1cldo \\'itll) 
tile pt)<r folks fronm which hec's 
conlic, and (toecs 11(t like tle bhI 
lifesty'le tha~t offten go~es [long withl 
dev'elopmnlct wo'(rk; tile' long hl0)urS 
i'l -4-whICCldi\'C' \'il's IhomnCing 
ailong bi'tskeri roa;ds, sleeping 1*11 

uncon~ilor lahces, getting o)nes 
feet lll ied '.11d filChing tile ill-
ccSS;In dtm anl~ds o)1""hll)'. srprin~gs 

eternal" poor l+lks whierever lie 
goes. This is ino(t tile kinci o)f life-
style thalt the Thlird World elite 
riccess,.iril\' cottons to. 

Yet, ill 0Lr experience, there 
aire pec)ple iri every' Third World 
country with the ;appr+pr-itt moti-

WHO RUNS THE SHOW? 

vation and personality The effort 
needed to find them has to)he appro
priate to the task. This means spend
ing cornsideral :e time interviewing, 
and making sure tliat one puts that 
time in up front. This may require 
hringing a nerson in two or three 
times for an interview, making i 
gCnuineLly serious effort to check 
up n)ilreferences, rather thal a 
superficial, l)erfutoCtory one. It 
would lso manl1 hatving more than 
one or two people interview that 

person, arod doing m~ore than going 
over the pe)rson's V.,1Lues in checklist 
fa shiion. A i ittt lllt nMust he made 
to get to knowv that pe'rson~. 

TECHNOSERVE'S APPROACH 
IS ILLUSTRATIVE 

7Itechnoser\e's primary concern 
with aillstaff is "fit'- phiilosophicall, 
personalitN; character. In~ hlooking 
for new people, the organl~izaltion, of 
course, looks ait skills aind profes
si~ml1 (IlualifiC'.itio1s. But. these (10 
not often help reduLce tile field to -. 
man'.igcalle size. What does, is tile 
search fo~r the right fit. We look for 
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people who will work with Techno-
serve because they like what we do. 

Our experience is that there is 
no level within tile organization 
where this kind of fit is inappro-
priate. Clerical anod secretarial and 
other support staff are looked It 
with a conce-rn fbr plhil)sophical 
fit. Of course, the rigor of that search 
is greater with operations person-
nel. But, everyone considered for 
hire is considered with tile ques-
tion in mind: "lDoes this person 
understand "iichnoservc's work, and 
is ile/she in substn:tial agreement 
with our ap)roach?" 

There are 1lnmerolS guides
and instrumentS used in the pCr-
sonnel field to help dceterrine such 
thilS Isfi.''chnose.,rc h:s devel-
oped its own set of suc'h guides, 
and consistently makes Lse of them. 
The range of areas to b considered 
in an interview is quite con1pre-
hensive. Among the ones of key 

importance ftor most operations 

l)ositiions ar'c these: 


* Personal value system;
0 l)egree of r,_'alsl (under-

stadIg o'the "real''world, political 

sophistication); 

9 Skills appropriate to tile j)b, 


or ability to ac(luirC thCm; 

* Commitment to helping 

people and to the kind of dCvcl p-
ment philosophy which this organ-
ization embodies; 

• Political biases; 
0 Source of motivation;Vitality; 

• Energy; 
* Sense of humor. 

Such quCstionl areas are not 
merely perfunctorilv covered. The 
interview process at Thchnoserve 
can take two days. The ol)ject is 
not to test the person Under stress, 
but to attempt to know who the 
person is. 

In addition, we want to know 
the persons plans. Are they looking
for a long term position? How long 
do they expect to Nwork for l1hchno
serve? We are open about wanting 
aind expecting somcoru(: to stay 
with the organization, and feel it is 
not unreasonable to say so and to 
delve into the candidate's real feel
ings about that. Many organizations 
feel it is nit realistic or even their 
buLsiness to ask in advance whether 
the candidate wants to spend the 
next ten years with them. Techno
serve feels u6nashamed ablout asking 
this. 

We think that the connection 
bctw,,een such hiring procedures 
and effectiveness is extraordinarily 
simple. If you bciir\ve that effective
ness lies in part in having experi
encc and experience is a fLunction 
of time, then you want a staff that 
will stay around. 'lb do that, you 
ask for a personal commitment from 
people at tile time you hire them. 
Our figures bear this out. In Tech

noserve's olest programs (Kenya 13 
years, Ghana 15 years, El Salvador 
10 years), the longevity figures for 

the indigenous professionatl staff 
(w\'ith five years or more service) are 
62%, 43% and 40% respectively 
'lichnoservc's worldwide overseas 

indigenous profcsional staff num
bers 74. Of these, 31% have five years 
or more service with Thchnoscrve, 
which is very good considering
 
that four of eight country programs not vrevet five yeaus old. 

These figures Up With the
 
ralk of the profl..s,,
inal staff. Our 
four country programil directors in 
Africa have ai average of 12 years 
with Technoscrve. The four country 
program directors in latin America 
have an average of six years with 
the organization. 

On tie practical side, good 
people are also looking out for 
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themselves. In fact, if they are ma-
turc and realistic individuals, we 
would be concerned if they were not 
interested in salar, benefits and 
other pecuniary aspcCkT; of employ-
mont. \We also recognize, therefore, 
th. many Third World nationals 
have an interest ,nworking with an 
American o(rganizatiol because 
they feel it brings them status, or 
because they"he)C it will bring 
them some greater financial security, 
One policy that "iixhnoserve has 
instituted is to bring all ovcreas 

. . 

.. 

- .alism 

-~ *:T 
-- "ha'e 

'" 


l)rofcs:;ional stalff into our company 
thrift plan. This assures that c\cry'-
one gains the beneflt of' having part 
of their earnings convcrted in dol-
lar;. For some, this is a tre..ImCndous 
boon. It helps our hcal national 
ernl)loyeCs to become highly effec
tive development practitioners. 

WHO RUNS THE SHOW? 

On the expatriate side, there is 
amother difference which is lTch
noserve's tax Cqualization polic)y In 
order to reduce resentment of host 
country staff and of Americans 
who are at the home office, U.S. 
overseas employees' salaries are 
reduced to make up for the differ
ence in their tax advant;agc. Also, in 
general, when a hardship allowance 
is allowed, it is based on :snill 
percentage of whit the U.S. State 
Department allows. B-causc so 
much attention has Icen paid to 
"fit," Tchnoserve's expatriate em
ployees do not mind this unusual 
policy of tax eqLaiiztion. 

O1,1r programs have been able 
to ,achiv a degree of profession

and crecdibilitv in the eves of 
both host coufntry officials and our 
intended beneficiaries whiich, wve 

been told by third parties, is 
considered unulSLI.11. We have had 
success in influiencing policy at the 

10.national level, in building ties with 
institutions which hold some of 
the keys to replic,.tion of our pro
jccts at a national and international 
level. inally be~ueour staffs aireS 
honed into top-quality professionals 
plwho stayNwith the organization and 
are mostly nationals of their own 
coti ntr', we ire able to easily and 
quickly achieve regional replabil
ity in particular sector areas. We 
think that much ef the credit for 
whatever success we haIvC had thus 
far goes as much to our personnel 
policy as it does to our technical 
fiethodology' 
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