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BENEFIT SUSTAINABILITY
 

Introduction
 

A major goal of the development process is to induce self-sustaining
 

improvements in peoples' tyell-being. All tco often, however, continuing
 

benefits from development projects depend on foreign assistance with the
 

consequence tnat benefits end or diminish significantly when the aid runs out.
 

Despite the obvious importance cf sustaining development benefits, the
 

reality is that a large majority of donor-assiste. eiforts have not brought
 

about lasting developmental change (AID, 1985; World Bank, 1985, Devres, 1987;
 

U.S. Congress, 1986). A short-range focus often has prevailed, with attention
 

directed to completing activities or spending budgeted funds. Much
 

traditional project evaluation also has sidestepped the sustainability issue,
 

speaking more to project outputs than to long-run impacts.
 

Recently, however, greater attention to the impo-tance of lasting
 

outcomes ard 1o strategies for achie./ing them is evident among development 

practitioners. As a result, valuable lessons are being learned, especially 

about the institutional and resource requirements of sustainability. This 

encouraging trend is particularly apparent within the PVO community where
 

concern for improved sustainability ')as moved to the forefront. PVOs, indeed,
 

have particular advantages in carrying out sustainable activities. They are
 

urnicjuel% ab:e to elicit the kind of local commitment and enthusiasm that
 

encourages sustainability end they often are well positioned to link local
 

people and organizations to broader networks of institutions and resources
 

(Tendler, 1982).
 



In an, discussion of sustainability, it is essential first to define its
 

meaning. Sustainability is a development concept that 
 often is ident:fied 

incorrectly Ith tre continuationI of a project or an institution. In
 

reality, development 
success does not necessarily mean the perpetuation of a
 

project, of an organization, or even of project activities. 
Rather it depends
 

on the continuation of valued benefit flows or outcomes, 
with or without the
 

programs or organizations that stimulated those benefits 
 in the first place.
 

The nature of these benefits may change, their source may shift, or
 

responsibility for their costs may be assumed by a new mix of benefactors. 

What -s important is that the benefits, or outcomes be valued by the intended 

beneficiaries and that they continue. 

Looking at sutitainability thus requires a concern for what happens after
 

a proJect terminates 
 and its external inputs of financial, managerial, and
 

technical support are phased out. at local
It is this point that capacities,
 

resources, and leadership must 
be prepared to move to the forefront.
 

Broadly stated, any project involves the planned use of human and
 

financial resources 
to achieve some planned improvement in the well-being of a
 

beneficiary group. Project implementation is the process of transforming
 

those resources to that welfare objective by one means or another. 
 The jump
 

from applying resources to achieving sustainable benefits, however, bridges a
 

wide and difficult gap. In normal development experience, two important
 

in*ervenlng stages must 
occur. First, resources are used to deliver some mix
 

of goods or services 
such as health care, seeds, or technical assistance.
 

Second, people respond by using (or ignoring) these goods and services. If
 

the response is positive and produces valued and 
lasting benefits, the result
 

is development.
 

The flow from resources to improved well-beingr however 4s only the
 

initial phase. 
 A fuller picture must show the project as providin. the nudge
 

to a cycle where an increase in the resources locally available produces new
 

goods and services, induces appropriate responses and then generates a greater
 

resource base. This cycle is depicted in Figure 1. It is 
important to note
 

that while the 
initial project flow moves from resources to benefits, this
 

flow may be triggered either by outside initiative or by local demand. 
 Since
 

local 
participation is a major determinant of sustainability, lasting benefit
 

flows are more likely when local action is the initiator.
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Why Project Benefits are not Sustained
 

The ma, reasons 
"ny projects often fall to induce sustainable benefit
 

flows can be summarized in terms of organization and management constraints,
 

resource limitations, and problems caused by policy and other 
 factors in the 

project environment. 

Organization and Management Constraints
 

st as project Oesigners often fail 
 to give rigorous consideration to
 

sustailnabiit in 
project design, so do project implementors often pay little
 

attention to sustainability concerns in 
 the midst of pressure for timely
 

delivery of goods and services. AID -ecognized this problem in 
 a recent
 

project review:
 

Success of AID projects is measured in terms of how effectively
 

funds are used during the project period. Development of strengths
 

necessary to carry on a project is 
 costly and does not generate
 

immediate project benefits, thus reducing 
the rate of return. Thus,
 

the AID systeii does not encourage investments that will yield
 

results after AIb fundini ends (AID, 1987a).
 

Since this 'system" affects the many PVOs who work with 
the assistance
 

and cooperation of AID, the Agency's lack of incentives to support the
 

requirements of sustainability are a matter of concern to 
the PVO community.
 

Any ongoing stream of development benefits requires sooe kind of
 

organizational mechanism or management system, even 
if very different from the
 

project structure that initiated 
those benefits. Often local organizational
 

capacity is inadequate to sustain the necessary administrative arrangements.
 

Key among these capacities are administrative competence, acces. to resources,
 

and effective linkages both with beneficiaries and higher level institutions.
 

If a project nas.not addressed these aspects of local organizational learning
 

frjm the begirin~g, chances for benefit sustainability will be seriously
 

recuc-4



Resource Constraints
 

j.acials.,stajnanilit, is an obvious requirement when, as is normally
 

tne case. ccr't Inuat ion of benefits after a project requires some level of
 

ongoi7g funding. In practice, however, several factors often work against the
 

a ailabilIt, of needeo funos:
 

o 	project goods and services may be oelivered at an inappropriately high
 

cost, especially considering the external management and technical
 

assistance resources applied;
 

o 	 conors may prefer financing new projects to underwriting the ongoing 

operating and maintenan;., costs of last initiatives; 

o 	expected host country resources may not materialize, either because
 

resource availabilit- is severely constrained or because the government
 

kor other source) has more pressing priorities; or
 

o low rates of financial return or insufficient revenues may render
 

activities intended to be income-producing untenable over the long run.
 

One or more of these factors can affect virtually any development
 

initiative. When sustainability is dependent on continuing external resouces,
 

whether from a foreign donor or government, the risks are enlarged.
 

Environmental Constraints
 

Political, economic, aid cultural factors in the external environment
 

of a project often undermine prospects for sustainability. To begin with,
 

statements or promises by politicians or project personnel may create local
 

expectations for immediate benefits rather than an understanding of 

longe -terr development objectives and requirements. Attempts at 

institutional change may fail due to conflict with well-entrenched local 

practice. Project innivations often fail to survive because the very effort
 

to circumert traditional proceduLes works against their adoption
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. A Wcrlc Ban,, 5tud rEports 
that a misreading
SOci-cuLtu--ai of a project's
en.ironment 
was a 
 ev factor 
in mOst Projects 
that experienced

rEje t;or 
of 6 ne tehro1
,q WorIc Ean, I 85).
 

It is irportant 
that economic Policies support 
the particular development
benefits 
 are to
that be sustainpd. 
 Fcr example, 
 a project
agricultural to promote
development needs 
the support of 
pricing 
POlices that 
encourage
farmers 
to projce. 
 ; program 
to extend 
credit 
 to 
small-scale entrepreneurs
depends 
on appropr iate 
interest 
rate pol icy. 
 Often these poliries are
the control beyond
:r een 
Pif ;uer-ce -f a particUlar Project 
or donor. 
 This may be
especially 
true for PVC 
activifie, 
in viev. of 
their relatively small 
scale and

frequent 
jnsulation from 
Qo Er nment.
 

Yet social, 
 economic, 
 and Political 
 forces 
 have great potential
undermining sustainabilit,, 
for
 

over 
the long run. 
 Awareness of 
these constraints
is an 
 obvious precondition 
 to the possibilit,,, of 
 overcoming
rec,.gnizing them -- or
the imposidilitv to
 
of overcoming 
 them 
 which 
 should 
 lead 
 to a
rethinking 
of the wihole project 
idea. 
 It may be possible 
 to implement
activity that anis not appropriate to 
its setting but is
it 
 very unlikely that
the beneficial 
jutcomes of 
such an 
activity can 
be sustained.
 

Building Sustainability
 

Key Planning Considerations
 

Donor projects, 
by definition, 
 are time bound. 
 One way or another they
The end of
end. a project logically 
is perceived as 
a termination 

disperse, TA teams
books are closed, "final" 
 evaluations 
are conducted.

however, In reality,
the project end should be 
seen -s 
 a beginning 
 what follows,
anything, 

and if
I. ultimately more 
important 
than the project itself. 
 The benefits
or outcomes 
 that continup 
are the real fruit of 
 the development 
seeds 
tnat
 
have been planled.
 



an exaggeration to say that every planning 

zecisioIr snc' i De mace in the lignt of sustalnatilty criterla. a~r-rlg the 

ccrsiceratIons tnat should guide project planning are the following: 

:, tr'is ccr te't, it is barely 


o What benefits are to be sustained? A careful distinction should be
 
mad- betweenr temporary, project-related Outputs and intended long-term
 

benefit flows. i accination program, for example, 
 is an output that 
.MayY ot :ev to be continued indefinitely. Reduced illness, on the 

othet hano, is an outcome of permanent value. Some follow-up to the
 
vaccination 
prcgram such as a sanitation initiative may be needed 
to
 

sustain 
that health benefit.
 

o What resources will be required to fund long-term 
benefit flows?
 

Will proje,-t ,-stems be self-supporting (for example, a credit system
 

whose au'alinitrative costs 
are covered by interest income) or will 
a
 

permanent SuDSiO1Y 
 required' It is particularly important to
 

distinqui,. recurren 
 costs from capital costs in making this analysis.
 

o Do projected benefits justify the investment of external resources in
 

light of realistic constraints and opportunity costs? Projects often
 
represent 
 Tunds in search of activities. Continuation, by contrast,
 

represents activities in competition for funds. Many activities may
 

for good reason be seen as a poor investment by a host government 
even
 

if previously approved for donor funding.
 

o Does the administrative 
capacity exist (or is it being developed) to
 

maintain essential 
 systems for benefit continuation? Local
 
organizational capacity and leadership along with 
 resource control are
 

key requirements for lasting development.
 

o Will the project be dependent on the administrative attention and
 

support of a single key person or 
 group? The dynamism and commitment
 

of mary PVO ,2aders makes this a particularly important concern for
 

PVO initiatives.
 



c Are permanent aspects of service delivery being institutionalized in
 

the government structure or in viable private sector delivery systems?
 

I? so, are new administrative resources requIrea (for example,
 

aoditional extension agents or health clinic 
 staff) or are there
 

available resources in the system'
 

o How much of the requirement for both financial and administrative
 

inputs can be undertaken locally? Local inputs, if broadly based,
 

reduce dependency, increase predictability, and serve the interests of
 

local contrnc.
 

These consideratIons nave ouvious significance 
 for what activities are
 

incorporated into development projects as 
well as how they are organized.
 

One particular 
 implication is for the scale of project interventions.
 

Projects Implemertd on a small scale frequently can take advantage of "slack"
 

resources in tne s,,tefT. Existing administrative and extension staff who are
 

functioning at less ttian full capacity can be used in expanded project
 

activities -- their number, need not be increased if their efficiency is
 

imoroved. Up to this point, 
 concern for sustained resource commitment is 

minimal; beyo this point, when a commitment must be made for additional 

finances, the cor cerr is substantially increased. Furthermore local 

government reIuctanc c? to lund recurrent costs in place of more visible capital 

investments makes it more likely that small-scale efforts will survive.
 

This perspective also may be applied to project components. Although an
 

integrated effort may be large, if 
sub-projects are small anc self-contained,
 

then the most appropriate ones may "take," that is, continue to provide
 

benefits after project termination.
 

Resource Issues
 

1c. be sustainable, project benefits must be 
continued by means of
 

financing arrangements that 
provide the bulk of funds from a country's own
 

private or public sector resources. The principal manifestation of failure to
 

consider sustainablity 
in the project planning process is a lack of resources
 

to rrintain wortnwhile activities 
 begun with project funding. Few projects
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_.i:lt cl;an for mobilizing resources and most fail to design any viable 

a .a:1ge(ren E, to cover c ost'I In the long run (Devres, 1987). A recent ,tudy of 
s0 0?-t'a.tional epresweS amazement that many PVOs give regular de elocmet't 

.ic ser-ze t: Ea !t n r'cct;othe autonomy of local institutions without 

Pcvizi-g a,'7Itance to :e,.elop tre capac"ty to generate future financial 

support (AID, !q-7b,. 

Sometimes the problem is cumulative, as revealed in a 1983 USAID mission
 

Country Development Strategy, Statement (CDSS):
 

We can estimate that the potential total recurrent cost bu,-den on
 

the government of Upper Volta (no" Burkina Faso) budget of (USAID
 

sponsored projects) will easily surpass 70 million 1980 -'llars by 

I.87, or almost a quarter of the projected national budget. The 

Government of Upper Vol ta will lear I not be able to finance all of 

L'SA IL1these costs LOuagadccugou, 

In th.s case, thc prohlem obviously has been realized too late. Either a
 

number of activities will vither for lack of funding or an unhealthy long-term
 

dependency on foreign subsidy will be required. Probably both.
 

There clearly is a role for central governments to play in assuming some 

share nf needed revenues for funding local development. BeTore project 

commitmernts are made, however, more attention should be piaid to what recurring 

obligations host governments are willing and able to assume. There also is 

the question of how large a role central governments should play in providing
 

needed resources relative to other potential solutions. As with foreign
 

money, resource needs always should be weighed against the values of local
 

initiative and control for sustaining any process of development, howe,,er
 

funded. Nearly everywlere, services provided by central governments are
 

perceived b'ycitizens as public goods to which they are entitled rather than
 

as resourceh that they should be providing for themselves or for which they
 

should pay. A)s many PVOs know from experience, The incentives for local 

communities to mdIntdir, such services or facilities are usually weak or 

nonexistent. 

Among the alternatives to central government funding are user charges,
 

local government funding, and local participation.
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User Charges have an appealing logic based on equity (beneficiaries should
 

pay for private goods), efficiency (charging discourages overconsumption), and
 

practicality (beneficiaries are more willing to pay for private goods). 

Objections to user fees focus on the danger of excluding those unable to pay
 

from benef I t . Ure risponse may be to structure charges to allow for 

differing payment .3bilities though this may, entail an excessive administrative 

burden (Mouss, et al, 198). A positive example, notable for user partici

pation in setting a rate structure, is described in an evaluation of a 

Tunisian water project: 

Of the five project sites visited in Kairouan, we found three in
 

which the users had taken collective action to establish variable
 

rates to pay diesel fuel costs. Fees were assessed by household on
 

a . )nthly basis ranging from :JO T iIl1ines ($, .,25) per rronth to 

nothing for those to pool to pay. In one :ommunity a local 

organi zat inn gre" out of an exist i. series of quarterly clan 

meet.ngs arid orovdod( basic types of assessment, collection, and 

accounting of watc;-use fees ()-igelow and Chiles, 1980). 

While good arguments can be made for introducing user charges to cover
 

project operation and maintenance costs, the administrative demands of
 

introducing such charges must be recognized. For example, the Tunisian study
 

also points out that
 

At two other sites, guardians were resented because they had imposed
 

a fee system without community agreement. At one of these sites,
 

the fee was assessed for each visit to the well according to the
 

size of the contatner used. The procedure had so enraged the
 

community that they had forcpd the guardian's removal and were in
 

the process s)f arranging the appointment of a new guardian, a
 

relative of the community leader (Bigelow and Chiles, 1980).
 

The problem of introducing user charges is particularly acute where free 

services traditionally have been provided, often the case with social 

services. Failure to introduce such charges, however, represents an important 

policy decision in itself. It means the entire financial burden will fall on 

- 10 



the government or some other local entity. Thus, if the service is continued 

-- not always the case given the costs involved -- the burden may be borne by 

the wider communit,, ,hether or not all its membprs benefit from the service. 

Local Governent funding is an alternative means of plugging a revenue gap.
 

Frequently project services have a limited area focus. As a consequence, 

:ocal coovernment revenue collections may be a more appropriate source of 

finance than the central government budget. Sometimes it is possible co 

fashion a loal (ovUr nmert tax, fe, or other revenue mechanism to provide the 

needed f nances . !e trouble is that locai government revenue generating 

oppor tuni t1.v:s ,ft u, ( ,e<.r y I mi ted. More commo - are various revenue sharing 

ar r anPemets pwret r a ied over development activities1zi ::ntro I' 

remains depentlent or r;ational f i ii-rEii I grants. In such cases, decision 

making may reside closer to the ultimate beneficiaries but the constraints and 

1im, tat ions of cent, aI funding remain. 

Funds actua~ly raised and retained locally usually are more secure than
 

funds allocated from central treasuries. For example, Nepal replaced a
 

traditional national land tax with a Panchayat Development arid Land Tax.
 

to be retained and
Arrangements called for 55 percent or the proceeds 

controlled by the village Panchayat, 10 percent by the district Panchayat, and 

35 per cent by the national government. The result has been greater 

self-rel iance o1f the villagers in development matters, a "significant 

increase" in revenues, and a closer feeling of partnership between people and 

government (Knoll, 1978).
 

Ironically, the Upper Volta CDSS cited earlier concludes:
 

and administrative control over
 

local political units is a quantitatively
 

The devolution of financial 


development projects to 


small but qualitatively important aspect of reducing recurrent
 

costs. We believe that locally devised solutions may in many cases
 

prove to be more cost-effective and durable (USAID/Ouagadougou,
 

1981).
 

- 11 



Such a realization prior to loading an unrealistic recurring cost 

obligation on the central government would have improved the chances for 

sustaining project benefits. 

Local Participation in service provision offers very attractive possibilities.
 

Project goods and services often are delivered at costs above wh at would be
 

necessar, wre o(pt im,al use made of available iocal resources. One consequence 

is a reduction of chances for sustainab Ity. Impeding participation in many 

Cases is th(o f:i(& t haIt p Tojects are launched on a larger scale th.n is 

justi Tied 0, the :evel I iCQlcatechnological tjhjdeirztanding or willingness to 

adopt 1nr vat L n ur a anC1 Martens, I 780f . Exper ierice demonstiates that 

small -scale programs cdesignedl for I imi ted impact a 1I VlI y to jeer ate more 

positive and durable results than large-scalI, sweeping organizational 

reforms. Pyps traditionally have operated at. a scale and degree 
of local 

continuity that provides excellent opportunities for effective beneficiary 

par icipation. 

Local inputs need not be 
monetary where such resources simply do not
 

exist. Land 
or labor can te contributed to infrastructure projects. Local 

expertise can be applied to any project's planning and management demands.
 

Experience demonstrates that 
involving beneficiaries in project implementation
 

produces cost savings and 
other benefits. Frequently, their knowledge of the
 

local situation will prevent wasteful and inappropriate schemes designed by
 

outsiders. In any event, 
 to the extent the beneficiary population is
 

interested enough 
in project activities to make direct commitments to them of
 

time, labor, land, or money, cost burdens are reduced, a local stake in the
 

outcomes is developed, and sustainability is enhanced.
 

Where possible, local resource commitments should be formalized by a
 

contract 
negotiated between beneficiaries and outside funding sources. Such a
 

contractual arrangement takes beneficiaries seriously and provides increased
 

local leverage. Negotiations may well go beyond resource inputs to the
 

setting of project targets, establishment of 
a schedule, and the outlining of
 

implementation responsibilities.
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Usually, local participation is enhanced through the existence of local
 

organizations that represent peoples' interests. A World Bank study conrluded
 

that
 

a major contribution to sustainability came from the development of
 

grass roots organizations, whereby project beneficiaries gradually
 

assumed inrcrnasing responsibility for project activities during
 

implementation and particularly following completion. Where grass
 

roots organizations thrived there were certain distinct qualities
 

inherent i n their growth and in their relationships to project 

activities. fhese inclded some form of decsion making input into 

project actI vI tIes, a high dJgcrece- of autonomy and self-reliance, a 

oenef iciar y T0 1 of themeasure of C )-oIIt (2ver the management 

organization, and the Cr t inuin.1 a I ignment of the project activities 

with the neecos of the henef i. i a iu (World 0 ank , !86), 

In summary, the bene, i ts of r creasing local participation and of 

strengthening the links of local communrties and groups with host governments 

and donors include coordinating local action with national priorities, 

insuring techn!cII adarta5 I i ty, and providiig needed administrative and 

financial support. Out this must e done in ioays that retain local choice 

and deal seviously , th loc-, potential. The benefits will be better, more 

sustainable projects and a ria~or step from the creation of local dependency 

to the support of local ente,-pcise. It is upon this enterprise that authentic 

development depends. 

Caplcity 

Management skills and leadership are the scarcest of the resources needed
 

fur development. Few project ideas are so compelling that they will
 

perpetuate benefits without institutions and individuals equipped to carry
 

them forward. When external resources end, local actors must be able to
 

continue certain activities, often with fewer resources than before.
 

In many cases, this obvious point seems never to have been raised in the
 

project design process. Even when institution building is a stated project
 

objective, staff in the field may respond to success criteria of a more
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traditional nature. Fr exampQ'e, if staff are judged by how well 
projects are
 

executed toften defined Ly 
 whether they reach their quantitative targets or
 

expend the .-bucet , there IlI be little moti .ator to 
achieve capacity

building objectives set b sper isors. 
 What is needed is a consistent set of 

incentives t su )r t tar q,. ted berPav or at all leVels of the project
 

manayfnent str uc tc,. (Loxpen.sation and promotion arrangements for local
 

staff that reyar-d offorts to work with local organizations and strengthen 

their capacit,, to addresu commkinity needs vil help generate that kind of
 

behavior (G6o and VanSant, 1963).
 

For example, aoricultural extension involved in
agents organizing
 

farmers' groups might be judged 
 on the q'uality and irdependence of those 

groups rather thar on such mechani st ic measures as the numbet of groups formed 

or how often thev meet. Moreover, evaluation standards should allow for 

dlifferences in the circumstanc.es ;n wriich agents operate. For some agents,
 

working with eis.' ing groups may Le more 
 appropri3te than forming new
 

ones. Whatever Irrnc:.ritive system is u'stab!ished, it must be well understood by
 

the agents if they areu t- respond to its intentions. That is, staff need
 

verifiab'e tasks to (erform with 
 specific target dates and standards of
 

per forrence. These targets must be communicated effectively so that
 

supervisor and 
staff expectations are consistent. Communication often will be
 

enioanced if performance standards are set jointly 
 in the light of
 

shared commitment to a goal such as sustainability.
 

The pressure to achieve visible project results often has 
 led to the
 

creation of formal project management units (PMUs) to manage a development
 

activity. This strategy historically has been associated with the Aorld Bank
 

which, however, now questions its efficacy.
 

In addition to the inevitable problems of coordination and
 

conflicting areas of responsibility, project units suffered or
 

caused serious staffing problems. The justification for
 

establishing 
them is usually made on grounds of the weakness of the
 

existing institutions, But then the project units, whose salary
 

structures are usually more generous than regular civil service
 

scales, are able to attract capable staff away from regular
 

ministerial positions. Permanent structures are thus further
 

weakened by a necessarily temporary device initially created just 
to
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b pas5 those weaknesses. Positcrs in project units usually
are not 


permanent1, established ciwil ser.ice posts. 
 Project personnel have 

no assurance of -: t nu r em'lc.,ment it;: the government after 

project completion, and r,i rm salaries as well as frictions 

generatec ,TW2 th )roj-Ct, forr - make it almost imoossinle former 

proje-t per ,o rl c ce ie-irteqirateo i -to the re.gu1ar organization. 

Pro)ect uni ts trls Paean isolated and precarious existence, and 

hardiy .,, tut I.o16al residtje is ikely to remain from theirI inst 

training and efforts after the project has oeen completed (The World
 

Bank, 980.
 

The Bank's comments suggest that it may be useful to distinguish early in 

a project c,C i whetheI the project's primary objective is to deliver
 

development benef its in the short run or to transfer the capacity to cope with
 

develcp ent proh ems tc tte recipient country. !f the former is the primary 

objec i',e, tne setting utj an, organization to make what is basically a 

resource trar, nav te t test slut ion. On thE, other hand, if the primary 

purpose is ar.I,-p- a sustainable development initiative, a much slower 

insttution Uu ioing J)ocOS will be required. Ironically, some PVO projects 

are cIaraiccer i:ed by the creation of local PMUs with some of the same 

conseouerces noted above. 

in current prartice, pro.ject identification and design decisions usually 

are made uy donors aiong with government offi.cials of recipient countries. 

Tne primary rooor ir terest is to program the expenditure of monies so as to 

conform to their fore)gn policy or organizational objectives. Host country 

official- are intereste primarily in maximizing resource transfers. In
 

neither case does the sustainability objective enjoy prominence. Nor is it
 

communicated to staff. 

Ultimately, sustainability is most critically important beneficiaries.
to 


Their input in planning, implementing, and evaluating project activities will
 

help ensures that measures of impact gain greater consideration.
 

Particular attention should be given to improving 
 project evaluation
 

procedures. For most donors and host governments, the horizons of evaluation
 

are narrowed by bureaucratic needs to monitor funds expendeo and physical
 

construction completed, usually according to zentrally defined criteria. Two
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ea:i.e C.., p ence5 esuit, F I-, , staf foer fcr.ar~ie rreds. jF ement is li xe 

dbC-t~ 't )sj 'r, F t On *arqet S, wt-ateP\, I-)11t I b C,I r q o pctives ma,. 

13e stated. 'ecn C , evauation Decomes an, end-of--Qr ji- t Ch'jit! ol exercIse 

,ather than an onqc In part of tet dee iopment claDnirq process. When 

careers, u ets, am C r P rur are to monitoringor cr rr, sements e e, these 


exerises, little incentive exists for project staff to invest time and money 

in the slow experimental prccess of nuIlcIng capacity in local administrative 

systems or among beneficiaries themselves. 

Developing cr iteria as a basis fnr evaluation and incentives keyed to
 

institution building objectives is more inexact than the use of traditional
 

monitoring measures. Specifying targets of performance requires input from a
 

variety of actors with an interest in the project, includino beneficiaries.
 

The integral iin, between capacity-building and sustainable development
 

suggests two things: FIr-t,t, .,.imple resource transfers such as block grants are
 

not li~eiy to build capacity because as soon as funds a,-e released they are
 

likely to fall under the cont:-ol of those who already have capacity. Second,
 

although capacit" nu.lding activities may be centered on one organization, it 

is necessary to involve all levels of the project hierarchy in the activity 

(Honadle, 1981). 

PVOs and Sustainability
 

Lessons from Experienc
 

PVOs have a mixed experience with sustainability. On tne whole, the
 

record suggests that many PVO initiated project benefits are not sustained.
 

At the same 
time there are a number of success stories and the attention of
 

the PVO commenity on tho sustainability issue has increased noticeably in
 

recent years.
 

More than in most development projects, benefit continuation after PVO
 

initi3tives depends on local people and organizations rather than government.
 

Reasons why PVO approaches often are not picked up by government include
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a rehatiel 'igh concentration of resources, especially managerial 
and
 

technical, relative 
 to the soope of the project (Development 

;41ternat:.es, !?79 ; 

o problems of continuitj that is, the risk 
that lasting benefits will be
 

continoent on future eternal 
resources without any clear 
 strategy to
 

assure the aailability of those resources 
(see SCF example above); or
 

o narrow scale, with success tied to the smallness of an effort rather
 

than an ability tc expand coverage and go beyond modest beginnings.
 

Many PVOs have learneu to overcomp these constraints. Technoserve and
 

the Pan American Developnent Foundation, 
 for example, have made a point of
 

setting up financially autonomous institutions to 
manage credit, training, and
 

financial aSSoSta-CL- -ghr (raos
in Latin America. SCF in Bangladesh is showing
 

now pri.ate sector colaboration in community development 
 can improve the
 

financial sustainabiity of 
health services while increasing profits to small
 

enterprises. (i lage development funds are loaned 
to small businesses such
 

as food processors or fish ponds which eventually return profits to the
 

village development committee which in 
turn pays stipends to community health
 

workers. ) CARE 
 in Cameroun has worked on an integrated program of water
 

supply, health education, and Latrine construction with a self-help philosophy
 

that helps .illagers develop a sense of ownership and 
 concern for the
 

continued operation of their facilities (AID, 1986).
 

Unique PVO Resources for Puilding Sstainability
 

Important segments of the PVO community currently are engaged in a
 

reexamination of 
basic strategy issues relating to sustainability, breadth of
 

impact, and recurrent cost recovery. 
 At the heart of this reexamination is
 

the realization that sustaining the 
 outcomes of self-reliant development
 

initiatives depends on systems of 
effectively linked local 
 public and private
 

organizations. 
 In this context, the successful outcomes of a PVO development
 

initiative may 
 depend on the PVO accepting a catalytic role involving
 

collaboration with government and a wide 
 range of other institutions -- both
 

,, A/
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Feasons whV PVO approaches often are not 
picked up by goernment include
 

o size 
 a service delivery strategy may be effective for a small number
 

of selected clients, 
but not if it must be available to a broader
 

croup: government provision to 
a small group, in turn, may be diffiult
 

to jurtif, pol:ticall );
 

o values embod:ed 
in the service may be sectarian, controversial, or not
 

popular;
 

o there may be o parallel administrative jurisdiction operating at 
the
 

!evel at which the PVO operates; and
 

o the PVO clientele or service may be of 
low priority to the government.
 

(Tendler, 1982, quoting Kramer,1981).
 

Reflecting some of 
these factors, an otherwise complimentary review of
 

the Communitv based integrates rural development program (CBIRD) of Save the
 

Children (SCF) in Indonesia 
ccncluded that "there is no indication that
 

governmernt agencies will be prepared to assume the costs of a continuation of 

the SCF Indonesia superstructure or its equivalent at the conclusion of the 

externally-funded 5-year project, nor has SCF asked them to consider this." 

The same assessment concluded that key planning issues for SCF thus were
 

"determination of how far and by what coordinating mechanism CBIRD can expand;
 

how long the continued presence of an outside SCF management input will de
 

required; what government or other mechanism can 
best provide coordination
 

over the long term; and what directions future training should take to
 

maximize this capacity" (VanSant and Weisel, 1979).
 

Other factors that can impede sustainability in PVO activities 
include:
 

o the dependence 
 of activities on the managerial and coordinating role
 

played by the PVO, 
either directly or through a non-indigenous special
 

project unit;
 

o limited leverage over formal systems or access to 
 top-level decision
 

makers;
 



7 ;i;fa
 

; , L.i- :PVCs .r nq ,several :str'engths ,to this task: :':'Y,. , ::' <; F,
 

L1986).
 

qY-i- VOs, adaptimple , often tehoogy to
L, i.nnovative, ,labor-intenive 

localconditions. Such adaptation generallyA b isting
 

..- services and infrastucture antd reluces resource requiinntst(AID
 

."t o build ongrter thlntionstip r. slocal communities heling themi
 

to undervstand the rea needs of proje t part cipants
 

o PrOs have widepefofmaten innoatv, labontesi ,taend other
 

nsttu tonai. contac ts especiaiy gwitn private rgani at ions in
 

- ;-!
: . ~developing countries.. -: -.- i,- ( 


. ooPVOs are,,.ess deedn ngvrmn nusfrms ftheir programs:;i
 

• . ~than are larger donors. . . :,; .' . C : .. . ... ... . , ;. ., ..'..' !i:
; 


wie ndthatbe
th ontinuinha eac foratnsw nestoorns oaevlont'srpart 


PVOsro h astoricallyhaveumade delberate atteupts rtofostermandtdrawon
 

o local capacities selfthelp. hfor 
flow. .dvlpn onre. . 

The chalenge to PVOrsa to draw on thesestrengthsto.g ve,-leadershi 
 .to
 

nproblems-tihe effe c cs esi ol esoirces o sust abiliebenefin.
 



Conclusion
 

Ach ei 5ustanane LenefIt fiows ras been an elusive goal in
 

de.elopment eperienze, 
largely because sustainability has been treated as 
an
 

aftertrougst 
 as prcjects are impIemented. Planning for sustainability will 

reuire new wa,5 of thn~inq aout project Objectives, implementation 

strategies, and evaluation. 

Important factors in achieving sustained benefit flows are reviewed
 

below:
 

o Begin by carefully defining what ought to be sustained. 
Activities are
 

not toe same as benefits, though some activities may have to continue
 

to suppL: 'Ist tr benef t flows.
 

o Plan projects in the light of sustainability criteria. What resources
 

will be required when e:4 ter ral funding ends? Wnat will be their
 

source? How secure is that source

o Consider the importance of local traditions and practices for
 

sustainability. Local invevement in defining needs and planning
 

activities to address them is a critical source of expertise regarding
 

what will and won't work in a particular setting.
 

o Pay particular attention to recurrent cost 
 obligations. Such costs
 

lack glamor Out are essential to benefit maintenance. Do not ignore
 

depreciation of initial capital facilities such as buildings and
 

equipment. When operating costs are temporarily subsidized by a
 

project, avoid confusion of gross revenues with actual profits.
 

o Identify needs for organizational and administrative infrastructure.
 

Utilize slack resources where possible. In 
any case, targeted training
 

and capacity-building efforts dill be required.
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c 	Emphasize local resource and management inputs. 
 Local control reduces 

e ae'an inc-eases the predictability of inputs. Loca.nc, i 


. 

r.I.:re r Er',tJ, uer carges, or ciroct beneficiary investment are 

o 	Create incentives to support staff attention to capacity-building
 

objectives. Pr,,sure for short-term ,isible results should be balanced 

wlth rec 7, tion for efforts that buiid sustainable management systems. 

0 	Use evaluation as a Link to
planning tool. criteria sustainability 

Ojpct i s and use evaluation as an ongoing information source to 

suppor t redesign and other aojustmerts. Involve local staff and 

benefiar ies in the informatior- s's em.
 

o 	Remember that a central aspect of development is the capacity of people
 

to solve problems for themselves. Plan and evaluate development
 

,nitiaties accordinoly.
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