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!lWe must be knit together
in this work as one ...
we must delight in each other,
make others' condition our own,
rejoice together, mourn together,
labor and suffer together . . .
as members of the same body. If

-- Read aloud in 1630 by John Winthrop,
later the first Governor of Massachusetts,
to fellow Puritans aboard the Arabella
on their voyage to what has evolved as
the United States of America



PREFACE

As part of a larger effort by government and private groups to
reexamine how we provide development assistance to Third World
countries, the Office of Private and Voluntary Cooperation of the
U.S. Agency for International Development initiated a process to
clarify U!e U.S. approach to Third World development in partner­
ship willi voluntary-sector organizations and to assess oppor­
tunities for the future.

The aim is to contribute to improving the nexus between the
federal government and the voluntary or "independene sector and
to strengthen the way they work together in the 1990s and
beyond.

By improving this relationship--what some describe as a
public/private partnership--we seek to further our national goal of
assisting in the development of Third World nations and thereby
enhancing the development of the Uniteq. States and the world.

Our national capacity to make a measurable difference in achiev­
ing global development through contributions of money and goods
admittedly is limited. To leverage our finite human and financial
resources and hone our strategic thrust in advancing international
development, we must examine our successes, comprehend the
changing environment for development within the context of each
continent and each nation, and define the issues and impediments
to progress. Countries, organizations, and individuals make a dif­
ference in effecting change. Globally, development will continue
to happen and it is incumbent upon the United States to deter­
mine how it can contribute in the most meaningful way.

The relationship between AID and private voluntary organizations
has not been closely examined since 1981. Not surprisingly, many
of the fundamental issues are the same. But the context is dif­
ferent. The relationship has become more important. Many
within government and within the voluntary sector believe a
stronger, more strategic relationship is possible.

Perhaps the major reason for reassessment is timing. The "basic
human needs mandate" is now more than 15 years old and buried
in a 1961 Foreign Assistance Act which exceeds 370 pages. Last
year's House authorization bill was 366 pages. Appropriations
bills usually are studded with more than 70 general restrictions
and earmarks and require hundreds of "reprogrammings· for
projects not justified in AID's 2,197-page congressional presenta­
tion. Mandates have been overlayed year after year in 28 sec­
tions. It takes 50 pages to detail AID's basic development objec-

.
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tives. It is no wonder t.lJ.at House Foreign Affairs Committee
Chairman Dante Fascell turned to Congressman Lee Hamilton
and said, "It's time to rewrite the Foreign Assistance Act."

This future-directed study picks up on the impetus of Chairman
Fascell's observation and the reexamination he has begun. With
the assistance of participants in this process, we have sought to
achieve a solid strategic document and to set forth actionable sug­
gestions for strengthening people-io-people development in the fu­
ture.

Our purview is restricted to AID's directly economic development
activities as opposed to military assistance. Our focus is on
programs to further development; we exclude "relief"--or feeding
and donated commodity programs--from our scope of work, al­
though these programs increasingly are devoted to achieving
development goals. And we narrow the scope further to stress
people-to-people rather than government-to-government ap­
proaches to delivering development assistance.

The issues and ideas set forth in this document are based in part
on in-depth, personal interviews conducted during July 1988 with
20 senior agency officials and development professionals, data ac­
cumulated over the past decade by AID, and recent international
development literature. A paper, "Toward a New National
Consensus on PubliclPrivate Approaches to International
Development--Issues for Discussion," resulted from this research.

Using that paper as a discussion guide, we probed issues further
during three focused roundtable discussions hosted by the National
Cooperative Business Association in September and October 1988
involving 40 senior executives of voluntary agencies, scholars, and
business strategists (participants are listed in an appendix). The
process is modeled on an interdisciplinary research technique used
for brainstorming, strategic planning, and consensus-building by
major businesses.

Substantial portions of the roundtables and much of the discussion
document revolved around such issues as: relationships between
U.S. and indigenous groups, development education, indepen­
dence, priority development, and capacity building for U.S. private
voluntary organizations. A great deal of commonality in view­
points on these issues was expressed by participants, leading to
the observation, "I am really hoping that we can go beyond this to
a somewhat broader vision. "

While these issues merit further exploration and will continue to
be written about and discussed in other papers and forums, the fol­
lowing document seeks to achieve a perspective relevant to defin­
ing a new national, perhaps even global, strategic thrust in
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development assistance. Therefore, it delves into theoretical and
philosophical issues affecting development assistance as opposed
to weighing in on matters of a more oper;a.tional nature.
Actionable suggestions by roundtable particip~mts on these
procedural issues are included in the appendices. f

To encourage openness, a critical and honest flow! of opinions, and
optimwn debate, participants were assured that q~lOtes used subse­
quently would be without direct attribution. «tuotes attributed
directly to persons involved in this process come ~om their public­
ly available writing; a bibliography is appended. ;-

i

Release of this document at a followup conference in WashingtDn
on Capitol Hill, December 9, 1988, involving roundtable par·
ticipants as well as the broader private voluntary' organization com­
munity is intended to seek further input, colla~oration, and reac-
tion to some of the ideas it introduces. i

,

What is clear from this undertaking is that ·we are all still learn­
ing," in the words of one career officer. AvaiHng ourselves of fu·
ture opportunities requires reflection, a critical; and realistic sense
of national, crganizational, and personal resources and resolve,
and openness to new ideas.

In opening one of the roundtables, a participant offered a prayer
for courage. Participants were urged to follow the late
philosopher Buckminster Fuller's admonition: "Dare to be naive. N

The development enterprise ;n many ways is a.n expression of our
hwnan solidarity.

III



A BLUEPRINT FOR THE FUTURE

Note: Early in the discussions, we asked roundtable participants
what course they would recommend to the new administratration
with respect to international development. Our interpretation,
which follows, attempts to summarize their a.nswers, as well as to
distill recommendations which emerged throughout the discussions.

It is incwnbent upon you to layout a vision for the United States'
role in international relations into the 1990s and beyond.

May we suggest a shared enterprise in global development.

We are pleased you have been elected by the members of private
voluntary organizations, many of which are active in international
development. An overwhelming majority of the people of the
United States are members of these independent sector associa­
tions, whether Catholic Relief Services, the AFL-CIO, the Farmers
Union, the General Federation of Women's Clubs, Eagles, Lions,
Garden Clubs of America, or credit unions and coop~rative or­
ganizations.

If nurtured and provided with the requisite leadership, America's
voluntary sector can and will play a central role in your global
viBion and can and will make a measurable contribution toward in­
ternational development. The U.S. voluntary community working
independently as well as collaborative\y with the public sector has
proven that we can athieve real, sustaInable results.

~

Over the past two decades, our fuldamental focus has become
development, although relief and r~J~abilitation following natural
and man-made disasters remain impck1ant. Hunger can best be al-

t ..

leviated by addressing its cause--pt)verty-and by improving the
human capacity to solve individual and mutual problems.

We believe that neither national nor global development can be
centrally planned or externally imposed; development occurs or­
ganically. Development consists of building people power-the es­
sence of interdependence.

As you construct your approach to foreign policy, the theme of in­
terdependence must be at its core, for the really critical issues of
this administration will revolve around interdependence in the
world:

• America's econorr~y, jobs, and fanns are tied to t.l)e
economies of developing countries, which account for 40
percent of OUf trade. Our trade prospects will not im-
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prove unless these countries develop and their
economies grow; by the same token, their economies are
dependent on the health of ours. Economic growth, but
broadly based, participatory, and not just by the few but
by the many, will achieve growth in the global context.

• While seemingly remote and abstract, the international
debt crisis threatens the very financial institutions on
which all Americans rely and retards not only Third
World development but our own economic development
as well. Solving that crisis, too, depends on the
economic health of developing countries. Unless the
United States sits at the development table, this nation
will have very little say in how other countries urbanize
and industrialize.

• The same is true of the environment--one of the power­
ful issues of the 1990s. Unless we all work together on
a solution to issues such as the depletion of the ozone
layer, the lives of humans and the other Cl'eatures of
this planet are seriously threatened.

We believe the unique contribution U.S. private voluntary cr­
ganizations can make today, into the next decade, and beyond, is
to forge people-to-people linkages to enhance independent sector
development worldwide. Private voluntary organizations con­
tribute an added di.."Ilension beyond simply delivering aid, training,
technology, or managerial capabilities for development assistance-­
they exert a "democratizing influeme" within societies.

Undergirding our national strength is the strongest, most diverse,
independent sector in the world:

• The actions of our government--a representational
democracy--and the vigor of our business enterprise rest
upon and arise from our voluntary or independent sec­
tor.

• It comprises the cultural, economic, and experiential
matrix·-the social equivalent of biomass--from which our
national values emerge.

The best foundations for democracy are broad-based economic
development and pluralistic institutions in which everyone is free
to participate.

The efforts of U.S. pnvate voluntary organizations in coll2.bora­
tion with the U.S. Government to assist grass-roots self-help and
mutual-benefit activities in countries supportive of such a process
can provide a turning point away from dependency and toward
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self-detenninatioIl, away from sometimes inappropriate or costly
externally based concepts toward subsequent internally generated
devebpment.

The issue is how best to apportion and invest our national resour­
ces, including our organizational commitment and creativity, and
our personal capabilities as professionals and volunteers. If we
are to have a measurable effect in influencing development into
the next decade and beyond, we must learn to do more at less
cost. We must harness human potential for local detennination.

What is required is a renewed realization that, globally, we are
mutually vulnerable. Individual survival depends upon shared
enterprise. Human development is fundamental to social and
economic development. If we could train ourselves to stop tomor­
row, we should stop saying the words "foreign aid."

Marshaling the public will to support issues of Third World
development and global interdependence will be a more rigorous
and complex undertaking than riveting public attention on bloated
bellies and the plight of world hunger, though just as fundamental
to human as well as global survival.

We must strive toward a new national as well as multilateral con­
sensus on global development--an approach that will encompass
democracy, human rights, and pluralism through independent sec­
tor development. This idea has magnitude and fundamental sig­
nificance. When supported by the leadership of this administra­
tion and these United States, it can yield enduring benefits to our
planet.

3



A DEVELOPMENT RETROSPECTIVE

In many respects, the United States can look around the world
with a measure of pride in recognizing that our statesmanship
since World War II has played a role in building a Ilew interna­
tional economic system.

Through American efforts both private and governmental ... per­
sonal and public ... through the Marshall Plan in Europe and as­
sistance to Japan and throughout Asia after World War II ...
through creation of the Agency for International Development and
establishment of the Peace Corps . . . we have help~d strengthen
individual well-being and build democracy in many countries.

More than 200 voluntary agencies invest millions of dollars of
private donations in this cause annually.

The U.S. Agency for International Development (AID) is the
federal agency currently responsible for delivering U.S. public as­
sistance. It is an understatement to say that implementation of
AID's "basic human needs" mandate, as established in the Foreign
Assistance Act of 1961, has become progressively more complex.

The United States' relationships with other nations of the world
are undergoing unprecedented change. As the quickened respon­
ses between stock traders on Tokyo's Nikkei and New York's Wall
Street illustrate, it is an interdependent world.

Seminal events and overriding cultur:ll trends in the years since
the 1961 act have altered America's vantage point: the assassina­
tion of a president, strife and a large degree of conflict resolution
over U.S. civil rights, the women's movement, the fomer!t of the
Vietnam years, an Asian and Lati:l population inftlux, the "inter­
nationalization" of American tastes from sushi to salsa, develop­
ment of a global telecommunications industry with instantaneous
infonnation linkages, the space program, the ecology movement.

When the first astronauts viewed Earth from space what struck
them is that there were no lines. They saw-owe saw--a shimmer­
ing, fragile globe against vast darlmess.

Since then, 125,000 Peace Corps volunteers have lived and learned
overseas and have returned to jobs in this country--some of them
to posts, both public sector and private sector, involved With
America's international development efforts. Many families who
lost a loved one in Vietnam were profoundly scan-ed. Howposi­
tively touched, how changed for the better are American families
who have internalized a shared experience with another culture as
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'Backinthe'60s,AID
had a very Incomplete
understanding of the
Third World:

-- AID official

they go about living and making their livelihoods?

Today, there is a much more sophisticated understanding of how
to provide assistance in a meaningful way--a "professionalization"
of development, which AID has purposefully promoted.

"Back in the 1960s, AID as a development agency had a very in­
complete understanding of the Third World," one career officer
with decades of service abroad said.

AID's senior officials characterize their agency's carrying out U.S.
development assistance as increasingly less direct, but rather as a
"bureaucracy manager as opposed to an h"1iplementer" and a
"portfolio manager" for "projectized" funds. With diminishing
human and financial resources, the agency has smamlined and
sought to leverage resources. "AID should be catalytic" rather
than "comprehensive" in its approach to development, one senior
official said. "We are no longer a relevant resource-transfer agen­
cy; there simply aren't enough dollars.· AID must look for niches
of opportunity to affect development.

If AID must become, as this officer suggests, a much more oppor­
tunistic, catalytic, creative force in international development, it is
clear that the agency must focus on ways in which it can under­
stand and improve its nexus with the independent sector.

By a ratio of $5:$1, the bulk of AID's development assistance
funds is appropriated for bilateral, government-to-government
development assistance. "As government workers, AID personnel
think in terms of governmental solutions to development
problems. That is their mindset and their culture," one agency of­
ficial said.

Despite its "government-to-government" cultural and operational
norm, AID relies increasingly on independent-sector organizations
as a "people-to-people" channel for delivering U.S. economic
developme.lt assistance. The proportion of dollars appropriated
for people-to-people programs is growing during a time of severe
cutbacks in overall funding for foreign assistance.

People-to-people programs can be seen as having evolved since
World War II from "handouts" (relief and welfare) to "hand-ups·
(technical assistance especially small scale local reliant develop­
ment) to "handshakes" (through true partnership and cooperation
between U.S. and local organizations) f0r catalytic and systemic
change.
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AN EVOLVING RELATIONSH~P

Private voluntary organizations have been active in international
humanitarian assistance for more than 100 years, predating by
more than half a century formal U.S. public-sector involvement.
Since the end of World War II, the U.S. Government has funded
various aspects of their work.

Their organizational development can be characterized as moving
from helping, to teaching, to empowering; from commodity hand­
outs, to knowledge and technology transfer, to organizational and
infrastructure development. Many have evolved from
humanitarian relief organizations to become technical assistance
providers and proj€'Ct managers and now are "going global" by es­
tablishing relationships with counterparts in other developed and
developing nations.

The core responsibility for maintaining the relationship between
AID and private vohmtary organizations rests with the Office of
Private and Voluntar,Y' Cooperation (pVC). However, this respon­
sibility is shared with other bureaus within the agency as well as
field missions. The vast majority of public funds to private volun­
tary organizations cttrrently are provided through AID field
missions. While coordinating closely with mission directors, PVC
has among its goals to achieve strategic growth in voluntary agen­
cies' institutional capacities for undertaking development assis­
tance programs and to identify and build upon synergies between
their objectives and AID's overall mission.

The private voluntary community is diverse and, as a result, care
needs to be taken in generalizing. Private voluntary organizations
work overseas on behalf of a U.S. constituency. They are develop­
ment innovators and employ low-cost methods. Their approach is
people-to-people, focusing on having an impact at the village and
community level. As a grass-roots delivery system, they often
serve as intermediaries for official assistance programs.

Private voluntary organizations have varied relationships with
AID: their decision-makers hold divergent opinions about the agen­
cy, and there are varying degrees of dependence and indepen­
dence. To maintain total independence of action and approach to
development, some private voluntary organizations will not accept
any AID funds. Others limit AID funds to activities befitting
their specific organizational goal<; and objectives.

There are 229 U.S. organizations currently registered with PVC.
III fiscal year 1986, the latest year for which data are available,
105 were carrying out grants or contracts. Of these, 22 are prin-
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cipally AID intermediaries, r~eiviug 75 percent of their funding
from AID.

'We cannot afford to lose
this seetor--it is bigger
than we are.'

- AID official

AID's FY 1989 Congressional Budget Presentation allocates $367
million, or 22 percent, of a total development assistance account
of $1.7 billion to private-sector, people-to-people programs.
Private voluntary organizations have increased their participation
in AID projects from $39 million in FY 1973 to this projected
level of $367 million in FY 1989. When measured in constant dol­
lars, AID's use of people-to-people channels for delivery of develop­
ment assistance has grown more than threefold.

Said one AID official matter.-of·factly: ·We don't have enough
resources. The more the private sector will become involved, the
more likely we can achieve our objectives. We cannot afford to
lose this sector .- it is bigger than we are.' That is, in fact, the
case.

Private voluntary organizations (pYOs) registered with AID ex..
pended $3.3 billion in 1986, 54 percent more than their 1981 ex­
penditures of $1.8 billion (Figure 1 - Expenditures of PYOs from
All Sources).

38PVOs
21.3%
< $O.SM

67PVOs
37.6%
$D.5-$SM

16PVOs
9.0%

$5-$10M

3OPVOs
16.9%--­

$10-$30M

29PVOs
20.1%
< $O.5M

8PVOs
5.6%

22 PVOs > $30M
15.3%

$10-$30M

17 PVOs ~~IIIISw11.8%-
$5-$10M

68PVOs
47.2%
$D.5-$SM

1981 1986

Source: 1981 Volag Report, Summary of Expenditures.
Data from the 144 registered PVOs required to submit
annual rqx>rts to AID.

Source: 1986 Volag Report, Summary of Expenditures (draft).
Data from the 178 registered PVOs reqUired to submit
annual reports to AID.

Figure 1. Expenditures of PVOs from All Sources
(1981 Total = $1,758,932,279; 1986 Total = $3,286,767,943)
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Despite substantial growth in government support to these or­
ganizations, private contributions and revenue far exceeded
growth in government contracts and grants (Figure 2 -- Sources of
pva Revenue [AID-Registered PVOsD.
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Figure 2. Sources of pva Revenue
(AID-Registered PVOs)
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Total AID grants to private voluntary organizations nearly
doubled from 1981 to 1986, from $215 million to $424 million
(J~e 3 - PVO Income from AID Grants).

Source: 1981 Volag Report, SuDUl1lUY ofSupport and RCYenue.
Data from the 105 PVOs receiving AID grants
in their FY 1981.

19PVOs
18.1%
SO.5-$1M

27PVOs
25.7%
< SO.SM

1986

Source: 1986Volag Report, SummaI)' ofSupport
and Revenue (draft).. Data from the 105 PVOs receiving
.AID grants in their FY 1986.

13PVOs
12.4%

9PVd; S10M
8.6%

S5-S10M4SPVOs
----- 42.9%

< $O.SM

1981

6PVOs
5.7%

> SlOM
21PVOs

20.0%
SS-S10M

2PVOs

1.9%~~1~~~y51-SSM .•

Figure :3. PVO Income from AID Grants
(FY 1981 Total =$215,111,048; FY 1986 Total =$423,775,572)

La-..-ger organizations are providing increasingly greater shares of
assistance (Figure 1) and, although more groups now fall into the
category of receiving more than $10 million in grants, over an
AID is rm:king more grants between $1 million to $5 million
(Figure 3).
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The nup.1ber of grant recipients stayed the same, despite increas­
ing nwnbers of registered organizations (Figure 4 -- Nwnber of
PVOs Registered with AID and Figure 5 -- U.S. PVO Registration
Rates).
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POLICY A.ND THE DYNAMICS OF CHANGE

Charts are merely snapshots. They cannot impart the dynamics of
the changing organizational structures of voluntary agencies, the
theory and practice of development, or the public policy climate.
Implications of change in part and in swn are not fully analyzed
by participants within the sector, AID officials, or public policy­
makers.

The overall importance of, scope, and opportunity for involvement
by U.S. independent-sector organizations in international develop­
ment remains ill defined, despite the fact that private voluntary or­
ganization..; involved in development have evolved as an identifi­
able and quantifiable sector. Hallmarks of increasing profes­
sionalism are that they have trade associations and consortia, hold
meetings, publish journals, engage in sophisticated direct mail cam­
paigns, and lobby.

No one has fully identified or articulated their unique characteris­
tics and competitive advantages in achieving development objec­
tives.

1\vo environmental factors affecting the well·being of the sector
are cited repeatedly: escalating competitive pressures and chang­
ing public-sector policies/priorities. Some cite these issues as
threats to their future viability. To a degree, the two are interre­
lated.

As voluntary agency nwnbers rise (Figure 3) and, predictably,
solicitations grow in nwnber and frequency, competition for
revenue will increase from private philanthropic as well as from
AID and other public sources.

This competitive squeeze is coming at a time when private volun­
tary organizations are recognized as increasingly important in the
delivery of development assistance. Their ability or inability to
grow may restrict their prospects as agents of improved U.S. in­
ternational relations.

From a public policy perspective, there is a trend both domestical­
ly and internationally to rely increasingly on the independent sec­
tor. A platform of the Reagatl administration was to increase
reliance on the voluntary sector in the delivery of social services
and to decrease the role of government. In a recent study,
University of Wisconsin Professor Burton A. Weisbrod reports
than in 1980, govlrnment support equalled private contributions

13



Domestically and
internationally, the
trend is to rely
increasingly on the
independent sector.

'The ability of the
voluntary nonprofH
sector to substiiute
for government
depends partly on
government:

-Weisbrod

to the nonprofit sector at a total of $45 billion. Currently, ar;cord­
ing to roundtable participants, government support to th,: U.S.
nonprofit sector as a whole is approximately 40 percent.

Weisbrod says, ~Despite reductions in income-tax rates a'ld a con­
tinued decline in the proportion of taxpayers who itemi',e--boL'l of
which discourage charitable giving by increasing after-tax costs of
donating--private contributions doubled to more than ~ J3 billion in
1987 compared with 1980, far outpacing inflation. .. In 1986, the
latest year for which data are available, the numbe: of nonprofits
grew twice as rapidly as it did at the beginning of the Reagan
years [when there was a substantial decline in num'"ers]."

As a sector, U.S. domestically and internatiorally oriented non­
profits are outpacing inflation. They even exc~ed growth rates of
the enterprise or business sector. From 2 growth standpoint,
those voluntary agencies with intcrnationaJ programs appear to
outperform the U.S. nonprofit sector at la':ge. And, as a group,
private voluntary organizations receiving AID funding are com­
paratively less dependent upon government funding than are U.S.
nonprofits overall.

From ideological conviction as well 33 from the need to confront
continued pressuxes on the federal J.mdget, the Bush administra­
tion likely will continue to emphasizf; voluntarism.

However, to succeed, this strat€'ty will require supportive public
policy to enhance independent-~ector growth and to build the
capacities of private voluntary organizations active domestically
and internationally. Anyone of a number of adverse public policy
actions could hurl voluntary agencies' capacities to raise money.

As Weisbrod cautions, ". . . the ability of the voluntary nonprofit
sector to substitute for ,~overnment depends partly on govern­
ment. Government cannot reciuce funding of nonprofits, change
tax laws that discourage private charitable giving, and restrict non­
profits' commercial activities, while expecting the nonprofit sector
to expand its social welfare activities. . . . [O]utput cannot be ex­
panded without revenue."

Not only will a continued favorable public policy climate be re­
quired, but any increased reliance on the voluntary sector to "pick
up the gap· or "leverage scarce federal resources" in the field of
international development will also require •cultural" changes
within AID as an agency.

•.<\II) exists a.s a public channel of development assistance to fur­
ther U.S. foreign policy goals; private voluntary organizations, as
people-to-people channels of development assistance have goals
and objectives determined by their private constituencies.

14



AID increasingly
acknowledges PVOs'
perceptions and
experience in
contributing to the
overall understanding
of development.

In major ways and to varying degrees, private voluntary organiza­
tions and AID have differing objectives.

Said an agency official, "AID is a government-to-government
organization, and recently we have been trying to get into the
private sector. Our principal means ... is through the PVOs. We
have had some successes, and it is a high priority of the agency.
But frequently I think we don't do that very well. AID is a
government-to-government concept. It doesn't have to be, but it
is. We negotiate our programs with other countries' govern­
ments."

Despite this, not only is AID increasingly seeing private voluntary
organizations as the delivery mechanism of choice but it is "ac­
knowledging their perceptions and experience in contributing to
the overall Ullderstanding of development,' reports AID's
Advisory Committee on Voluntary Foreign Aid.

It is important to note that not only are increased funds flowing
to the community, but their significance and visibility is growing
as well. Private voluntary organizations have not been relegated
merely to the fringes. They indeed are in evidence in remote lo­
cales, but also in such hot spots such as the 'Vest Bank, South
Africa, Ethiopia, and Nicaragua. In instances where diplomatic
relations between the United States and another nation have been
suspended, private voluntary organizations serve as a means of
reestablishing contact. In Afghanistan, for example, U.S. private
voluntary organizations will assist in resettling refugees long
before any representative of the U.S. Government is assigned to a
duty post. They increasingly are seen by AID as reliable, cost-ef­
fective instruments in international relations.

There are inherent tensions in the relationship between AID and
private voluntary organizations.

Some AID officials see AID's increasing reliance on private volun­
tary organizations as a threat to the future viability of the U.S.
position in foreign assistance. They describe the agency as
"hostage to its contractors" as a result of its dwindling internal
capacity to deliver assistance directly. "vVe can no longer do the
business we are about with our own staff." They chafe over what
they perceive as growing political clout within the private volun­
tary community and cite an increasing lack of control over federal
resources provided to and through private voluntary organiza­
tions.

The typical private voluntary organization perspective is: "They
have to understand that their money isn't private money. Their
money comes from the ta.xpayers. It comes from us. It comes
from the thousands of members of our organizations who pay their
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ta."'lCes and they have a right to be involved in the developmerr~

dialogue that sets priorities.'

Other agency officials and private voluntary organizations charac­
terize their evolution as moving toward an era of "shared
enterprise"--an opportunity to improve each others' capabilities in
accomplishing development.

Both camps acknowledge that AID and private voluntary organiza­
tions are moving closer to each other's views as they hire from
the same resource pool. A cadre of professionals has emerged
with university degrees in development. 'PVOs are becoming
easier to work with· as they employ more fOlmer AID and Peace
Corps personnel, one agency official noted. .

Som~ officials and roundtable participants hypothesize that AID
couId manage its development assistance program as a publicly
funded foundntion, with a board of directors comprised partly of
representatives from private voluntary organizations.

Other representatives of private voluntary organizations distrust
this concept, fearing their independence couId be compromised.
They espouse the viewpoint that AID and the voluntary sector
must necessarily stand apart and negotiate contracts at arm's
length.
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EFFECTIVENESS, LOCAL AFFILIATION, AND INDEPENDENCE

AID's Advisory Corrunittee on Voluntary Foreign Aid recently has
studied the "effectiveness of private voluntary organizations in the
delivery of development assistance" and has identified four "at­
tributes of effectiveness, regardless of the subj€\:t matter or the
context in which organizations are workingw

:

• a clear, well-articulated, and focused vision,

• strategic planning,

• systems for management and evaluation, and

• local affliation.

At this point in the organizational development of most private
voluntary organizations, the first three of the four items on the ad­
visory committee's list are noncontroversial.

'One of our jobs is
here, not there.'

-- Participant

Fundamental to the first point, wa clear, well-articulated, focused
vision," is corrununicating effectively with various stakeholders-­
donors, field staff, the public, policymakers, employees, and so
forth--and involving especially significant groups in some sort of
feedback. loop to assess organizational performance from their
view. Roundtable participants and interviewees discussed
'development education,w or more precisely "corrununications," at
length--naming it "a survival issue" for private vohmtary organiza­
tions. "One of our jobs is here, not there.'

The level of agreement on the committee's fourth point--the need
for "local affiliation"--is remarkable. It represents a turning point
in the evolution of U.S. development assistance theory.

Private voluntary organizations have evolved from a donor-driven,
charitable emphasis to a greater awareness of and focus on people
who are receiving development assistance. p...s a result, recipients
are working with donors to design more collaborative approaches,
to identify needs, and to design projects and programs.

This increasingly "client-driven" method of approach can be
described, using marketing terminology, as a movement from
"push· to "pull,· or from a supply-driven approach to a consumer
need or consumer desire-driven approach to the marketplace.
Private voluntary organizations are recognizing another lesson
consumer-driven businesses have learned, that all markets are
local. In other words, as one participant said, "if you're going to
have a strategic approach, it can't be a global one."
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'We need to address
the issue of
relations with
indigenous groups
within the context
of what we mean by
development ... what
is the distinctive role
of the voluntary
sector ... Everything
e~se must flow
from that.'

.,. Participant

Says David Korten, "The large donor organizations were founded
on the premise that financial resource transfers are the key to
stimulating development. . . . The logic of a people-eentered
development approach dictates an emphasis on more effective use
of those physical and financial resources that are already avail­
able, by changing the ways they are controlled and managed. W

Said a participant, wWe really need to address the issue of rela­
tions with indigenous organizations not simply as a matter of
transferring resources, which in itself is not necessarily develop­
mental, but within the whole context of what we mean by develop­
ment and what is the distinctive role of the voluntary sector in
development. Everything else must flow from that."

A "client-eentered focus wincluding work with indigenous groups to
foster independent-sector development overseas is the driving
trend influencing public/private initiatives in development assis­
tance. The need to imp' ·)ve the capacity for working with local af­
filiates is the major point of agreement among participants in this
future-study process.

Reasons for doing so are numerous. Use of local counterparts is
seen both by AID and private voluntary organizations as:

• cmcial to sustainable growth;

• more cost-effective than direct delivery programs;

• more appropriate because they reflect locally deter­
mined needs, concerns, and lmowledge; and

• more effective in reaching target recipients--the poor or
disadvantaged--as opposed to inflating the public sector
through government-to-government channels.

Says a participant, "Channeling assistance funds through central
governments strengthens central authority and works directly
against the forces of democratization. If we're serious about
broadly based development, the whole foreign assistance
mechanism needs to be rethought so that it does iHdeed become
more of a people-to-people kind of activity. In that regard, AID
missions overseas funding indigenous PVOs is far more positive
than their funding central governments. On the other hand, it
seems from my experience that AID's ability to work effectively
with international private voluntary organizations is very, very
limited. "

There is widespread recognition of the need to develop linkages
with local org3nizations in development assistance. This recogni­
tion indicates that support is coalescing toward a new strategic ap-
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proach in defining the United States' future role in international
development. In this emerging rationale, a strengthened
public/private nexus for development assistance may provide a
unique competitive advantage or point of difference in U.S. ef­
forts.

While the rationale and the will to work with indigenous organiza­
tions and to involve recipients in determining t.1.eir needs and
pl'iorities is central to development theory, research indicates that
the practice has yet to match fully the need or desire. Yet, U.S.
private voluntary organizations increasingly are working through
international nongovernmental organizations and local affiliates
(Figure 6-Local Counterparts of U.S. PVOs). AID has attempted
to compile U.S. private voluntary organizations' expenditures
statistically according to technical codes. While not fully reliable,
this compilation indicates types of private voluntary organization
activities with indigenous nongovernmental organizations (NGOs).

U.S. private voluntary organizations have indigenous non­
governmental organizatio!1 counterparts in just under half (47.5
percent) of the activities they undertake overseas and work with
local affiliates in 21.1 percent of the cases; thus nearly 70 percent
of their activites are undertaken with with counterpart organiza­
tions.

U.S. private voluntary organizations channel AID funds through
local governments in 28.5 percent of their activities. The 248
local government counterparts shown through an examination of
the 871 counterparts listed in 2,454 AID grants/contracts, though
slightly more prevalent in Africa (39.5 percent of the 28.5 percent
total), are also widely found in Asia (29 percent) and Latin
America (24.6 percent). It should be recognized, however, that the
high percentage of local government counterparts to private volun­
tary organizations reflects both the need to work through local
governments in some contexts as well as the absence of viable
private sector organizations in some geographic regions of the
developing world.
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248
28.5% ~------........

Government

184
21.1%

Local Affiliates of U.S. PVOs

398
-----45.7%

Indigenous NGOs

The issue of 'local
affiliation' is fraught
with diffiCUlties.

U.s. PVO counterpart organization groupings
gi~ number and percentage in each group

('Other includes affiliates of int'! NGOs not U.S. based)

An examination of 1,454 AID grants/contracts listed in AID's 1987
'Expenditure Report on PYO Activities by Tech Code'
shows PYOs working with indigenous counterpa.-ts in 871 instances.

Figure 6. Local Counterparts of U.S. PVOs

Some roundtable participants note that the implications of work­
ing with and through indigenous organizations are not clearly un­
derstood and caution against "rushing headlong into the embrace
of indigenous organizations . . . the use of the words 'private
voluntary organization' is very indicative of this lack of clarity.
They may not be private and may not be voluntary . . . They may
be creations of AID with AID retaining . . . the power over
decisionmaking. I

One participant observed that U.S. organizations are lin a real
bind with respect to indigenous PVOs-does this relationship
represent real solidarity? Patern~lism? Competition? I

The issue of 'local affiliation· is fraught with difficulties.

Said one participant, ·We as a community are very vulnerable.
Even a 20-year-old, medium-sized PVO can go down the tubes in
10 minutes through bad management or just bad luck. The mar­
gins are very slim for a lot of U.S. PVOs. That's tripled by a fac­
tor of 10 for indigenous organizations.·

As complex as the relationship is between AID and the private
voluntary community in the United States, the relationship be­
tween indigenous nongovernmental organizations and their host
governments is equally and frequently more complex. Taking the
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Rhetorical
circumlocution has
led to a lack of
clarity in the
strategic thrust
of U.S. development
assistance.

model of the public/private partnership which functions well in
U.S. development assistance and replicating it with a counterpart
relationship in a developing country context is a daunting feat.
Frequently relationships between the governments and indigenous
groups are not clear and could be either hostile or complemen­
tary.

With these relationships come political overtones.

Each country context is unique. In some circumstances, NGOs
may work closely with governments, but in others they may be hos­
tile to governments. In any given country, private voluntary
groups both hostile and friendly to government may coexist. In
each country, there are different degrees of affinity or even
tolerance to the expression of pluralistic views.

An underlying reason for U.S. private voluntary organizations to
work with local groups is so that L'ley can initiate grass-roots ef­
forts to influence broad development within a country. To what
degree does assistance to them, whether directly by AID or
through U.S. private voluntary organizations, represent outside in­
terference in policy fonnulation of a sovereign nation? On the
other hand, what good does development assistance do if host
government policy mitigates against development?

"There is an inability of aid agencies to grasp our domestic ex­
perience [of the need to support pluralism and a healthy indepen­
dent sector through sound public policy] and apply it international­
ly," said a participant.

Korten describes the development of a "mosaic of independent yet
interlinked local organizations through which people define and
pursue their individual and collective interests within a guiding
framework of national policy."

U.S. private voluntary organizations view the delivery of goods
and services as a more appealing way to describe their work to
donors and a less controversial way to describe their work to host
country governments than the end goal of development assistance:
to help people develop. This kind of rhetorical circumlocution has
led to a lack of clarity in the strategic thrust of U.S. development
assistance.

Said one participant, "Our transitive verbs get us in trouble in
development: we say we will 'develop' a country or a community
or whatever, but the fact is that we lmow increasingly that this is
a very reflexive process and you can't develop anyone. They have
to develop themselves.'

·What does the "delivery of development assistance" mean?
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The challenge to
Congress is how to
use public funds
and public policy to
promote diversity and
the freedom
to be diverse.

This lack of precision in talking about development goals is ex­
plained away as a matter of tactics.

The goal of organizing people is ·what you talk about in the hud­
dle. You don't say . . . that these programs are building militant
interest groups and pluralistic representation. • Instead, the
program ·can be painted with motherhood slogans about deliver­
ing services to starving babies, which is simply tactical common
sense."

On the other hand, many people believe that militancy and
pluralism are counterveiling forces; rather than being destabilizing
to a society, pluralism is stabilizing. Increasing pluralism fosters
stability by making it less likely that extreme views will
dominate. Thus, pluralism mitigates against militancy, or elite
groups' dominating power.

It is seen as intrinsically valuable to deliver goods and services.
This outer manifestation of development is worthy in itself of sup­
port. If organizing people, for example, to provide health care
helps them stay healthy, but also "brings them into a better con­
sciousness with their inner selves and organizes people to par­
ticipate,' then so much the better.

The challenge to Congress in rewriting the Foreign Assistance
Act becomes, ·Can we come up with a policy and a way of funding
and structuring that policy to get the best of doing good both in
the outer and the inner senses without compromising . . .
everybody simply because it's public funds.... Everybody is
going to expect you to be accountable ... in the sense that the in­
spector general of AID and financial management of AID are the
only two growth industries in the agency.... The challenge is
how can you use public funds and public policy to promote the
kind of diversity and the freedom to be diverse that we're all in­
terested in seeing happen.'

Structural questions abound, such as whether indigenous activities
should be funded centrally by PVC or through AID missions,
directly to local groups or through U.S. PVOs, whether policy
toward them should be administered regionally by AID bureaus,or
strictly on a bilateral basis, or whether multilateral institutions
and organizations should be the appropriate mechanism or at least
included in policy fonnulation.

Programs funded centrally to private voluntary organizations,
rather than through AID missions, retain their people-to-people
character.

Although there are no easy answers to these and other questions,
the organizational will and capacity to work with and through
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local organizations are viewed both by AID and voluntary agen­
cies as increasingly central to their effectiveness.

"The distinctive role of the voluntary sector in development . . . in
many respects, is the value domain which, in the current develop­
ment context, among other things, makes it a sector that must be
concerned with political and institutional issues and what they
mean in terms of society's expression of its values, which is the ex­
treme opposite end of treating developm~nt as a purely financial
[resource] issue."

Fundamental to the effectiveness of private voluntary organiza­
tions is their "independence," an attribute roundtable participants
identify, vociferously, as crucial to their success. They consider in­
dependence of action or a perception of freedom from official con­
strainlc:; as a, if not the, major contributing factor to effective­
ness. Independence is more critical in some country contexts than
in others as U.S. private voluntary organizations work with in­
digenous groups. Few AID studies or reports have delved into
the issue of independence and how to enhance it.

Because of the resource-oriented focus of the agency and the
goods and services-centered vernacular of the development com­
munity, "independence" is measured by dproxy, "privateness."
The measure is a monetary standard, quantified in terms of resour­
ces from nongovernmental sources. In some circles this concern
for privateness has substituted for "the real· concern for indepen~

dence . . . that is, we are interested in maintaining and increasing
pluralism, not making PVOs more like government ... that's
what we're about; that's why we work with PVOs. That's why we
want to encourage the development of these kinds of organiza­
tions overseas," says an AID official.

Representatives of voluntary organizations carry "authority and
credibility" beyond that of an AID official abroad because they
represent an independent U.S. constituency and come from abase
of experience outside government.

Thus, the extent to which private voluntary o!'ganizations become
or are perceived to be agents of government may mitigate against
their effectiveness. To the extent private voluntary organizations
become indistinguishable from government contractors, and poten­
tially lose their ability to mobilize and· represent a base of volun­
teer constituents, they may minimize their effectiveness.

Private voluntary organizations' ability to establish informal or per­
sonal, people-to-people relationships abroad is an attribute per­
ceived as a major advantage, even to the point where it is con­
sidered to give the United States an advantage over some other
developed nations. For example, the Japanese recently sent a

23



delegation to Washington to visit with AID officials to learn how
t.h.e United States has nurtured private voluntary organizations
and enhanced their effectiveness and participation in international
development.
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INDEPENDENT SECTOR DEVELOPMENT

Understanding the theory of the functioning of the independent
sector within a free society is significant in elucidating why U.S.
people-to-people programs have become increasingly useful
mechanisms both in delivering development assistance and in the
conduct of foreign policy.

One senior AID official said, 'Understanding the role of this in­
dependent, nongovernmental, nonbusiness sector and its functions
is a missing ingredient in the development community's analysis
of what makes societies function abroad.'

While not alone as a participatory culture, the United States is un­
matched in numbers of persons, proportions of the population, and
impact of giving, volunteering, and nonprofit organizations, ac­
cording to Brian O'Connell, president of Independent Sector, a
Washington-based umbrella organization.

'There ~s no greater
danger to our liberty
than allowing those in
power to have
any control
over their potential
reformer:,:'. '

-- 0 ~onnell

Complex societies may be viewed as comprised of governmental,
business or enterprise, and independent sectors. The divisions be­
tween the sectors are not sharp; rather, they are overlapping--the
relationships are dynamic, more organic than mechanistic.
However, beyond the United States little attention is given to the
existence of an independent sector, much less its nurturance or un­
derstanding its importance to a free society.

It is no accident that the United States has a highly developed in­
dependent sector. A nation largely of immigrants, this govern­
ment was founded by people determined never again to be ruled,
resolved that power should be spread, suspicious of centra~

authority, and terribly interdependent for survival.

It is important to comprehend the implications of the independent
sector on our abilities as individuals and as a society to be unique
and free.

"Most of the great movements of our society have had their
origins in this independent sector, for example, abolition of
slavery, civil rights, public schooling, public libraries, and care and
opportunities for the handicapped. Some who led those efforts
were viewed as unpopular, troublesome, rabble-rousing, and maybe
even dangerous. One of our largest responsibilities is to keep
open the freedoms that will allow their successors to establish the
new causes of tomorrow,' says O'Connell.

"There is no greater danger to our liberty than allowing those in
power to have any control over their potential refonners."
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It is clear that when people make the effort not only are causes
and other people helped, but something very special happens to
the giver, too, and in the combination, the community and t.'J.e na­
tion take on a spirit of compassion, comradeship and confidence,
says O'Connell.

This theory applies to the Third World as well, according to AI
Hirschman, the most noted practitioner of grass-roots develop­
ment, who has confirmed this U.S. experience in his studies of self­
help activities in Latin America.

Giving and volunteering remain pervasive activities among
Americans.

One of the reasons so many misconceptions exist about volunteer­
ing and nonprofit activity generally is that this is an aspect of our
national life we take for granted and have never really felt a need
to study. Now that there seems to be a growing realization that
citizen participation is a valuable part of our national character,
there is greater interest in having a clearer grasp of the facts,
trends, and impacts.

While private voluntary organizations are one component of the in­
dependent sector, little attention has been paid to this experience
base as it applies to development theory in Third World
countries. This is really quite remarkable and may be a result of
the fact that most groups have a background as charitable or­
ganizations and have only recently evolved as having a develop­
ment agenda.

According to a national survey by Independent Sector commis­
sioned from The Gallup Organization:

(1) The average U.S. charitable contribution for all households in
1987, including noncontributors, was $562, or 1.5 percent of in­
come.

(2) The average hours volunteered per week in 1987 for all adults
18 years of age or older, including nonvolunteers, was 2.1.

A far larger proportion and many more parts of the U.S. popula­
tion are involved in community activity today than at any other
time in history. Seven out of 10 households in America con­
tributed an average of $790 to charitable organizations and almost
half of Americans (45 percent) volunteered an average of 4.7
hours per week to charitable causes and organizations in 1987.
This rate of participation by Americans stands in stark contrast to
a level of activity in newly industrialized countries of only 15 to 20
percent of all persons participating in voluntary activities, one
roundtable participant noted.
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Respondents to the Gallup survey expressed more confidence in
private education, federated campaigns, and health and social ser­
vices organizations than in all other major institutions, including
Congress.

Eig;hty-seven percent of respondents believed that charitable or­
ganizations playa signficant role in American society.

Roundtable participants were asked to use a bubble diagram tech­
nique to describe the functioning of the independent sector within
any complex society (Figure 7 - A Description of Independent
Sector Attributes).
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Purposes

Seeks change
Promotes/shares values

and ideals
Challenges/changes/affectsl

influences government and community
Sets goals
Establishes values
Organizes demands
Aggregates strength toward

achieving goals
Represents or gives voice

to special interests
Achieves unity
Produces non-monetary profits
Produces goods and delivers services
Serves non-identified or emerging needs
Serves as a seedbed or

creative ground for new ideas
Provides a process--ideas

become formalized into
ideologies; institutionalized

Gives rise to "informal sectors"
of economic activity

Educates in the broad sense
Advocates
Entertains

Functions

Value

Fundamental to free
enterprise

Heart of democracy
Conscience of society
Takes input. makes

decisions, takes action
Fosters leadership
Maximizes human potential
Develops the "whole man"
Creates dedication/fervor

difficult to replicate
Innovates

INDEPENDENT
SECTOR

Institutions

Religious groups/churches
Communities
Cooperatives·
Farmers associations
Credit institutions
Schools, universities
Research, developmental,

and scientific organizations
Health care institutions
Labor unions
Trade associations·
Political parties
Interest groups
Coalitions of interest groups
Neighborhood/civic/citizen/

community groups
Social services organizations
Clubs/sncial groupslfraternal

orders
Philanthropic/Foundations
Voluntary agencies
Cultural institutions; cultural

development institutions
Self defense organizations
Sports/recreational/athletic

organizations

Relationships with

Intermediates
Links other sectors

(government. enterprise,
sometimes through media) and
fills gaps between them

Components cooperete with
government/enterprise sectors
as they choose to do so

Spurs economic growth
Checks or disperses

elite/centralized authority
whether business or government

Serves as an alternative
to the state/supplants
government

Mobilizes resources
Gives voice to extremes;

greater compassion/more
hard-nosed reaction

Rallies/energizes
Communicates
Wholesales ideas
Makes opinions
Serves as documentarians
Fulfills society's unmet needs
Represents those on the bonom

Public Sector (Government)

Funds independent sector
Legitimizes independent

sector institutions
Shares ideas with

independent sector

Enterprise Sector (Business)

Nurtures independent sector
Derives wealth. resources

from independent sector

Media covers needs/issues
identified and ideas/opinions
surfaced by the
independent sector

Figure 7. A Description of Independent Sector Attributes
Source: A Compilation of Views from

AID/PVO Future Study Roundtable Participants, 1988
.. A few participar,ts define cooperatives and trade associations

as part of the business sector



Thev were then asked to use the same technique to describe the
fun;tioning of private voluntary organizations within the indepen­
dent sector (Figure 8 -- PVOs: A Subset of the Independent
Sector).

Value

Requisites

A volumary aspect
More than one member
Internally driven
Auto-determining
Organized around shared

need or values
Private, self-directed.

participatfve
Must be "named"

or formalized
Not-for-profit/nonprofit

in their operations
"Basic human rights," e.g.,

freedom of speech/religion
are fundamental conditions

Take input, make
decisions. take action

Deliver assistance
Foster leadership
Maximize human potential
Develop the "whole man"
Create dedication/fervor

difficult to replicate
Innovate

PRIVATE VOLUNTARY
ORGANIZATIONS

Weaknesses

Focus on problem solving
rather than sustainability
of institution (revenue)

Amateurish, naive
Difficult to coordinate
Unreliable
Small scale
Oligarchic
Noncohesive
Tendency to oversell/or

be oversold

Attributes

Participate in value-oriented
activities

Possess and are accountable
to a constituencey

Exhibit a strong sense
of their constituencies or
missions, which are developed
and maintained separately from
government

Maintain an attitude
of stewardship

Independent. Largely self-regulating
Nonpaid leadershiplboards
Exhibit "righteousness of

the elect"
Exhibit shared values; are

driven by principle, ethos,
or morals

Espouse social/humanitarian
goals

Operate in their own
self-interest ! •.

Undertake a people-to-people,
grassroots approach

Permit creativity

Figure B. PVOs: A Subset of the Independent Sector
Source: A Compilation of Views from

AID/PVO Future Study Roundtable Participants, 1988



The independent
sector:
'conscience of
society,'
'heart of democracy;
'fundamental to
free enterprise.'

-- Participants

The independent sector is value-driven and its institutions can be
segmented into groups which are "for others" and those which are
"for self." The sector is comprised of a wide range of types of in­
stitutions, from churches to research institutions to sports teams.
All of these institutions have a voluntary aspect to their nature,
are "auto-detennining," "sedf directed," or "internally driven."
Ascriptive groups, or group affinities over which one has no
choice, such as family or race, are excluded. Its institutions need
to be named or acknolwedged in some way, such as through law,
custom, practice, or fonnation as an entity. They are accountable
to a constituency.

The sector intennediates or "brokers relations between individuals
and society: or "acts as the conscience of society" and perfonns a
catalytic role. It is "VIe heart of democracy" and "fundamental to
free enterprise.'

People organize to . . . influence . . . aggregate strength . . .
demand . . . give voice to ... protect ... educate ... supplement
or supplant . . . produce . . . deliver . . . share . . . maximize
human potential . . . stand up and be counted . . . fight . . . ap­
prove ... oppose or propose ... improve ... expose ... enforce .
.. protest.

"Private voluntary organizations will never be seen as central to
economic developm~nt until they develop a cohesive theory," said
a participant.

The concept that U.S. private voluntary organizations can be pivo­
tal to a new U.S. development strategy to emphasize independent
sector development in the Third World may prove to be such a
theory.
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VALUE-DRIVEN DEVELOPMENT

'Development is not
primarily a matter of
resources . .. we
have a tremendous
task reorienting
the whole
development effort,
starting with us.'

-- Participant

"My 20 years of work in development now make me more and
more persuaded that development is not primarily a matter of
resources," declared a leading academic and development
theoretician at one roundtable. Looking at financial and other
resource constraints, one often is duped by this masquerade. And,
AID is "so heavily hung up on resources: funding for them, allocat­
ing them, evaluating them, as a substitute for changes, progress,
results. We have a tremendous task reorienting the whole develop­
ment effort, starting with us. Not that resources are not impor­
tant; they are." A reductionist view, breaking a problem down
into its resource components, will not provide a solution. What is
needed is a more integrative approach.

"From what all of us have experienced, and we in the private
voluntary community have realized, is that we have made life
more productive, worthwhile, stable, more expanding in terms of
ideas, by relying on the institutions that have realized the hwnan
potential around us."

The past two decades have witnessed a shift in the values,
procedures, and even balance of power within and between profes­
sions and organizations engaged with development, according to
Robert Chambers, Institute of Development Studies, University of
Sussex. Donor organizations now seek to support more small
projects identified and implemented by nongovernmental organiza­
tions. More attention is given to people, especially women and
others who are disadvantaged.

Chambers believes these changes embody parts of 'the new
paradigm and the new professionalism of development which have
been emerging." Key elements are to put people before things, to
decentralize, to enable and empower the poorer and weaker, to
value and work on what matters to them, and to learn from
clients rather than always to teach them.

"The very nature of the new paradigm makes its examples incon­
spicuous and easy to overlook or undervalue. Decentralized small­
scale activities are less visible than centralized infrastructure.
Social development :s harder to see or photograph than physical
development. Evolutionary change is less noticed than revolution­
ary. The enhanced capablity of a resource-poor fanner to experi­
ment and adapt is not as evident as a new pwnp or tractor.
Perhaps because of its poor visibility, the paradigm is already
more prevalent than some observers realize," he '\\-TItes.

His paradigm has four interacting tenets:
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• Development should be people-centered: people come
before things; and poorer people come before the less
poor. It is right to put the last first, to give priority to
those who are more deprived--the poor, physically weak,
vulnerable, isolated, and powerless--and to help them
change those conditions. It is also right to enable them
to identify and demand what they want and need.

• Development is not progress in a single direction, but a
process of continuous adaptation, problem-solving and
opportunity-exploiting under pressure. Causality is com­
plex and circular, not simple and lineal
Development is not movement towards a fixed goal but
continuous adaptation to maximize well-being in chang­
ing conditions.

• Conditions are diverse and complex. Rates of change
are accelerating. Poor rural people know a lot. Rural
people are capable of self-reliant organization.

• The above concepts are interrelated . . . The central
thrusts of the paradigm are decentralization and em­
powerment.

The Independent Sector's O'Connell quotes historian M~rle Curli:
"Emphasis on voluntary initiCi.tive . . . has helped give America her
national character . . . All these philanthropic initiatives give sup­
port to the thesis that philanthropy has helped to shape her na­
tional character ... [by] implementing the idea that America is a
process rather than a finished product."

Chambers' characterization well summarizes the views of
roundtable participants in describing overriding trends in develop­
ment, despite the fact that one participant declared vehemently
that he wanted nothing of the word "paradigm" and cautioned
against "decaditis," the tendency to promise a solution 10 years
off.

Korlen says that to succeed, voluntary agencies need to have
"strategic vision" to comprehend the requisites for independent sec­
tor development.

Chambers concludes that voluntary agencies are well placed to
develop and implement the new paradigm and he suggests the
need for "new professionalism."

In his essays, Tom Veblen, a senior business strategist "vith Food
System Associates, Washington, says that to achieve excellence,
an organization must have a v.-jable vision, understand the dimen­
sions of strategy, and execute \\Jith skill and luck (see Figure 9 --
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Dimensions of Strategy). Of equal importance to effective leader­
ship are vision, strategy, and tactics.

Source: Food System Associates

Figure 9. Dimensior~s of Strategy

All dimensions of strategy must be fully in play at the same time.
As the strategic thrust changes, so do the requirements of each of
the eight elements of strategy. Applied to private voluntary or­
ganizations, this means that each shift in strategic thrust-from
helping people to teaching people to empowering indigenous
groups-requires that organizations change their fundamental ap­
proach in each dimension.

When asked to describe where private organizations are weak in
strategy, roundtable participants pointed to the elements central
to planning: understanding the field of maneuver, defining
strategic perspectives, comprehending the competitive forces, and
accommodating the technical imperatives.
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To survive, PVOs
will have to become
better strategists.

Competitiveness must
be applied in
development as well
as to other facets
of the U.S. agenda.

Evidence in the literature and interviews also supports that
private voluntary organizations are resourceful, flexible, and sur­
vive through changing requirements. But they are better im­
plementers than planners or strategists.

To survive in the future, they will have to become better
strategists. The pace of change has accelerated. The complexities
are growing, including the trend toward working with indigenous
organizations.

Designing a strategic approach whereby AID and private volun­
tary organizations collaborate to encourage independent sector
development will be highly challenging.

As the United States redefines its global presence and its rela­
tions with other nations, L'1ere likely will be an increasing recogni­
tion that competitiveness is a concept that must be applied to
development as well as other facets of the American agenda.

As one participant said, "Asian NGOs ... are developing both in
capacity and perspective on their roles. They're defining their ob­
jectives it: terms or reshaping the institutions of those societies in
which they work, dealing explicitly with issues of power, policy,
people's roles, the development of people's organizations beyond
the village level so they can really have a voice in national develop­
ment. AE I see this development, these changes in perspectives, I
become concerned whether U.S. PVOs can remain relevant to that
process of development. I deeply believe they can and I hope they
wil1.

"This requires reexamination of their roles in this process of
development in which they are working. "

Developed nations such as Japan, Canada, and the Scandinavian
countries are in many respects outcompef.ng the United States in
development assistance.

When asked to describe why, roundtable participants cited:

• superior·development education" or ways of infonning
and educating their citizens about global interdepen­
dence,

• a parliament.'lry form of government which is seen as
providing greater continuity in decision-making and
funding for development assistance,

• development 2\Ssistance strategies tied to national trade
or market-development strategies, whereas the United
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The U.S. comparative
advantage may be
its ability to solve
problems collectively.
Building on its
independent sector
in addressing global
development may be
its unique benefit.

States ties its development assistance programs to its
foreign relations policies.

When asked, however, if development assistance should be un­
bundled from other foreign policy concerns, participants expressed
a belief that it is appropriate to continue funding private volun­
tary organizations under the mantle of the Agency for
International Development.

If the United States has a comparative advantage into the 1990s
in international development, it will not be in financial resources,
or in long-standing ties, or in its cultural linkages. Other nations
are likely to contribute more and to continue to build on their
colonial ties and their common languages.

The United St..'-ltes' one comparative advantage may be its Rcan
doRspirit, its sense of optimism, its ability to solve problems col­
lectively. Perhaps the opportunity to build on the strengths of its
independent sector, that value-driven component of society, in ad­
dressing the issues of global development is its unique benefit in
development assistance.

The concept of shared enterprise emerges. RWe need to get away
from the distinction between government and nongovernment and
get a real working coalition among new professionals, whether
they're located in the U.S. or abroad or within government or
within the independent sector,Ra participant noted.
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TOWARD A NEW VISION

To the extent that this process takes just one step further in
clarifying the strategic vision of what the public/private approach
to international development assistance should be into the 1990s
and beyond, it will have succeeded.

Its intent has been to strengthen and help focus public assistance
efforts in conjunction with private voluntary organizations' initia­
tives.

It is likely in the future that there will be opportunities for shared
enterprise where public-sector and private volutary community
goals will coincide. At other times, each sector may well go its
own way.

The need will continue for each to understand and respect the
other's perspective in trying to improve human well-being on a
global basis.

The following actions will improve future effectiveness:

• ExploTe the development rationale of the independent
sector on the basis of private voluntary organizations'
own programmatic experience--analyzing what they do
from the perspective of creating and assisting in in­
dependent sector development in countries where they
are working. If the development rationale of indepen­
dent sector growth fits, it needs to be confirmed by the
community, adopted, and related to each organization's
strategic vision.

• From that base of better understanding, define how to
accomplish independent sector growth and how to
measure growth from a baseline of knowledge--under­
take country studies to describe characteristics of its in­
dependent sector: what are strong elements, weak ele­
ments, where are opportunities for assistance.

• D::':elop goals for each country, region, and continent-­
emphasizing development of independent-sector
strategies by issue, such as health, agriculture, environ­
ment, and population (different types of strategies are
needed for each issue--not one approach, but many).

• Improve the strategic capacities of organizations to deal
with changes in how they go about accomplishing their
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missions and implementing their goals to help them sur­
mount constraints to their effectiveness.

We hope this effort will continue to be ·work in process· as part
of the evolution in development and a beginning toward clarifying
a new vision for people-to-people development in the 1990s.
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ACTIONABLE SUGGESTIONS



ACTIONS TO IMPROVE THE AID/PVO NEXUS

NOTE: At the end of eQ£h day-long roundtable, participants were
asked to make "Q£tionable suggestions" toward improving the
AID/private voluntary organization ne2m8 into the 1990s and
beyond. The following is a compilation of suggestions. They do not
necessarily represent the views ofall participants.

1. Build a consensus within the private voluntary organiza­
tion community as to its identity, purpose, and distinctive
characteristics.

Refine goals for the future.

Rearticulate voluntarism as the way to accomplish develop­
ment.

Define development assistance and its purpose.

Bring together the strategists to cmmsel with the
visionaries.

Listen elsewhere such as to non-Am-registered private
voluntary organizations and cross fertilize with other sec­
tors. Form linkages with other sectors and players and
ideologies. Broaden the base. Even create an advisory
board within AID similar to BIFAn.

Articulate the vision. It is indeed possible to develop a
shared vision, especially among clusters of organizations.
The vision and resource potential has to match.

Target in terms of a decade-long vision.

Figure out how to have the implementation capacity.
Harness a number of different organizational elements.

Devise an implementation strategy.

Exert leadership in decision-making on programs which af­
fect the private voluntary organizations and on broader is­
sues of foreign assistance. Private voluntary organizations
should inject themselves into the current strategic plan­
ning process.



4. Build local institutions in the Third World.

Recognize that what NGOs need is to have their capacity
enhanced and leadership developed, not to be supplanted
as service deliverers.

Place more emphasis on organizational development is­
sues.

Charge private voluntary organizations with the task of
building and nurturing NGOs. There is more likely to be a
partnership than if NGOs receive funding directly from
AID.

Reduce the amount of government-to-government funding
and channel a greater percentage of funds through private
voluntary organizations.

Encourage multi-year programs.

Strengthen the technical capability of private voluntary or­
ganizations so they have more technical expertise to
deliver to NGOs.

Use caution regarding NGO capacity for resource absorp­
tion.

Foster more cooperation among developing countries in a
region.

5. Improve the North/South dialogue and build a broader
coalition.

Be supportive of the idea that people ought to be involved
in the decisons that affect their own development and the
development of their country.

Collaborate with other northern donors, including multi­
lateral agencies.

Apply lessons learned overseas to alleviating problems in
U.S. cities and of rural development.

Apply lessons learned by U.S. foundations doing com­
munity development work in large urban settings in the
U.S. There is a danger that such development becomes
very political.

Apply lessons learned in development education messages,
especially regarding the strengths of the Third World.



Take initiative within the private voluntary organization
community.

2. Improve the understanding and collaboration/cooperation
between AID and private voluntary organizations.

Initiate staff exchanges between AID and private volun­
tary organizations.

Provide a training segment on private voluntary organiza­
tions for all AID officers.

Inaugurate a program of mini-sabbaticals for private volun­
tary organization staff to enable them to build an R&D
capacity.

Improve AID's institutional memory.

Get away from some of the rhetoric that has characterized
the development community.

Give PVC a greater role in policy coordination for field of­
fices rather than just grant-making functions.

Include private voluntary organizations in missions'
country planning processes.

Find a mechanism to incorporate the beneficiaries of aid
into decision-making on the policies about aid.

3. Institutionalize development education.

Bring the development education message more in line
with the development reality. The reality is usually two
steps ahead of the perception.

Separate fund-raising from development education. Or
even replace development education with a public affairs
outreach which tries to link what people are interested in
with development in the Third World.

Focus development education efforts on the U.S., Par­
ticularly in the school curriculum, starting in elementary
school. Work with NAFSA on curriculum development at
the university level.

Use private voluntary organization networks and boards of
directors to gain greater constituency understanding of
foreign assistance and interdependence.



6. Measure the success of development assistance by the level
of development of strong local pluralistic institutions in
the cOlmtries being assisted.

Require that every project proposal by a private voluntary
organization contain an "internal democratic impact state­
ment" assessing how the project will affect the degree of
internal democracy in the counterpart indigenous organiza­
tion.

Be more willing to accept failure. Risk-taking is impor­
tant.

7. Streamline procedures to facilitate a smoother AID/private
voluntary organization working relationship.

Scrape off the "barnacles" (the regulations that encumber
the process).

Integrate the contracts office into the grant approval
process.
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