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DEVELOPMENT ADilIElI STPAT ION STRATEGY PAPER 

EXECUTIVE SUflHARY 

A. Pol icy 

Congress has long s t ressed  the  importance of i n s t i  t u t ~ o n s  and of pub1 I C  

and pr lvate  nanagenent i n  development This view i s  c l e a r  upon a careful  
-. 

r e a d ~ n g  of  Sections 102-105 of the  Fore1 gn Ass~s t ance  Act. Two recent events 

synbol i z e  renerred donor concern fo r  the ro1 e of ~ n s t i t u t i o n s  and nanagenent 

FI r s t ,  AID's enphasi s on I nst1 tut ional  devel opnent -- d e f ~  ned t o  1 x 1  ude 

nanagenent. Second, the Uorld Sank's deci s ~ o n  t o  feature  "ilanagi ng 

Developnent" i n  i t s  1983 i s sue  of World Developnent Report 

The t e rn  "developnent adm n i  s t r a t l o n u  enconpasses i n s t ~  t u t ~ o n a l  

devel opnent, pub1 i c  p l a n n ~  ng and nanagenent, and bus1 ness nanagenent What rle 

a r e  t a lk ing  about i s  organization and nanagenent -- he1 ping LDCs choose trays 

t o  s t ruc tu r e  developnent tasks  and t o  use e f f ec t i ve  means t o  acconplish 

~ n p o r t a n t  ends Inst1 t u t i  onal devel opnent (ID) approaches descrl bed I n  the  ID 

pol ~ c y  paper are  an in tegral  pa r t  of the DA s t ra tegy.  

Developnent a d n l n i s t r a t ~ o n  ( D A )  serves a1 1 of AID's spec1 f ~ c  pol icy 

object ives  -- I n s t ~  t u t i  onal and hunan resource devel opnent, p r ~  vate 

enterpr l  s e ,  techno1 ogy t r ans f e r ,  and r e f o m  of economc pol icy frane\rorls I t  

a l so  contr ibutes  t o  tuo e s s e n t i a l s  of LDC and AID program -- ~np lenen t a t i on  

and accountabi 1 1 ty 

llanagenent inprovenent 1s a necessary e lenent  1 n  l a rge  nunbers of AID 

projects  i n  every devel opnent s ec to r  The se lec t1  on of spec1 f ~ c  s t r a t e g i e s  

and approaches should not obscure the general need t o  b u ~ l d  nanagenent 

inprovenent in to  a l l  projects  whose success depends on ~t Pol icy 

Deterni natl  on 69 prow des gul dance 



A t  the sane t i n e ,  1 ~ n i  ted resources argue for focus and concentration, for 

good use of Anerican "conparat~ve advantage". Relevant U S. experience 

includes entrepreneursh~p, local cooperation and governnent, nanagenent 

t r a l n ~ n g  and consul ti ng, and use of technology Where these elenents of our .. 

conparative advantage natch h i g h  prior1 ty  LDC needs, s t r a t e g ~ c  i n tervent~ons 

are \rorth\ihi 1 e. 

8. Strategy 

There are four ma1 n el enents i n  A I D ' S  developnent adnl n i  s t r a t ion  strategy 

(1  ) Sector-spec1 f ~ c  I n s t ~  t u t i  onal devel opnent 

Insti  tutional performance I n pol I C Y  fornula t~on,  t ransfer  of techno1 ogy, 

and progran nanagenent I S  V I  ta l  i n  publ i c  and p r ~ v a t e  ventures and i n  a l l  the 

p r i  or1 ty devel opnent sectors Progran nanagment i ncl udes publ I c servi ces and 

pub1 i c  and private ~nves tnent  Devel opnent administration should he1 p bu i  1 d 

~ n s t i  tutional capab~ l  i t ~ e s  i n  a l l  sectors enphasized I n  leg1 s l a t i v e  and 

execut~ve  pol icy B u t  t o  what end? AID Is nerr Insti  t u t i  onal Development Paper 

defines i t s u s t a ~  nab1 e benef~ t s  for broad groups of peopf e 

( 2 )  Local i n1 t i  at1 ve 

Local enterprise -- broadly de f~ned  -- i s  one of the nost pouerful engines 

of devel opnent Local entrepreneurshl p and group cooperati on, 1 ocal 

governnent, and prow n c ~ a l  devel opnent deserve faci l  i t a t ion  and nanagenent ~n 

\lays tha t  s t inu la t e  local ~ n i t i a t i v e  and group sel f help, b u t  avo1 d "burdens 

ti1 thout benefits" t o  1 ocal people 

( 3 )  rlanagenent service ~ n s t i t u t i o n s  

Indi genous c a p a b ~ l  i ty t o  p rov~de  relevant and practical nanagenent 

train1 ng, education, consul ti ng, and a p p l ~ e d  research 1 s a nilestone on a 

country's path to  sel f-sustai n i  ng devel opnent AID needs to  reexani ne 



the S e n e f ~ t s  of developing indigenous nanagenent se rv ice  c a p a b i l i t i e s  a s  a 

conplenent t o  p a r t l c ~ p a n t  t r a l n l n g  and U S. con t rac t s  T h l s  \1111 take t h r ee  

forns l a )  support t o  LDC nanagenent 7 nsti t u t e s ,  ( b )  support  t o  sna l l  , 

h l  gh-qua1 I ty  t r a i n ing  units through sec to ra l  and t r a i n ing  p ro jec t s ,  and ( c )  

support t o  p a c e - s e t t ~  n g  reg1 onal nanagenent and socl a1 sc l  ence I n s t ~  t u t e s  a s  -. 

contenplated I n  the  Agency ID paper Pr7 o r l t y  should be given t o  ( a )  

~ n s t i t u t e s  t ha t  can con t r ibu te  t o  o ther  e lenents  of  the  s t r a t egy ,  and ( b )  

~ n s t ~ t u t e s  of b u s ~ n e s s  nanagenent. In a l l  cases ,  AID should l l nk  nanagenent 

servl  ce 1 nst-i t u t i  on: t o  practl  cal  devel opnent work 

( 4 )  Reform 

U S political as  rrell as development i n t e r e s t s  d ~ c t a t e  s e l e c t i v e  sunport 

f o r  centra l  -level reforn  of LDC economic, financial and a d n ~ n l  s t r a t l v e  

s t r uc tu r e s  Nh11 e slreepl n g  reforn  e f f o r t s  se l  don produce Inpressi  ve resul  t s  

there  a r e  per1 odi c oppor tun~ t i e s  f o r  mean1 ngful pol i cy  d l  a1 ogue and 

I ncrenental reforns supported by AID T h ~ s  elenent  of the  developnent 

adni n i  s t r a t ~ o n  s t ra tegy  iri l l  be nost  r e levan t  i n  c o u n t r ~ e s  r e ce lw  ng Econonic 

Support Funds. I t  ~ 1 1  apply e l  sewhere a s  local  condl t ions  d ~ c t a t e ,  f o r  

exanple 1 n  r e f o m  of recur ren t  c o s t  finance I n d ~  genous leadership  and 

c m n ~  tnen t  t o  change wi 11 be the  nos t  inpor tant  c r i  t e r i  a Sone reforn  e f f o r t s  

can be supported w t h  neu nanagenent technologies such a s  nlcroconputers and 

V I  deo p resen ta t i  ons of  pol icy a1 t e rna t i ve s  

For a l l  four e lenents  the adaptat ion and appl ica t ion of the  be s t ,  nos t  

re levant  "nanagenent of change" t e chno log~es  i j i  11 be needed I t  wi 11 be a 
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specla1 responsl bil i ty of devel opnent adni n i  s t ra t lon  specla1 l s t s  t o  f a c ~ l  I t a t e  

the 1 ntegrati on of nu1 t 1  d l  sci pl i nary contri b u t 1  ons i n I n s t ~  t u t i  ma1 

devel opnent and program nanagement 

C Resource Needs 

Four pri nci pl es :/I 11 gul de resource nob1 1 i zat l  on  and use -. 
1 .  Rely predonlnantly on resources external t o  AID 

A. Hake nore use of LDC ~ n s t ~ t u t i o n s  and consultants 

TQ sfrengt'ien LDC nanagenent servlce institutions AID should use then nore, 

n o t  only for  n a t ~ o n a l ,  b u t  for reg~onal  and i nterreglonal t ra ining and 

consul t~ ng servlces This 1s cons1 s t e n t  \ , I  t h  elenent three of the strategy 

and a1 so ui t h  i nstl tut i onal devel opnent pol ICY.  !lore use of devel opi ng 

country consul t l n g  f~ m s  ~ 1 1 1  strengthen tha t  el enent of prlvate enterprl s e  

To assure q u a l ~ t y  and pronote t ransfer  of successful nanagenent practices 

jo in t  ventures bebreen leading U S. or LDC organlzatlons and l e s s  experlenced 

L D C  organizat~ons nay be used 

B Use and nurture h~ gh-qua1 i ty U S resources, ~ncluding  nl nor1 ty 

and m a l l  bus1 ness resources 

Transfer and adaptation of nanagenent techniques and of capablll t1es for 

sustained nanagenent servlces i s  a d l  f f ~ c u l  t and denandl n g  task H I  ghest 

qua1 I ty profess~onal  servlces,  1 ncl ud~ng language and cultural  specla1 I z a t ~ o n ,  

are  required of U S resources Hence, expanded long-tern use and support of 

top qual i ty U S I n s t ~  t u t ~ o n s  i s  e s s e n t ~ a l  t o  neet qual i t y  standards for 

appl i ed research, consul t 1  ng and f~ el d services Sone snal 1 
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business and m i n o r i t y  o r g a n ~ z a t ~ o n s  have demonstrated a s t r o n g  c o n n ~ t n e n t  t o  

c o n t i  nu1 ng i n t e r n a t i o n a l  nanagenent work, these deserve spec1 a1 cons1 d e r a t i  on 

r n AID procurenent.  

2 B u ~ l d  an AID cadre o f  w e l l - a u a l i  f l e d  techn ica l  o f f i c e r s .  

A l l  w r l l  be S&T o f f i c e r s  o r  a s s o c ~ a t e s  i n  developnent - 
a d n ~ n i s t r a t ~ o n  Acconpl i s h  t h ~ s  by ( a )  d e s ~  gnat ing  25 Fore ign  Serv ice  

personnel f r o n  o f f ~ c e r s  a1 ready on board -- n o s t  from backstops 12 (Program 

llanagenent) and 60 (Educat ion) ,  and ( b )  ma in ta in ing  about 16 add1 t ~ o n a l  DA 

persome1 D ~ s t r i b ~ t ~ o n  o f  tnese o f f ~ c e r s  u i 1 1  be as fo l lo1 is  

Large !li SSI ons 

Snal 1  miss^ ons 

T r a i n ~ n g  Conplenent 

Reg1 onal Bureaus 

S&T Bureau 

P PC 

H/PI ]/!ID 

TOTALS 

FSO Cadre 

10 

5 

1 

4 

I P A  o r  
GS/AD Dual Track PSSA To ta l  - - 

2 12 

5 

M i  t h i n  the  FSO cadre about  15 w i l l  be DA g e n e r a l i s t s  (Backstop 1 2 ) ,  the  

r e n a i n i  ng o f f 1  cers  \ii 11 have qua1 I f i c a t l o n s  ta rge ted  f o r  nanagenent t r a i  n l n g  

and i n s t 1  t u t ~ o n a l  developnent (6 )  BS 60, f i  n a n c ~ a l  nanagenent r e f o m  ( 2 ) ,  and 

urban devel opnent (2) 

Addl ti onal qua1 i f l e d  o f f 1  ce rs  who UI sh t o  n a i n t a i  n an i d e n t ~  f i c a t ~ o n  111 t h  

DA can a1 so be desi  gnated SGT assoc ia tes  



3 .  Inprove technical knowledge and s k ~ l l s  of  DA o f f ~ c e r s  and of the 

nunerous other  personnel \ \ I  t h  DA/ID responsi b~ 1 I t~ es  by ( a )  sel  ect lon and 

ca ree r  nanagenent, ( b )  per lodlc  mee t~ngs  f o r  DA officers, [ c )  lnclus1on of 

DA/ID na t e r l a l  s I n Pll/HD courses,  and ( d )  o r len ta t lon  sess lons  f o r  o f f ~ c e r s  

who require DA/ID skill s 

4 Use t o p - q u a l ~ t y  approaches and methods. Inprov~ng  the  perfornance of 

develop1 ng country i nsti t u t ~  ons denands cons1 s t e n t  appl I cat1 on of the  bes t  

a v a ~  l abl e nanagenent techno1 ogy Advanced research and devel opnent nus t  be 

c o n t ~  nuously 1 1 nked t o  f~ e l  d a p p l ~ c a t ~  ons Rap1 d and broad d l  ssenl n a t ~  on of 

~nproved  nethods I s a1 so  v l  ta1.  

( a )  Use the  DA Strategy fo r  guldance 1 n  progrannlng, technical  

approaches, and resource n o b ~ l l z a t ~ o n  

( b )  Lead and cooperate I n  s e l e c t ~ o n  and managenent of p i l o t  p ro jec t s  

and I n  s e l e c t ~ o n ,  support and use of r e g ~ o n a l  nanagenent and socia l  science 

I n s t ~  t u t ~ o n s  ( In s t1  tu t lonal  Devel opnent Paper, Reconnendat~ on 6 )  

2 Sectoral Councils 

( a )  Rev1 el, s e c to r  s t ra tegy  papers f o r  adequacy of developnent 

a d n ~  n1 s t r a t i  on ( 7  nc1 udl  ng i nsti t u t i  onal devel opnent) coverage and f o r  adequacy 

of r e l a t ed  resource nobll1zat1on plans 

( b )  Oversee DA ~ n p l  enentat1 on t r ~  t h ~  n the  respect1 ve s ec to r s ,  g u ~  de 

R&D,  and f o s t e r  nu1 t~ d l  sc lpl  I nary appl ~ c a t ~ o n s  of the best ava1 l a b l e  nethods 



3 Regional Bureaus 

Create a devel opnent adni n i  s t r a t1  on i npl enentati on group char red by a 

person o f  O f f ~ c e  D ~ r e c t o r  or higher rank. I n  c o l l a b o r a t ~ o n  l r l t h  t he  DA 

Subconni ttee/HRSC, the ID Conni t t e e ,  and ST 

( a )  Establ ~ s h  and naintain a ni ninun of one fu l l - t i ne  direct-hire  
- 

FSO and one IPA posltion i n  DA t o  prov~de  TDY services t o  Missions, appraise 

and bacistop ill  ssion service,  adni n i  s t e r  sub-reg~ onal servl ce arrangenents, 

uork wi t h  the HRSC and inplenent the region's el enents of the DA strategy 

( b )  Revleu DA funct~onal  and s t a f f  coverage, 1 ncl u d ~  ng placenent and 

use o f  d i rec t  h ~ r e  and IPA personnel, and resource needs i n  each sectoral 

( c )  Guide selection and ass1 gn support arrangenents for  l l ~ s s ~ o n  P I  l o t  

projects and reg~onal  nanagenent and social science i n s t ~ t u t ~ o n s  (ID Paper - 6 )  

(d l  Detern~ ne needs for  conti n u 1  ng external resources for sectoral 

nanagenent support needs of the reglon not covered by exist ing resources 

Negotiate "connon thene" coverage w i t h  SAT or  services for coverage by tbe 

reg1 onal bureau 

( e l  Recormend FY 83 budget adjustnents and FY 84 a l l n c a t ~ o n s  to  

support ( a )  - ( d )  above 

4 Bureau for  Science and Technology 

( a )  Sectoral O f f ~ c e s  

Rev1 ew and as needed develop prograns and resources to  ass1 s t  nissions 

and reg1 onal bureaus t h  DA coverage w i  t h i  n sectoral prograns Reconnend FY 

83 budget adjustments and FY 84 al locat ions to  support t h i s  11ork 



( b )  I lu l t~sec tora l  Developnent Office 

(1 ) Prow de techn~cal  support and R&D 1 eadersh~p to  rllssi ons, 

AID/V off lces ,  the HRSC and other Sector Councils for lnplenentat~on of the DA 

strategy 

( 2 )  Reconnend FY 83 budget adjustnents and  FY 84 budget 
.. 

a1 1 o c a t ~  ons t o  support t h ~  s strategy 

5 Bureau for Ilanagenent, Off1 ce of Personnel Management 

N ~ t h  the a d v ~ c e  and assistance of the DA Sub-connittee of the HRSC 

( a )  Establ ~ s h ,  upgrade, and naintaln an FSO cadre of about 25 DA personnel 

d e s ~  gnated fron ex1 s t ~ n g  s t a f f ,  nalnly backstops 12 and 60 

(b )  Serwce I n  addltlon, 4 GS/AD and 8 IPA or dual-track personnel 

(Of these, a l l  GS/AD and 4 IPAs are  already appointed) 

( c )  Plan and budget for update of AID off icers  on current  state-of-the-art  

approaches t o  devel opnent adnl n1 s t ra t lon  ( 1  ncl u d i  ng 1 n s t ~  t u t 1  onal devel opnent) 

and the a p p l ~ c a t ~ o n  of these approaches I n  USAID program and projects Sucb 

updat~  ng nay be i ncl uded I n ex1 st1 n g  courses and recurrent ttro-:reek 

orlentation senlnars to  be attended by a l l  Agency S&T DA o f f ~ c e r s  and 

assoelates and by o f f ~ c e r s  respons~ble for  sectoral projects or for progran 

ove r s~gh t s  as space perni ts  c 

6 Bureau for Program and P o l ~ c y  Coord~na t~on  

( a )  P o l ~ c y  Developnent and Prograa Revlew 

Revlerr e x ~ s t i n g  CDSS and  project guidance and revise 1 t as 

requl red to  naLe nanagerl a1 and i n s t ~  t u t ~  onal devel opnent cons1 d e r a t ~  ons 

I ntegral t o  country s t ra  t e g ~  es and project des1 gn/lnpl ernentat1 on 



( b )  Office of Evaluat~on 

Prepare a study of AID project design and inpl enent 

experience to  deternlne hoe! these processes can be structured so as to  best  

f a c ~  l I t a t e  effect1 ve act1 on on I nsti  t u t ~  on devel opnent needs (PPC/E rii t h  the 
- 

support of ST/HD a1 ready has 1 ocal government and I ntegrated rural devel opnent 

s t u d i  es underway) 

(Note In add1 t i o n  t o  USAID funds, an estimated $5 n ~ l l  ion per year of AID/W 

progran f u n d s  \ r . r  11 be required t o  ~ n p l e n e r t  the s t r a t e 3 1  



I INTRODUCTION 

L ~ n ~ t e d  admlnls t ra t~ve  and Ins t i  t u t ~ o n a l  c a p a b ~ l l  t ~ e s  renal n one of the 

central  roadblocks t o  effect1 ve and equ1 tab1 e devel opnent l n  nost devel o p ~  n g  

countries The need cannot be slnply de f~ned  I n  terns  of c r e a t ~ n g  new and 

enlarged bureaucra t~c  s t ructures  One of the central problens 1s the r a t e  a t  

u h ~ c h  the s i ze  and scope of bureaucrat~c a c t ~ v 1  ty have 1 ncreased tlanagertal 

s k ~ l l s  and e f f e c t ~ v e  adninlstration are  not a f u n c t ~ o n  of s lze  Furthernore, 

the process has tended to  shl f t  an increasing burden of respons ib~l  i t y  for 

address1 n g  soci oeconomc needs from 1 n d ~  v1 dual connun1 t 1  es t o  a poorly 

equ1 pped central adnl  n~ s t r a t ~  on As a resul t nany develop1 ng countrl es are  

s t r u g g l ~ n g  to  support cunbersone, c e n t r a l ~ z e d  p u b l ~ c  bureaucracles tha t  a re  

unable t o  carry out servlce del  very and investment programs a t  even ni nlnally 

acceptabl e 1 evel s of effect1 veness 

Accunul ated experience of the past two decades p o ~ n t s  t o  the fo110~11ng 

cr i  t i ca l  1 essons for AID'S devel opnent adm n1 s t r a t1  on strategy for  the 1980's 

1 Central -1 evel adm n1 s t r a t i  ve reforn prograns can be an ~ n p o r t a n t  

f 1 r s t  step i n  attack1 ng pub1 I C  sector  nanagenent problens, b u t  they are sel don 

ef fec t ]  ve 1 n and of thensel ves Intervention s t r a t e g ~  es for organ1 zat l  onal 

change are  nore e f f e c t ~ v e  when l ~ n k e d  t o  spec l f lc ,  increnental lnprovenents I n  

actual progran/project perfornance T h l  s approach mob11 1zes support fron 

t h ~  n the organlzatlon to  enhance developnent effect1 veness I t  recognl zes 

tha t  mandat~ng new o r g a n ~ z a t ~ o n a l  procedures and sys tem ~ 1 1 1 1  not ensure 

~nproved perfornance Successful I n s t ~  t u t ~  onal change resu l t s  fron engag1 n g  

the organlzat~on nore d ~ r e c t l y  HI  t h  the people i t  serves and establ i s h ~ n g  a 

"1 earn1 ng process" to  desi gn and ~ n p l  enent prograns t h a t  ~ d e n t l  fy and address 



t h e l r  needs Innovations a n d  inprovenenis i n  f ? e l  d operations then provide 

the inpetus for  redesr gni ng organi zat l  onal s t ruc tures  and procedures 

2, llanagenent and ~ n s t i t u t r o n a l  lnprovenent assis tance has frequently 

t r l e d  to  bull d capaclty a t  the national 1 evel t h  the assunption tha t  
~nprovenents would t r ~ c l r l  e downuard IJhi 1e n a t ~ o n a l  I ns t l iu t ions  have been 

strengthened i n  many countr'ies there has been a lag ~n adnin ls t ra t lve  

~nprovenents a t  the local 1 evel V i  1 lage-1 eve1 services and i nvestnent renai n 

ueak and i r e f f sc t ive  Des'i g n ,  ~ n p l  e n e n t a t ~ o n ,  and nai ntenance of i nvestnent 

renai n central   zed Local resource nobi 1 I za ti on t o  neet recurrent costs  i s  

neager lleans to  encourage entrepreneurship and product1 v'i t y  nave too often 

been 1 gnored. To renedy these shortconi ngs nore a t t e n t i  on and I nvestnent 
should be d'irecied t o  inproving nlddle and lo\rer level ~ n s t l  tutional and 

nanagenent capaoi 1 I t i e s  i n ways tha t  fos te r  1 ocal sel  f-he1 p 

3 Sectoral concerns tha t  r e f l e c t  ~a t ' ionaf  n1 n i  s t r y  objectives h a ~ e  

tended t o  fragnent local rural devel opnent processes Vore enphasl s i s  needed 
o n  b u i  l d l  ng organi zatonal sys tem tha t  a1 1 ow for  greater decentral i zat ion,  
opera t i  on of narket I ncenti yes, and the attendant devel opi~ent of 1 ocal 
governnent capaci t ies  for  the l a t e ra l  coordination o f  sectoral services i n  

resuonse t o  1 ocal condi t i  ons 

4 Weak p u b 1  I C  sector  7 nst l  t u t ~  ons have becone overburdened ri'i t h  a de 

range of pl anni ng and nanagenent f u n c t ~ o n s  A1 t e rna t lve  s t ruc tures  ( p r i  vate 
enterprl  se ,  connuni ty organlzatlons, PVOs) can assune a greater  role  I n  the 

developnent process Espec~al  1y i n resource-poor countrl e s ,  these i n d i  genous 
non-governnental organlzati ons should be   den ti f led and encouraged t o  perfom 

a la rger  range of developnent f u n c t ~ o n s  



5 Participant training and the developnent of LDC t r a ~ n i n g  i n s t i t u t e s  

have been ~ n s u f f i c i e n t l y  linked t o  lnprovenents i n  organ1zatIonal 

perfon~ance Trai n i  ng i s over-prescr~ bed as a sole  sol u t ~  on t o  LDC nanagenent 

problens, ~t 1s an Inportant component of so lw ng these problens, b u t  cannot 

do so alone Trainlng i s  most effective uhen linked to  the job context i n  

wh~ch ski 11 s are appl led flany Third \lor1 d managenent ~ n s t i  tu tes  func t~on  as 

enclaves sit t h  1 1 t t l  e d l  r ec t  I nvol venent i n  understand~ng and inprovi ng  the 

perfornance of t h e ~ r  own hone country 1nst1 tutlons.  This underutil ~ z a t i o n  o f  

scarce nanagenent t r a l  n i  ng and educa t~  onal resources should be reversed LDC 

I n s t ~ t u t ~ o n s  can provide  consult^ ng, research and on the j o b  t r a i  n i  ng servlces 

wh~ch respond t o  spec1 f ~ c  nanagenent problem I R  national and 1 ocal level 

businesses and governnent agencies Trainlng can becone a v i ta l  and useful 
tool i f  i t  evolves fron a larger  understanding of organizational rleeds, 
constrai nts and opportun~ t i e s  

The central purpose of AID'S devel opnent adm n~ s t r a t i  on prograns i s 

t o  strengthen the sustai  nab1 e nanagenent perfornance of I n d i  genous devel opnent 
I nstl t u t i  ons, enhancing the1 r a b ~  1 r ty  to  e f f ec t  broad-based ~nprovenent i n  

product1 v i  ty ,  i ncones, and qua1 i ty of 1 i fe  A c h ~ e v ~  ng t h ~  s i nvol ves nore than 

1 ncreasi ng tne e f f ~ c ~ e n c y  of central devel opnent agencles I t  must address 

the relatlonshi ps bevieen central and local governnent on the one hand, and 

between the public and prlvate sectors on the other I t  nust also r e f l ec t  

state-of-the-art  kno:fl edge of the processes by \ / h i  ch effec t 1  ve, responsi ve 

~ n s t ~ t u t i o n a l  c a p a c i t ~ e s  are  b u i l t  

ilanagenent has always been an inportant concern w i  t h 1  n the 

I nternati onal donor connun] ty.  A resurgence of in t e res t  i s nani fested i n the 

World Bank's dec l s~on  t o  make "Managing Developnent" the thene of i t s  1983 

Ilorl d Developnent Report Indeed, the concern I S  such tha t  sone observers 

suggest tha t  the 1980's nay becone knom as the "decade of developnent 

nanagenent " 



A I D  has taken  a l e a d ~ n g  ro l e  i n  support1 ng the  research t h a t  has  
h~ ghl i ghted both the needs and opportuni t ies  fo r  neu i n i  t-i at1 ves A I D  1s no I 

corn1 t ted t o  advancl ng the research and apply1 n g  t h i  s necl know1 edge i n 
co11 aborati  on u i  t h  o ther  na jor  donors 

I1  POLICY GUIDANCE FOR THE DEVELOPtIENT ADMINISTRATIOM STRATEGY 

Four Sectlons of the  Forelgn Ass~s t ance  Act nandate rlanagenenl 

assistance Sec 102 c a l l  s fo r  publ I C  adrun1 s t r a t ~ o n  ass1 s tance ~ n c l u d ~ n g  

"1 n s t ~  t u t ~ o n  bull d ~ n g , "  "plannl ng," " a d n ~ m s t r a t l v e  capabi 1 I t y , "  and 

"devel opnent adni n1  s t r a t 1  on " Sec 103 c a l l  s f o r  " c r e a t ~  on and s trengthenl ng 

of local  I n s t 1  t u t ~ o n s  1 ~ntced t o  regional and n a t ~ o n a l  l eve l s , "  as  well a s  

f ~ n a n c l a l  I nst1 t u t i ons  and "food pol 1cles  and nanagenent " Sec 104 notes the  

need for  "neasures t o  inprove nanagenent of health prograns " Sec 105 

authorizes ass1 stance "for  educa t~on ,  publ I C  adm n~ s t r a t i  on, and hunan 

resource devel opnent " The d l  st1 ncti on nade by the  Congress Setveen educatl on 

and publ ~c adn1n1 s t r a t i o n  has of ten been ignored ~n the  Agency's progran 
guidance 

Pol ~ c y  De te rn~  nat l  on 69 (1 9 7 7 )  c o n t ~  nues t o  prow de val i d  rui  dance I t  

was based on a task-force revlev of AID developnent a d n i n ~ s t r a t l o n  and 

nanagenent ~r~provenent  prograns P D 69 begins 111 t h  the  nos t  dely accepted 

gul dance " I t  1s AID pol I C Y  t o  assure the  ex1 s tence o r  devel opnent of 

cmpe ten t  nanagenent l n  the  spec1 f ~ c  host  country ~ n s t ~  t u t i  ons r e spons~  bl e $or 

carry1 ng out AID-fi nanced prograns and projects  t o  assure  W I  t h  reasonable 

c e r t a ~ n t y  t h e ~ r  successful conpl e t ~ o n  " Th1 s prowslon I S  the  pol ~ c y  source 

of Handbook 3 requirements fo r  adnlnl s t r a t ~ v e  f e a s ~ b ~ l  1 t y  and ~ n p l e n e n t a t ~ o n  

analyses Current enphas~  s on pol icy reform, the  p r ~ v a t e  s ec to r ,  technology 
t r ans f e r ,  and I nst1 t u t ~  ona1 developnent gives P D 69 sharper focus. 

The approved d r a f t  policy paper on i n s t i t u t ~ o n a l  developnent places a 

najor  enphasi s on strengthen1 ng host  country organizational  ef fect1  veness 

through ~nprovenents  i n  nanagenent systens The paper a l so  expresses the need 

t o  fo s t e r  d e c e n t r a l ~ z e d  e n t e r p r ~ s e ,  ~ n v e s t n e n t  and se rv ice  dellvery through 

the  use of nore i nnovative nanagenent technologies The paper supports the  

v i  eu t h a t  e f f e c t ~ v e  1 n s t ~  t u t ~ o n a l  developnent occurs where organ1 z a t ~ o n s  



evolve t o  f i t  t he l r  envlronnent and adapt t o  changing needs of c1 len t  groups 

This k i n d  of i n s t i t u t ~ o n a l  responsiveness depends on the use of learning 

approaches t h a t  a1 1 ow organ1 zat i  ons to  engage i n more creat ive and f l  ex1 bl e 

probl en-sol VI n g  AID ass1 stance wi 11 therefore feature the development of 

nanagenent method01 ogies \,hi ch -r nvol ve greater 1 nteract i  on betueen the 

organ1 z a t ~ o n  and i t s  cl ientele  

TQe need t o  inprove host country institutional and nanagenent perfornance i s  

reflected I n  current CDSS gujdel ines,  p a r t ~ c u l a r l y  \ I I  t h  respect t o  

i npl enentati on, new techno1 ogies, and the pri vate sector  In agricultural  at~d 
rural devel c n ~ e n t ,  n~ ss i  ons s r e  encourayd t o  strengthen 1 ocal i nst1 t u t i  ons I n 

order to  Inprove e f f i c ~ e n c i e s  I n  the use of scarce agricultural  inputs and 

services (such as through inproved nanagenent techniques i n cooperatives or 
:later user associations) S in l la r ly ,  I n  the health sector ,  AID a s s l s t a r l c ~  

should enhance governnent capab~ l  ~ t y  to  plan and nanage the extension of 

health servlces In the education sector,  the strengthening of local 

capaci t i e s  to  access, pl an and a d n ~  n~ s t e r  educat~  on sys t em,  fornal and 
nonfornal , w11 const i tute  a najor area of AID a c t i v i ~ y  

The devel opnent adni n i  s t r a t ~ o n  strategy energes fron the Agency's current 

pol icy enphases, fron f ~ e l  d experience and  experlnentati on, and fron the 

f i n d ~ n g s  of R&3 prograns 

Append~x A describes the Agency's present large portfol io  of projects 111th a 

nanagenent lnprovenent focus or  conponent The l ~ f e - o f - p r o j e c t  cos t  

projections for these projects exceeds $1 b~ 11 ion Hundreds of ni 11 ions of 

do1 1 ars  are a1 located for  nanagenent inprovenent functions rli t h l  n t h i  s 

port fo1 i o Inpl enentat1 on of the ex1 s t1 ng portfol i o of projects HI t h  

developnent adn in i s t r a t~on  elenents as riel1 as the future evolution of the 

portfol i o have I nportant inp1 i cations for Agency resource needs i n devel opnent 

adnlni s t ra t ion  



Field and AID/Washi ngton projects are  evolving to  address the new pol icy 

enphases The Devel opnent Adnl n ~ s t r a t ~ o n  Strategy 111 11 he1 p encourage and 

support the s e l e c t ~ o n ,  deslgn, and inplenentation of neu projects t h a t  f l t  the 

neu emphases. 

IV AID ' S  DEYELOPEIENT ADPIItIISTRATION STkATEGY A DETAILED DESCRIPTIOM 

A Sector-Suecl f i c  Inst i tut ional  Devel ounent 

T h ~ s  elenent seeks developnent of i n s t ~  t u t i  onal capab~ 1 i t i e s  to  

support sector pri or1 tl es i n spec1 f i c  USAID/host country programs In 
add1 t~ on t o  bas1 c ~nprovenents ~n the rlanagenent of servl ce de1 I very, 

a t t e n t ~ o n  w 1 l  be gjven to  strengthen1 ng pol ICY-maki ng processes tha t  

s t inul  a t e  1 ocal and p r ~ v a t e  sector  i n i  t l a t l v e ,  and t o  strengtheni ng techno1 ogy 

generation and t ransfer  I n  response t o  program needs 

This conni Went to  strengtheni ng nanager~ a1 and i nsti  t u t 1  onal 
capacl tl es t h i  n the context of sectoral devel opnent e f fo r t s  poses an  

~ n p o r t s n t  chal lenge to  the Agency A current review by AID/PPC/Eval uatl on o f  

a ser les  of inpact evaluations on selected AID development assistance projects 

concludes tha t  fell of rhe projects evaluated ~ n c l  ude e x p l ~ c ~ t  concern for 

i n s t ~  t u t l  onal devel o + m t  As a resul t , the projects typical ly  contributed 
1 I t t l  e t o  the devel opnent of ins t i tu t iona l  capac~  t i e s  for  sustai  ned 

developrlent act1 on  a f t e r  they were cor~pl eted T h i  s 1s a s l  t ua t i  on t ha t  the 

proposed devel opnent adn1 n i  s t r a t ~ o n  strategy i s i ntended to  reverse 

Effect1 ng t h ~  s reversal requires cons1 deration of tuo se t s  of contri b u t 1  ng 

factors The f i r s t  s e t  concerns the re1 atlonsfii p beareen successful 

i n s t ~  t u t ~  onal devel opnent and 1 nternal AID procedures 

1 The forriats of baslc plannlng docunents, i ncl u d ~ n g  t'le PID, P P ,  and 

Logical Franework, focus the a t t e n t ~ o n  of project designers on 

neasurable benef~ t s  de1 ivered i n  the project area d u r ~ n g  the 1 i fe of 

the project and on the u n i t  costs  of these benefi ts  Investments l n  

1 n s t ~  t u t ~ o n a l  devel opnent 11 nornal ly add nore to  project costs  



t h a n  they lr111 contrl bute t o  benef~ t s  delivered \11 t h i  n the t y p ~ c a l  

project t ~ m e  span Investnents I n I nsti t u t l  onal devel opnent nust be 

based on the value of benef~ t flows beyond project conple t~on and 

even beyond the spec1 f i c  project area 

2 Inst1 t u t l  onal devel opnent I ssues are  i n v a r ~  ably conpl ex and 

sensl t 1  ve Deal 1 ng r r ~  t h  then requires substant7 a1 i nvestnent of 

s t a f f  t ~ n e  n o t  provlded by H ~ s s ~ o n  s t a f f ~ n g  patterns Engag~ng I n  

i nsti t u t ~ o n a l  change nay lengthen project d e s ~  gn t ~ n e ,  and nay 

1 nterfere r r ~  t h  neetl  ng ~ n p l  enentati on schedules As a r e su l t ,  

I ncentl v2s t o  gtve serl  ous a t t e ~ t l  on t o  7 1st1 tu t i  onal devel opnent 

concerns are  1 a c k ~  ng 

3 Standard practice ca l l  s for address1 ng  i ns t~ t u t ~  onal eevel opnent 

requi renents t h r o u g h  tra1 n1 ng  and 1 nternl t t e n t  technl cal ass1 stance 

I nputs Whl l e  these nay produce I ncrenental inprovenents i n 
e f f ~ c i e n c y ,  taken alone they are  i n s u f f i c ~ e n t  to  develop sustai  nab1 e 

I nsti  t u t ~  onal performance 

4 As a consequence of s r a f f ~ n g  1 in1 ta t ions and the enphas~s  of the A I D  

reward systen on  project design rather  than mpl enentat1 on, 
responsl b11 I ty for project 1np1 enentation 7 s connonly turned over t o  

technrcal ass1 stance contractors The i ncen t~  ves bear1 ng  on the 

contractor encourage concentrat~on on acconplishnent of 

contractual ly-spec1 f i  ed project outputs as quickly and cheaply as 

possible, even though t h ~ s  nay nean by-passing the relevant 

developnent agency and i t s  personnel 

These AID-related factors are  further addressed I n  the 

reconnendat~ons for inpl ementi ng actions I n  the Executive Sunnary The second 
s e t  of factors concerns the LDC developnent agencles \r .r  t h  \ rh~ch A I D  

coll  aborates 

1 The nomal I nternal dynan~ cs of convent1 onal , central i zed 

bureaucracl es frequently 1 ead t o  def7 n~ tl on of agency purpose and 



c l i e n t  needs I n  terns of expend1 ture  of publ i c  funds and extension of 

publ i c  control In t h e i r  choice of technology these agencles tend 

toward the s o p h ~ s t ~ c a t e d  and cos t ly ,  w t h  a preference for 

standard1 zation ~ r r e s p e c t l v e  o f  dl f f e r l  ng 1 ocal needs or preferences 

2 These dynan~cs lead t o  1nterna1 definl t lons of efficiency tbat  

promote actions inconsistent lri t h  the goal of bull d ~ n g  

se1 f-sustai n l  ng devel opnent performance A s s ~ s t i  ng LDC bureaucracies 

t o  becone nore e f f ~ c i e n t  i n  the pursult  of an ~ n e f f e c t i v e  operating 

strategy i s  counter product~ve 

These factors  point up  the tenslons betlreen ~ n t e r n a l  e f f ~ c l e n c y  and 

devel opnent e f f ec t~veness  Bull d l  ng sustai  nab1 e devel opnent i n s t ~  t u t i  ons 

requlres organizat~onal  changes such tha t  the things an LDC agency does I n  the 

nane of efficiency contribute t o  achiev~ng developnent e f f ec t~veness  Thus, 

technical assistance shot11 d help the LDC agency move ~ t s  approach to  "do1 n g  

business" from one tha t  i s  ~ n t e r n a l l y  de f~ned  t o  one t h a t  allows for 

responsiveness to  1 ocal needs, condl t 7  ons and preferences 

E f f e c t ~ v e  action depends on the L D C  agency uorkt ng 1 n support of 

local private ~ n l t i a t ~ v e  To do  so, i t  nust not only be responsive to  local 

preference I t  nust a l so  d e f ~ n e  ~ t s  purposes i n  terns  of s t ~ n u l a t ~ n g  and 

supporting such i n i t i a t i v e s  rather  than attenpting t o  serve a l l  needs kii t h  

resources under i t s  d l  r ec t  control Effect1 veness requl res a substant1 a1 
change i n  baslc strategy and a corresponding reorlentation of s t ructures ,  

systens, and organ1 zat i  onal processes not ach~eved through convent1 onal 

t r a i  n i  ng or technical ass1 stance I nputs 

Advances i n  the devel opnent adni nls t rat lon f i e ld  qave led to  the 

elaboration of "1 earn1 ng-through-action" nethodo1og.r es desi gned to  s t inul  a te  

and support these k ~ n d s  of organizat~onal changes These techniques can be 

used by an LDC agency to  experinent r r ~  t h  nore innovative ways of a c h ~ e v ~ n g  ~ t s  
basic purposes I t  can use the resul t lng experience as a bas1 s for a r r i  v i  tlg 

a t  new s t r a t e g ~ e s  and for  n a k ~  ng corresponding adjustnents ~n s t ructures ,  

procedures, and norns 



AID s t a f f  and external support capab~ 1 i t i  es a re  not I n  place t o  

support application of these nethodologies ~n a l l  projects \!here they rnght be 

approprl a t e  Furthermore, they requl re add1 t i  onal tes t1  ng and devel opnent 

w t h ~  n the context of AID'S procedural and s ta f f1  ng constraints This 

strategy elenent, then contalns both an extensive dlnens1on des~gned to  spread 

at tent ion to  sector-spec1 fl  c I nsi1 t u t ~  onal devel opnent throughout the Agency, 

and an ~ n t e n s ~ v e  d~menslon to  fos te r  continued ref~nement of the 

1 earn1 ng-through-act1 on nethodol ogy A1 1 Fh s s ~  ons HI 11 be asked to  give nore 

systenatic a t tent lon t o  the nanagerlal and lns t i  t u t ~  onal development 
d1nens-i ons of proposed and on go1 ng projects,  ( the  extensi ve d~nens l  ons) Tuo 

or three 111 s s ~ o n s  fron each Regional Bureau r n l l  be asked on a voluntary bas1 s 
t o  designate one or  two on-golng or proposed projects for  special a t tent ion 

These projects \1111 be i dent1 f led on the bas1 s of the opportunl t i e s  they 
present for strengthen1 n g  ins t i tu t iona l  capacities I n  support of Hi ss i  on 

prrori ties ( the  intensive dlnension) The selected projects will  recel ve 
special s t a f f  a t tent lon and ui11 be specla1 ly docunenxed t o  speed learn1 ng 

111 t h ~  n AID 

The najorl ty of such projects 1111 1 r e l a t e  to  agrlcul ture ,  or to  

snall and n e d ~  un scale  enterprl s e  Each of these sectoral e f f o r t s ,  beg1 n n l  ng  

r r i  t h  1rr1 g a t ~ o n  and social forestry \n11 be supported by one or nore central ly  

funded sector-spec1 f1 c contracts i ncorporat~ n g  a strong focus on nanageri a1 

and inst i tut ional  Issues These \ r i l l  support l l ~ s s ~ o n  e f fo r t s  and help to  

capture and d l  s s e n ~  nate exper1 ence anong MI s s ~ o n s  on  nanagerlal and 

I nsti t u t i  onal I ssues spec1 f ~ c  to  tha t  sector Add1 t~ onal support 11 be 

provi ded by central ly  funded organ1 zat l  ons r r l  t h  expert1 se 1 n nanagenent and 

i nsti t u t l  onal devel opnent. They iri  11 lrork ~ I I  t h  Ill ss1 ons and \ ~ i  t h  the sector 

speclflc contractors Examples are  the USDA Developnent Project Managenent 

Center and t?e t la t~onal  Associat~on of Schools of Public Affairs and 

Adni n l  s t r a t i  on. Certaln projects a1 ready b e ~ n g  assi sted by these 

organ-tzat~ons \r111 also De considered for ~nclus-ion i n  the special project 

11st 



B Local I n l t ~ a t ~ v e  

Effect1 ve 1 ocal i n1 ti a t 1  ve ~n response t o  1 ocal ly  d e f ~  ned devel opnent 

p n o r ~  t i e s  requlres a creat ive m x  o f  prwate  and pub1 I C  a c t ~ o n ,  an a b ~ l  ~ t y  t o  
mob11 ~ z e  1 ocal and na t~onal  resources, and nechan~sns for taking advantage of 

synergl es between d l  sparate sector act1 v l  t~ es.  Th1 s I nvol ves a good deal more - 
than ass1 gn1 ng to  1 ocal governnents functl ons prevl ously reserved for  central 

governnent It requl res  the devel opnent of 1 ocal governments \ r h ~  ch are  

accountable t o  the people, ~rhlch control the i r  own resources, and ~lhlch have a 

conn1 tnent and ab11 I ty t o  work 1 n a supportive par tnersh~p 111 t h  1 ocal private 
groups These requ~renents  are n o t  e a s ~ l y  net  The current sltuat-ion 1 n  nost 

devel o p ~  ng countries departs s i  gn1 f ~ c a n t l y  fron the I deal Local governnents 

are cormonly too ueak to  perforn even the nost b a s ~ c  governnental functions, 

are  control led by central bureaucracies and/or powerful 1 ocal el 1 t e s ,  and take 
1 l t t l e  ~f any role i n  n o b ~  l 1z1ng broadly based developnent processes This 
gap s e t s  the challenge t o  be addressed under t h i s  element of the strategy 

ftany USAID m ss i  ons are  currently ass1 s t1 ng projects ~ntended to  

strengthen 1 ocal governnent I n  ways contrl butory to  closlng the gap 
Spec1 f ~ c s  of these projects vary cons~derably A conparatlve study i s  nor! 
undenray t o  beg1 n assessing the lessons of t h ~  s experience and the 

i n p l ~ c a t i o n s  for policy yuidance I n  the des~gn  of such projects I t  1s cl13ar, 

ho\rever, t ha t  enhanci ng  1 ocal governnent revenue-generat1 n g  capacity can serve 

as a necham sn for f1 nanclng the expansion of v i t a l ly  needed servlce de1 ivery 

( e  g prlnary health care,  prlnary educat~on,  e t c  1 and infrastructure 

Two thenes u n d e r l ~ e  the A I D  developnent adn ln i s t r a t~on  strategy i n  

re lat ion t o  local developnent The f l r s t  i s  t o  strengthen the r e l a t ~ v e  
f i nanci a1 I ndependence of 1 ocal devel opnent act1 V I  tl es The second I s to  

b u ~  1 d a constructi ve partnership between local governnent and local private 

I n1 t l a t l v e  Th1 s nay i nvol ve channel I ng nanagenent ass1 stance TO both 1 ocal 

governnents and to  p r ~  vate organi zati  ons engaged l n  broadly based 1 ocal 

developnent act lvi  ties 



B o t h  themes nust be addressed as long term objectives rather tnan as 

short  tern prescriptions S p e c i f ~ c a l l y ,  i n  nany Instances any actlon a t  a l l  

by 1 ocal govertments w l l  be dependent on a flou of central f i  nanclal 

resources as they bull d t h e i r  capacl ty for  development action and ul t ~ n a t e l y  

for nobil lzing the i r  o m  resources on a re1 lable bas1 s Sone nay need help 

\ n t h  financial nanagenent or other basic functions before taking on a nore 

creat ive devel opnent role  Factlonal I sn and d ~ s t r u s t  betueen pub1 I C  and 

private sector groups nay make the fornatlon of an e f f e c t ~ v e  partnership a 

d l  ff-rcul t and 1 ong tern undertak~ng In1 t l a l  e f fo r t s  nay necessari ly i nvol ve 

uorklng \ n t h  each on an independent b a s ~ s  until  both cone to  see the nutual 

advanrages of i ~ o r k ~ n g  col labora t~vely  

Local developnent assistance e f fo r t s  should be t l ed  to  an on-go1 ng 

pol I C Y  d ~ a l  ogue a t  the h~ ghest levels of governnent Local devel opnent 
projects should be structured so tha t  they help top p o l ~ c y  nakers be t te r  

understand the construct1 ve ro le ,  potentla1 , and requi renents of local - 
developnent i n l t ~ a t ~ v e s  The l a t t e r  point i s  of special inportance Many 
governnents have nade pub1 i c conm tnents of support t o  1 ocal devel opnent, b u t  

r e l a t ~ v e l y  few have been ef fec t lve  Generally, too 1 i t t l e  attention Clas Deen 
given t o  building the r e q u l s ~  t e  local capaci t ies  t o  use the new author1 ty or 
t o  naki ng  adjustments I n  nationally mandated deci s i  on n a k ~  ng procedures t o  

insure tha t  local units do ~ndeed have the authority and the support required 

for e f f e c t ~ v e  actlon 

ilany of the observations nade above r i i t h  regard t o  the f i r s t  strategy 

elenent -- Sector Specific Inst i tut ional  Development -- apply here as rle11 

Comonly project desl gns for  local devel opnent give I i t t l e  a t tent ion t o  h o r ~  

the project w l l  contribute t o  bull d l  ng I n s t ~  tutional capacl t l e s  In 

a d d ~ t l o n ,  attention d u r ~ n g  ~ n p l e n e n t a t ~ o n  I S  I lkely t o  be focused on the 

design and 1nplenentation of ~ n d i  vldual sub-projects, rii t h  1 i t t l e  concern for 

how t h a t  activl  ty contributes t o  developnent of sustained capaci t l e s  for  local 

developnent acbon AID'S orrn procedures for  Insuring accountabi 1 i ty for 

project funds contri bute to  t h i  s m sp1 aced emphasi s and ~i 11 requi re 

exam nati on 



Few nodels e x ~ s t  fo r  the type of local  developnent capacl ties u h ~ c h  

t h l  s s t ra tegy  seeks t o  develop Advances w l l  requlre  a learn1 ng- 

through-act~on process on the  par t  of everyone I nvol ved Project  desi gns 

should be s t ructured t o  support t h l s  learnlng 

T h l  s elenent -. of the  s t ra tegy  in1 1 $ac1 1 I t a t e  docunentat~ on and 

exchange anong nl ss lons  of experience 1r1 t h  ongo? ng 1 ocal governnent ass1 stance 

e f f o r t s  A cen t r a l l y  funded contractor  ~ 1 1 1  be engaged t o  a s s l s t  t h  t h ~ s  

docunentat~on and t o  f a c l l l t a t e  such exchange -- 111th particular a t t e n t ~ o n  t o  

the tuo centra l  thenes of t h ~  s s t ra tegy  el enent The contractor  111 11 ass1 s t  

each nlss lon engaged I n  such a project  t o  ca r ry  out a revleu of ~ t s  ex l s t l ng  

pro jec t s  a g a ~ n s t  t he  Agency's p o l ~ c y  gu~dance on local  developnent Support 

fo r  spec1 a1 I zed functions such a s  local  f~ nance \ I I  11 be provl ded under 
ex1 s t1  ng centra l  contracts  and cooperat1 ve agreenents 141 s s l  ons r11ll be 

encouraged t o  Insure t h a t  adequate s t a f f  a re  assigned t o  these  projects  to  
Insure t h a t  the pol I C Y  dial ogue and capacl t y  bull d ~ n g  d ~ n e n s ~ o n s  a r e  recelvlng 

approprl a t e  a t t e n t ~ o n  

C lfanaclenent Ser-ice Inst1 tu t lons  

The f l r s t  tuo e lenents  of the developnent admnls i ra t1on s t ra tegy  

enphaslze the use of a c t~on - l ea rn tng  approaches t o  the  developnent of 

r e c ~  p ~ e n t  country I n s t ~  t u t ~ o n a l  capacl t~ es ,  I e , 1 earn1 ng through do1 ng 

U S, based contractors  can play a useful r o l e  I n  t h 1  s e f f o r t  U1 t ~ n a t e l y ,  

however, such I n s t ~  t u t ~  onal 1 earnlng processes a re  nost  effectively s u p ~ o r t e d  

by host country research and t r a ~  n l  ng I nst1 tu t lons  which have In-depth 

knor~ledge of the  natlonal s e t t 1  n g ,  In a d d ~ t ~ o n ,  they can provlae susta l  n ~ d  

Inputs of s k ~ l l e d  manpo\rer over an ~ n d e f ~ n ~ t e  t ~ n e  perlod Thus the  t h ~ r d  

elerlent of the  s t r a t e g  I S  t o  develop such Inst1 tu t ional  capaci t- ies,  and use 

then I n  support of the  f l r s t  trio e lenents  of the  s t ra tegy  

Concern fo r  developnent of institutions devoted t o  t ra lq lng  and 
research I n  a d n l n l s t r a t ~ o n  I S  not neri t o  AID o r  t o  the  donor connuni t y  A 

substantla1 nunber of such ~ n s t ~  t u t ~ o n s  \ /ere  establ   shed throughout the  

develop1 ng world d u n  ng the 1960's and 1970's A very few of these have 

assuned unusually Inportant  and crear lve  ro les  -in strengthening the  nanagenent 



of pub1 i c  and p r ~ v a t e  sector organizations vi t h i n  t he i r  service areas 

Several are naking ~ n p o r t a n t  contributions to  advancing the s t a t e  of the a r t  

i n  devel opnent nanagenent Others are  perform1 ng a useful f u n c t ~  on by 

provi dl ng basic adnl n.i s t r a t i  ve i r a i  nlng, pr1narlly by naki ng a v a ~ l a b l e  the 

tools and methods of Western nanagenent practlce t o  large nunbers of 

students S t i l l  others cont~nue  to  operate, b u t  remain peripheral to  the real 

needs of the i r  s o c l e t ~ e s  They provide routine t rainlng b u t  contribute I I t t l e  

t o  the real perfornance needs of the i r  c l i e n t  organiza t~ons  As a general 

ru le ,  the nost i nfluentlal  and relevant 1nst1 tu tes  have been nore aggressive 

I n  nov~ng beyond routine t ra ln lng  to  an a c t ~ v e  role I n  assessing and 

responding t o  the s p e c ~ f i c  nanagenent needs of c r i t i c a l  agencies and 

enterprl ses wi t h - r n  the1 r  par t icular  s e t t ~ n g  

The range of exis t ing capacl t i e s  I S  substantla1 I t  includes such 

highly d . i s t ~  ngu~shed . inst i tut ions as the As~an Ins t i tu t e  of llanagenent (Alrl) 

i n  the P h l l ~ p p ~  nes, the Indlan Inst1 tu t e  of Flanagenent a t  Ahnedabad ( IIIIA), 

and the Central h e r 1  can Ins t~ tu te  of Bus1 ness Adnl n l  s t r a t1  on ( ItICAE) I n  

nany snall  countries, a feir large c o u n t r ~ e s ,  and nost African countries the 
I nsti  t u t ~  onal base i s  very bleak I n neeti ng bas1 c nanagenent t r a ~  n i  na needs 
The typical nid-range situation i s  one I n  rhich a nunber of institutions are 

offer1 ng credible prograns based 1 argely on i deas and nateri  a1 s I nported fron 

the \ lest  Houever, these enti  t ~ e s  are usually n o t  \ l o rk~  ng l r i  t h  nanagers of 
s i  gn1 f icant  1 ocal devel opnent i nsti  tutlons and enterprises t o  address t h e i r  

probl ens fron 1 ocal perspectl ve. 

The oaslc prenise of AID'S developnent a d n l n i s t r a t ~ o n  s trategy 1s 

that  re1 evant 1 n s ~ i  t u t i  onal capaci t i e s  are  nost effect ively bu i  1 t through 

collaborative e f fo r t s  t o  solve real nanagenent probl ens of organ1 zat l  ons 

uorklng i n tile i fist1 t u t e ' s  country Th1 s  nust be conb~  ned w~ t h  opportunities 

for docunentat~on, ref1 ection, and trans1 ation of these experiences ~ n t o  

re1 evant t r a i  n.i ng nateri  a1 s llanagenent tra1 n i  ng nay beg1 n r r l  t h  a bas1 c 1 eve1 

o f  p re~a ra to ry  t r a l n ~ n g  provl ded through established courses and degree 

prograns B u t  i nst1 tutions ihlch stop a t  t h ~ s  vi 11 nake only a narginal 

c o n t r ~  b u t 1  on 



The proposed strategy encourages us1 n g  1 ocal I n s t ~  t u t ~ o n s  t o  provide 

technical and training a s s ~ s t a n c e  for  AID f h s s ~ o n  projects and prograns I t  

further recornends use of long tern agreenents structured so tha t  the 

experl ence w i  1 1  c o n t r ~  bute t o  the c o n t ~  nu1 n g  devel opnent of the ass1 st1 ng  

I nst1 t u t l  on This suggests the use of cooperat1 ve agreenents lrhlch coribi ne 

s e r v ~ c e  \.ri t h  research, - faculty,  and c u r r ~ c u l  ucl development, or  the provl sion 

of suppl enental grants t o  cover docunentat~ on and related research The 

strategy also c a l l s  for use of local or reglonal inst1 t u t ~ o n s  to  the extent 

feaslble t o  prov~de for 1 nservlce, BA, and Flasters degree t ralnlng needs .in 

nanagenent U S Ph D t r a l n ~ n g  should be reserved fo r  faculty developnent of 

1 ocal research and t ra ln i  ng  ~ n s t ~  t u t i  ons 

S p e c ~ f ~ c  a c t ~ o n s  nust of course be adapted t o  the specif lc  se t t lng  

Thus sone nl s s ~ o n s  nay find ~t poss~b l  e to  drarr d l rec t ly  on prenler 

~ n s t ~ t u t i o n s  such as A I M ,  INCAE, and IIHA to  provide long tern research, 
t r a l  n I  ng, and technl cal support for sectoral and 1 ocal I n s t ~  t u t ~  onal 

devel opnent e f fo r t s  These I n s t ~  t u t ~ o n s  nay a1 so serve as reg1 onal resources, 
servl ng as node1 s and sources of ass1 stance ~n devel o p ~  n g  s1n11 a r  capabi 11 t l  es 

WI  t h ~  n the reglon Steps r n l l  a1 so be taken t o  u t t l  l ze  then as reglonal 
t r a ~ n ~ n g  centers for A I D  s t a f f  and s t a f f  of reclplent agencles 

In the nore t y p ~ c a l  country se t t ing  conpetent nanagenent tra1 n i  n g  

~ n s t ~  t u t ~ o n s  are i n  place, b u t  have nuch less  experience \!I t h  the type o f  

ass1 stance rol e proposed MI s s ~  ons nay he1 p then develop such capac~  t~ es 

through I ncreasl ngly nore chall eng1 ng 1 nvol venents ~n support o f  FjID funded 

projects Even I n  snall  countries ~t i s  often f e a s ~ b l e  t o  use and bulld the 

capabi 1 i t 1  es of w a l l  I nnovatl ve nanagenent tra1 n i  ng teams I n  cases \/here 

ex1 s t lng  capab~ l I t i e s  a re  p a r t ~ c u l  ar ly  weak or non-exlstent, nore baslc 
1 nstl tutlonal I nvestnents nay be requl red 1nc1 u d ~ n g  substantla1 i nvestnents i n  

out-of-country t r a l  n1 ng for prospective t r a ~  ners or faculty 

llost o f  the observations nade move apply equally to  the developnent 

of support1 ng  I n s t ~  t u t i  onal capac~  t ~ e s  ~n the s o c ~ a l  and techn~cal  sciences 

Both sclences nust serve as c r ~  t ~ c a l  ~ n p u t s  to  sectoral and local 



I n s t ~  tutional devel opnent e f fo r t s  The strategy a1 so recognl zes the potenti a1 

role of local private consulting firms, both p ro f l t  and non-profit I n  many 

Instznces i t  m l 1  be appropriate t o  support the fur ther  developnent of such 

f ~ r n s  by u s ~ n g  then i n  rrays uhich both draw on and c o n t r ~ b u t e  t o  the further 

devel opnent of the1 r capab~ 1 1 t 1  es 

T h ~ s  strategy elenent focuses on central -level reforn of L D C  

econonlc, f i n a n c ~ a l  , and a d n ~ n ~  s t r a t ~ v e  s t ructures  I t  gives a t t e n t ~ o n  to  

econonic pol icy frar?evorl,s, revenue col l e c t ~  on and expend1 ture systens, and 

adninls t rat ive s t ructures  and procedures w l t h ~ n  and between public sector 

organ1 zat i  ons The s t ra tesy  advocates sel ective support for  LDC reforn 

e f fo r t s  rihen these are ~ n i t i a t e d  by LDC governnents themselves, and when they 

of fer  the potential t o  leverage the developnent Inpact of other AID-assisted 

act1 v i  ti es  

This perspective on reforn pinpoints 1 t s  inportance as a support 

nechan~ sn tha t  can strongly ~nf luence  both the I nl ti a1 and contl n u 1  ng r e su l t s  

of devel opnent acrl  v i  t i e s  For exanple, changes I n econonlc pol icy can af fec t  

the operati ng frameworks for p r ~  vate sector bus1 ness and i ndustry LOC 

governvent openness t o  such changes represents a s igni f icant  opportunity for 
Agency ~ntervent ion  tha t  can lead t o  nore e f f e c t ~ v e  progrannlng and use of LDC 

resources and AID country assistance 

Sin1 1 ar ly , f i  nancl a1 and f i  scal reforms ho1 d the potent1 a1 for 
generat1 ng more revenue and for  disbursing - ~ t  nore effeczively i n  the service 

of developnent objectives Increased LDC a b i l ~ t y  to  neet recurrent cost 

requi renents inpacts d l  rec t ly  on s u s t a ~  nab1 1 i ty of service del I very and 

investnent. 

Reforn of adnl n i  s t r a t i  ve s t ructures  and procedures can a1 so af fec t  the 

envi ronnent i n  k i h ~  ch development act1 ons are undertaken E l  71-11 n a t ~  on of 

overlap anong n l n i s t r l e s  and specification of objectlves lead t o  be t te r  

resource u t ~  1 i z a t ~  on At ten t~on to factors I nfl uencl ng the at t ract iveness  o f  



public sector enploynent d ~ r e c t l y  re la tes  t o  the size and quallty of the 

sic1 11 ed nanpower pool ava-r 1 able for devel opnent work llany AID-ass1 sted 

projects f a l l  t o  reach t h e ~ r  potentla1 due t o  lack of counterpart personnel 

a v a ~ l a b l e  to o~ork w t h  expatmates a n d  able t o  carry on once assistance I S  

tern1 nated. Bas1 c personnel , salary,  and pens1 on reforms can Impact 

~npor t an t ly  upon t h ~ s  -. factor cruclal t o  progran and project ~ n p l e n e n t a t ~ o n  

success, b u t  wh~ch 1 Ies beyond any I nd~vldual pro jec t ' s  control 

Reform, then, serves to  support the other elerients of the developnent 

adnl n l  s t r a t 1  on strategy I t  can enhance the prospects for successful 

I nsti  tution-bull d i n g  through changes I n  pol ICY, f ~ n a n c ~ a l  resource 

a v a ~ l a b ~ l  I ty and use, and a d n l n l s t r a t ~ v e  sys tem Local 3 n 1  t l a t l v e  1s a1 so 

affectea,  p a r t ~ c u l a r l y  ~y bus1 ness and decentral I zatl  on pol ~ c l e s  llanagenent 

service I nst1 t u t i  ons are  Inpacted by adm n~ s t r a t1  ve re form touch1 ng on 
personnel s1 nce nost of the1 r profess1 onal enpl oyees are  par t  of tne pub1 i c  

sector uorkforce N h i  l e  removed fron d l  r ec t  ~ n p a c t  on 1 ocal -1 eve1 devel opnent 

act1 on, reforn e f fo r t s  are an essenti a1 I ngred~ ent of the proposed devel opnent 
a d n ~ n ~ s t r a t ~ o n  strategy because they address changes I n  the p o l ~ c y ,  f ~ n a n c ~ a l ,  

and adnl n~ s t r a t ~ v e  franevorks 7 n u h ~ c h  developnent actlon takes place 

V FPJME\IOP,K FOR STRATEGY IHPLEIIEYTATIOH 

The nost s l  gn1 f lcant  constral n t  t o  s t rategy ~ n p l  enenta t~on 1s the 

1 inl ted s lze  of the pool of people and ~ n s t ~ t u t ~ o n s  conversant w1 t h  and 
st I 1 led ~n the appl ~ c a t ~ o n  of action-learnlng approaches to  1 nsti  t u t ~  onal 

developnent on wh~ch the strategy I s based Thus, s t rategy ~ n p l e n e n t a t ~  on 

nust b u ~ l d  fron e x ~ s t ~ n g  centers of strength 7 n  \lays tha t  add to  t h e ~ r  

strength and s~nultaneously achieve r a p ~ d  expansion of the s lze  of the pool 
Capacl ty-bull d l  ng 11 be based on 1 earn1 ng fron on-go1 ng  A I D  project 

experlence Steps will be taken to  strengthen and expand exls t i  ng 

connunlcatlon netuorks t o  speed the assessnent of this experlence and the 

appl ~ c a t l o n  of ~ t s  lessons 



The ex1 st1 ng centers  of s t rength  around 1,h1 ch s t r a t egy  ~ n p l  enenta t i  on 

~ 1 1  be b u ~  1 t a r e  of several types 

1.  USAID I l ~ s s ~  ons A nunber of USAID nrss lons  have e x h ~  br ted  particular 

l n t e r e s t  I n  the c a p a c ~ t y  b u i l d ~ n g  i s sues  addressed by this s t ra tegy  and a r e  

cur ren t ly  conni t t e d  t o  p ro jec t s  uhich could contr l  bute subs tan t ia l  l y  t o  Agency - 
learning.  A se lec ted  number of such nlssrons  r1111 be asked t o  participate 

i n~ t r a l  ly  as  spec1 a1 co l l  aborators Prel in1 nary d l  scussi  ons w i t h  Peglonal 

Bureaus suggest t h a t  candr date miss1 ons I ncl ude the fo1 1 ow ng 

a )  Ecuador 

b )  Panana 

c )  Don1 n ~ c a n  Republ 7c 

Asia - 

a )  P h i  1 I ppl nes 

b )  Thai 1 and 

c )  Indones~a  

Afrrca Near East 

a )  Senegal 

b )  Kenya 
a )  Egypt 
b )  tlorocco 

2 AID Sta f f  AID has anong ~ t s  otin d i r e c t  hire s t a f f  a number of 

rndividuals w ~ t h  p a r t i c u l a r  i n t e r e s t  and capacity t o  assune leadershlp ro les  

I n  the lmpl enentatron o f  t h ~ s  s t ra tegy  These cone fron a variety of a caden~c  

backgrounds and hol d d l  verse ass1 gnnents t h  i n the  agency They const1 t u t e  a 

c r ~  t i  cal  agency resource fo r  inpl enenta t?  on o f  the  s t ra tegy  

3 Reg~onal Ins t - r tu tes  A sna l l  nunber of r e g ~ o n a l  i n s t l t u t ~ o n s  have s t a t e  

of the a r t  c a p a b ~ l i t ~ e s  and an expressed ~ n t e r e s t  i n  irorklng w t h  AID on the 

i np l enen t a t~on  of t h ~ s  s t ra tegy  These include AItl and IIHA i n  the Asian 

reglon,  and IFJCAE I n  t$e  Latln Amer~can and Ca r r~bean  Reglon IIllA a l so  has 

I nvolvenents i n  Afrlca and the Near East The Interaner lcan Ins t1  t u t e  f o r  

Agricultural  Sclences (IICA) based i n  Costa Rica I S  a l s o  an ~ n p o r t a n t  regional 



resource The Eastern and Southern Afr~can  Flanagenent Inst i  t u t e  (ESAI.11) i n 
Tanzanla 1s an ~ n p o r t a n t  t ra inlng center that  can b u i  1 d ~ n t o  a broader 

reg1 onal resource i n s t ~  t u t i  on for A f r ~  ca Other i n s t ~  t u t i  ons a t  b o t h  nati onal 

and regional levels  are  dolng good work and shoul d be used and helped to  grot]. 

4 U S Contractor Groups Several U S based contractor groups have been 

prinary contributors t o  s t a t e  o f  the a r t  developnents ~n t h ~ s  f ~ e l d  they are  

~ n p o r t a n t  nenbers of the primary resource pool These i ncl ude Devel opnent 

A1 t e r n a t ~ v e s  Incorporated ( D A I ) ,  Cornel 1 Univers~ ty ,  Syracuse University, the 

!Jat~onal Association o f  Schools of Pub1 i c  Affairs and Adn1n1strat1on (EIASPAA), 

and cer tain of ~ t s  nenbers, and the Devel opnent Project llanagenent Center of 

the U S Department of Agriculture (DPtE) MI nor1 ty  I nsti  t~ t ~ o n s  1 x 1  ud~ng 

the fn terna t~onal  Inst1 tu t e  of Pub1 i c  Management and Jeffalyn Johnson 

Assoc~ a tes  have recently been help1 ng AID defi ne i nnovat~ ve approaches to  

serve DA f ~ e l  d needs and u t i  1 I ze new technolog~es Certain snall  hus~ness  
f i r m  such as Cl a p p  and ilayne, and Action Prograns Internat1 onal have 

participated heavily I n  DA f ie ld  \~ork  In addl t ~ o n  there a re  a nunber of 
7 n d ~ v ~  dual s who const1 tu te  especial 1y lnportant resources, many of r~hon can be 

tapped through one or  another of the above organizations, or  through 
Indefi n i  t e  Q u a n t ~  ty Contracts (Note organ1 za t i  ons n e n t ~  oned i n paragraphs 

3 and 4 above are  only i 1 lus t ra t lve  Other organ~zat ions  of equal or greater 

conpetence and u t i  1 i ty could have been 1 I s ted)  

VI. RESOURCE NEEDS 

A Overvieu of Direct H ~ r e  FSO Staffing Strategy 

Because d ~ r e c t - h ~  re f ~ e l  d s t a f f ~ n g  strategy 7s crucial t o  a1 1 other resource 

mob1 1 i z a t i o ~ ,  a p re l~n ina ry  overview 1s requ~red  before fur ther  analysis 

A I D ' s  cadre of FSO personnel I n  public adn~n l s t r a t ion  (backstop 70) ~ r h ~ c h  

once numbered 40 1 s now dom t o  four, I t  w11 disappear i n  the course of 

nornal ret1 renent GI ven current and projected personnel cei 1 i ngs i t r~oul d be 

unreal i s t ~ c  to  a t tenpt  to  r e b u ~ l d  a DA cadre i n  backstop 70 I t  \rould be 



equally unrea l i s t ic  to  at tenpt  to  get net additions to  other exis t lng 

Sachstops I n  the nunbers of FSOs requlred t o  perforn DA functions A bet te r  

a1 ternat-ive i s  t o  des1 gnate a DA cadre from qua1 I f led or  p a r t ~ a l l y  qua1 1 fled 

FSOs and IDIs already aboard i n  other backstops a n d  then to  nanage career 

paths, recrul tnent,  t r a l n ~ n g ,  e tc  i n  order t o  r e t a ~ n  and Inprove the cadre 

and re1 a t e  I t t o  ni sslon needs Because nanagenent knowledge and ski 11 s are  

val ued ~n advancenent and pronot] on, par t ic i  patlon i n the DA-desi gnated cadre 

snoul d be a t t r a c t i  ve t o  requl S I  t e  nunbers of FSOs Wh1 1 e conti n u 1  n g  

adjustnents i n  supply and denand of specif ic  DA s k ~ l l s  should be anticlpated, 

the net nunber of DA-designees --25-- i s  low enough to  perni t  adjustnents 

1 /h1  l e  large enough to  provl de a pool for rotation 

T n ~ s  strategy accepts the  real I ty of rihat i s  happen~ng I n  the f ~ e l  d - -  I l t ss~on 

s t a f f  1s hand1 ~ n g  hundreds of 1-111 1 ions of do1 l a r s  rrorth o f  AID-supported LDC 

nanagenent inprovenent act1 v i  t i e s  and developing nany ne:r projects r e q u ~  r i  ng 

DA and ~ n s t i " L t ~ o n a l  developnent ski1 1 s I t  o f fers  a nore orderly way to  

nanage and update the people and the s k ~ l l s - m x  and to  natch sk11ls and 

assignnents than 1s no\/ 111 use 

FI el d Ill s s ~  ons a re  reasonably \,ell endowed \ I T  t h  o f f icers  possess1 ng acadenl c 

degrees related t o  DA and ID needs 

Table 1 !lasters and P h  D Degree-holders i n  hnagenent and Related Disciplines 

P u b  Ad or Re1 ated 

Bus Ad SOC Sci 

AFR 

ASIA 

LAC 

NE 

Total F ~ e l d  Staff 



Knoul edge and s k ~  11 s ob ta1  ned through these academic degrees provi des a 

foundat1 on for further 1 earn1 ng of LDC and AID-re1 evant appl 1 cat1 ons There 

i s  no evidence tha t  very nany of these degree-holders a re  r1e1l q u a l ~ f i e d  or 

even fan1 l I a r  t h  I nsti t u t i  anal devel opnent and devel opnent adni n~ s t r a t1  on 

theory and p r a c t ~ c e  r equ~red  -. t o  implement the DA strategy This  has inportant 

I npl I cat1 ons fo r  the Agency's s t a f f  devel opnent needs 

B Effects of Project F l ~ x  on Resource Requirenents 

Annex A describes three naln types of projects v ~ t h  DA content I n  AID'S 

exist1 ng portfol l o  Each type r e q u ~ r e  DA - qual I fled s t a f f  as m71 as 

mob1 1 i zation of external resources 

Type 1 (public nanagenent) This 1s the sna l l e s t  group The content of these 

projects requl res des-r gn and nanagenent by people vi t h  devel opnent nanagenent 

qual I f ~ c a t ~ o n s  Sone of these projects can be handled by people rli t h  general 

publ i c and devel opnent a d n ~  n i  s t r a t i  on backgrounds, others requl re 

speci a1 1 zat i  on 1 n publ I c revenue and f1 nance or  urban and reg1 onal devel opnent 

Type 2 (nanagenent tra1 n~ ng) T h l  s 1s a large group of projects,  of 

lnportance 1 n a1 l Reg1 ons, and e spec~a l  ly  i n  Afrlca The content of these 

projects requi res des i gn and rnanagenent by peopl e rli t h  speci a1 i zed 

qual i f i c a t ~  ons i n  nanagenent train1 ng and nanagenent educat~on,  consul ti ng, 

and I nstl  t u t ~ o n a l  devel opnent 

Type 3 (sectoral projects t h  a nanagenent focus or conponent). This I S  a 

large group of projects,  of inportance i n  a l l  regions Projects i n  t h ~ s  group 

whose purpose 1s predoninantly nanagenent lnprovenent should be handled by 

people , r i  t h  qual I f~ca t - rons  I n nanagenent f~ el ds, i ncl ud i  ng I nsti  t u t ~  onal 



developr~ent This 1s a l so  desirable for projects \ n t h  a nanagenent 

lnprovenent conponent, b u t  I n  snall  nlssions t h i s  i s  unrea l i s t ic .  I t  1s 

nevertheless necessary t o  have soneone I n  the HI ssion d l r e c t - h ~  re s t a f f  i~ho 

can part lc lpate  and advise a t  a l l  stages I n  the evolutton of such projects and 

uho has reasonable fan1 l ~ a r l  ty s r l  t k  nanagenent and i nsti  t u t l  onal dlnensi ons of - 
devel opnent In add1 ti on, special  zed external resources should be ca l l  ed i n 

for diagnosis, p r e s c r ~ p t t o n ,  ~ n p l e n e n t a t ~ o n ,  evaluation, and r e d e s ~  gn 

func t i  ons  

AID'S neu DA strategy ~ n l l  sl  t e r  th1s'c7go~ng pros aq ~n the f o l l o r ~ ~ n g  \lays 

Type 1 ( p u b l ~ c  nanagenent) projects will often f ~ t  ~ n t o  the Local I n ~ t ' l a t ? ~  

and Reforn elements of the strategy Eleu projects under these elenents ~ 1 1 1  

produce a sharper focus on pronott ng local sel f-help and on s e l e c t ~ v e  

e x p l o ~  t a t ~ o n  of reforn opportunt t i e s  

Projects t o  encourage 1 ocal t n l  t l a t t v e  :1t11 gradually d ~ s p l a c e  other Type 1 

projects,  for exanpl e conpl ex I ntegrated rural devel opnent projects and 1 ocal 

governnent projects u h ~ c h  create  unlrarranted recurrent cost burdens The 

1 ocal t n l  ti at1 ve projects :u11 require stronger capaS11 i t ~ e s  than heretofore 

for analys7s of t n s t ~  t u t ~ o n a l  a1 t e r n a t ~ v e s  across the spectrun fron 

Wadi t ~ o n a l  and t nfomal group act1 on through PVOs to  prlvate enterprise ,  

1 ocal governnent, and 1 ocal - n a t ~  onal re1 at1 onsh~ ps Augnentat? on of i nternal 

and external Agency resources to  be t te r  deal w t h  the p r ~ v a t e  enterprise  

elenents of the m x  w11 c lear ly  be needed. 

Resources for the Reforn el enent of the strategy $51 11 enphas~ ze pronnt and 

f lexible  responses t o  host country requests for assistance conveyed by 

Ihssions The nunber of reforn projects r n l l  renain sna l l ,  and they ~ 1 1 1  nore 

frequently address econonlc pol ~ c y  franeuork Issues To i lplenent  such 
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pro jec t s  con t rac to rs  must produce sen1 o r  advi so rs  who can deal ~ I I  t h  conpl ex 

pub1 I C  pol icy and econoni c  i s sues  and \rork c lose ly  w ~ t h  h i  gh 1  eve1 host  

country o f f i c i a l s .  

Type 2 ( t r a i n i n g )  p ro jec t s  w1l1 continue ~n l a rge  nunbers b u t  111 t h  nuch nore 

enphasis on I n-country insti t u t ~ o n a l  I za t ion of t r a ~  n i  ng and other  nangenent 

support capabi 1  i t 1  e s ,  and on managenent and se rv ice  1 ~ n k s  t o  ( a )  prl vate  

enterpr l  se,  (6) sectora l  

a c t i v i  t ~ e s  Ins1 de AID 

e d u c a t ~  on, t r a l  n i  ng, and 

1 ns t i  tu t ions  and ( c )  local  i n 1  t i a t ~ v e  p ro jec t s  and 

t h ~  s work w i  11 require  c l o se r  co l l  aboratlon anong 

I DA profess1 onal s and upgrading of ski  11 s i n ID and 

t r a i  n i  ng s t r a t egy ,  design, and Imp1 e n e n t a t ~ o n  External resources nus t  hr1 ng 

excep t~ona l  knorrledge and s k ~  11 s i n  these sane f ~ e l  ds 

Type 3 ( sec to ra l  ) pro jec t s  rr l l l  require  nore DA support a s  Miss1 ons bull d nore 

i ns t i  t u t ~  onal devel opnent and nanagenent concerns i nto sectora l  p ro jec t s  

Ins t i  tu t iona l  devel opnent ana lys i s  wi l l  require  design teans o f  d l  f f e r e n t  

conpos~  t ion  S in1 la r ly ,  inplenenta t ion and eval uation teans nus t  have 

e x p l l c ~  t i ns t i  t u t i  onal devel opnent knolrl edge and s k ~  11 s Since very feu 

DA-desi gnated cadre rr l l l  be work1 ng d l  r e c t l y  I n sec to ra l  programs nuch 

a-ctention nus t  be d i rec ted  t o  ( a )  r a i s i ng  the  knowledge and ski11 l eve l s  of  

sectora l  technic ians ,  ( b )  es tabl ish1 ng e f f e c t ~ v e  AID/W support  nechanl sns ,  and 

( c )  nobil i za t lon  and use of high qua11 ty  resources outside the Agency 

In a l l  cases ,  d e c l ~ n i n g  nunbers of  AID s t a f f  1.1117 s e t  l i n i  t s  t o  the ro l e  of 

d i rect -hi  re p ro f e s s~ona l  s We nus t  make maximum c rea t i ve  use of resources 

outs ide  AID 



Optii7ur-1 use of in-house s t a f f  denands ~ncreased understanding of technical 

project managers i n  - a1 1 sectors of neans t o  ~ntroduce stronger approaches t o  

I n s t ~  tutional devel opneni and nanagenent lnprovenent Sin1 l a r  understand1 ng 

I s needed by progran and cap1 t a l  devel opneni s t a f f  Substanti a1 ly  

strengthened neckani sns for  increasing t h i  s understand1 ng a re  needed These - 
lnclude uorkshops, br lef i  ngs, fornal t ra ining and orientation by varlous nedla 

Overvl e\r of AID Officer Personnel Requi renents 

Appendix B contains an analysis of DA s ta f f lng  requ~renents  : r l t h  specla1 

attention to  the func t~ons  DA personnel \ioul d perforn The overall 

requl renents are s h o m  I n Ta b l  e 2 

Table 2 
A I D  S t a f f ~ n g  for UA Techn~cal Officers 

FSO D A  GS/GIl IPA or RSSA or  Other* Totals 
Cadre AD Dual Track 

Large 111 ss i  ons 1 

Snall Ill s s l  ons 5 

Trai n i  ng  Conpl enent 1 

Reg1 onal Bureaus 

SAT Bureau 

PPC 

H/PI I/TD 

FSO Recap 

FSO FI el d 

FSO AID/W 

FSO Conpl enent 

*Progran Funds 



The d i s t r i  butlon of DA-des~gnated FSO personnel t o  f ~ t  the neri s t r a t e 3  \ / i l l  

break out as follo\rs 

Total Total Total 
Ass1 gned to  Ass1 gned t o  Ass~gned t o  

Qua1 1 f icat ions Large fh s s ~ o n s  Snall M i  s s ~ o n s  AID/W or Tng  Conpl e ~ c n t  Total 

DA general I s t  5 2 
t lg t  Tng & ID - 1 3 
F i n  l lg t  Spec. 2 
Urban 8 Peg Dev 2 

Spec 

DA-des~ gnated FSOs r i ~ l l  serve needs correspond~ng t o  the elenents of the ner~ 

DA strategy I n the fol 1 om ng approxi nate nunbers 

Total assigned t o  Total asslgned Total AID/\ 
Large l l ~ s s ~ o n s  t o  Snall E l ~ s s ~ o n s  or  Tng C T - 

Sector-spec1 f~ c 
nanagenent devel opnent 

( C f  - e x l s t ~ n g  Type 3 projects)  3 

Local i n i  t ~ a t i v e  projects 
( C f  - e x l s t ~ n g  Type 1 projects)  5 

llgt t r a i  n i  n g / ~  n s c ~  tut'ions 
(Cf - e x i s t ~ n g  Type 2 projects) 2 

Reforn 
{Cf - exist ing Type 1 projects)  4 



APPEHDIX A 

AID's Progran i n Devel opnent Adnin~ s t ra t ion  ( D A )  

In order to  i denti fy the najor appl ications of devel opnent adni n~ s t r a t ~ o n  to  

AID's p o r t f o l ~ o  an analysis of projects a c t ~ v e  I n  FY 82 and of proposed nerr 
0 

s t a r t s  for FY 83 \/as undertaken Data for  the analysis were taken fron the 

Congressional Presentations for  1982 and 1983, supplenented by i nfornati on 

fron S&T/DIU and iuo reg1 onal bureau project portfol i o rev1 e m  (AFR and NE) 

Projects rrhich incorporate DA into project act1 v i  t i  es :/ere selected on the 

basls 9f project aescriptions or t i t l e s  

I1 Current DA Portfolio 

Analysls S ~ O \ . I S  tha t  AID project ac t iv i ty  i n  DA fa1 1s 1 n t o  three categories 

These are a )  puolic nanagenent including central governnent and 
decent? 2 1  i zati  on projects (Type I ) ,  b )  nanagenent t r a ~ n ~ n g  and t raining 

ins t i tu t ions  (Type I I 1, and c )  nanagenent inprovenent associated 1,11 t n  spec1 f i c  

sectoral interventions (Type 111) Projects trere class1 fled accord1 ng  t o  

these categories and iiere tabulated for  each Reglonal Bureau and for  AIDIII 

(cent ra l ly  funded) The data a re  sunnarized i n  the Table A w h ~ c h  d l  splays 

nunbers of projects and 11fe-of-project ( L O P )  fund~ng ( A  l i s t  of DA projects 

for the Agency by region and t ~ t l e  T S  a v a ~ l a b l e  fron S&T/flD). 

Type I Pub1 i c  sector  pol icy and nanagenent 

T h ~ s  category includes adni n l  s t r a t ~ v e  reforn, pol I C Y  analysis and plann~ng,  

revenue/budget and tax adni n i  s t r a t i  on, urban devel opnent, ~l us 

decentral i zation and provi ncial devel opnent Type I projects currently act1 ve 

represent 19 percent of a l l  ac t lve  DA projects  denti if led and account for 26 5 

percent of L3P funding These r a t ios  renain approx~nately the sane for  neu 

s t a r t s  Of DA projects prepared I n  FY 83, Type I projects const i tute  21 
percent of the total  and 28.5 percent of LOP fundlng Africa accounts for 

jus t  under half of a11 current projects I n  t h i s  category In terns of 

fund~ng, ilear East i s  by f a r  the l a rges t ,  skekred by the h~ gh level of DA 

e f fo r t  concentraced i n Egypt 



T y ~ e  I 1  llanaqenent t r a l  n~ ns and trai n i  na  I n s t ~  t u t i  ons 

Included under Type I I a r e  mu1 ti purpose t r a i  n i  ng p ro jec t s  contal n l  ng varl  ous 

nixes of U S , third-country,  and ~n-count ry  nanagenent training, and pro jec t s  

desl gned t o  strengthen i n d ~  genous management t r a ?  n~ ng I n s t ~  t u t e s  Bes~des  
country-spec 1 f i  c p ro jec t s ,  there  a r e  na jo r  reg1 onal p ro jec t s  f o r  both 
par t i  C I  pant t r a1  n1 ng and i nsti tute-strengthen1 ng 1 n AFR and LAC Th1 rty-one 
percent of a l l  a c t l ve  DA p ro jec t s  a r e  of Type 11, and they account f o r  38 

percent of LOP fund1 ng Planned a c t ~ v ~  t y  ~n t h ~  s category 1s  dom fo r  FY 83, 

26 percent  of p ro jec t s  a r e  Type I1 \!I t h  only 10 percent  of planned DA t o t ? l  

expend] t u r e s  Af r ica  has  t ? e  l a r g e s t  p ropo r t~on  of p ro jec t s  and funds fo r  the 
nanagenent t r a i  n i  ng category,  ref1 e c t i  ng the reg1 on ' s ueaker ski 11 ed nanpouer 

and inst1 t u t ~ o n a l  base compared t o  the r e s t  of  the  develop1 ng world The 
Africa reg1 on accounts f o r  ha1 f of the nuriber and tuo-thi  rds of the fund1 n o  of 

Type I 1  p ro jec t s  

Type I I I Sector-spec1 f ~ c  nanagement i nprovenent 

The t h i r d  category I ncl udes conponents of a \,I de vari ety of sectora l  p ro jec t s ,  

e g , agr lcul  t u r e ,  heal t h ,  natural  resources,  e t c  About 30 percent  of a l l  

AID f i e l d  p ro jec t s  have a nanagenent ~rlprovenent conponent, sone of these  

p ro jec t s  have nanagenent change a s  the1 r na jo r  purpose Part1 cul a r  nanagenent 

Inprovenent a c t ~ v l  t e s  undertaken ~n these  sectora l  p ro jec t s  vary ui t h  tne  

p ro jec t  and m t h  local  needs However, the  nos t  comon a c t ~ v i t y  across  

d ~ f f e r e n t  p ro jec t s  I S  nanagenent t r a l n ~ n g  fo r  personnel of the  LDC 

organlzatlon t h a t  1s  the p ro jec t  focus 

Type I11 p ro jec t s  constitute one hal f  of  a l l  AID'S cur ren t ly  a c t l ve  DA 

p ro jec t s ,  and they account fo r  35 percent  of  t o t a l  LOP f u n d ~ n g  (Only a 

f r a c t l on  of the  t o t a l  LOP e s t i n a t e s  i s  fo r  DA conponents )They a l so  nal e up  

sl lgh t ly  nore than hal f  of proposed new s t a r t s  l n  DA Almost tk io- th~rds  of 

cur ren t  Type I11 projects  a r e  a c t ~ v e  I R  Africa,  r e f l e c t ~ n g  botn the  nunber of 

c o u n t r ~ e s  i n  which AID has programs and the needs of the  c o n t ~ n e n t  



I11 Current Progran and the DA Strategy 

Host of AID's a c t ~ v e  and proposed DA p ro jec t s  a r e  concerned \ r i t h  e i t h e r  

generic (Type 11) o r  sectora l  (Type I1 I )  ~ n d i v i d u a l  and organizational  

c a p a c ~  ty-bull  d l  ng Agency focus i s  on develop1 ng LDC hunan and i n s t ~  t u i ~  onal 

resources i n the nanagenent a r ea ,  kri t h  an overarchi ng enphasi s on generat1 ng 

se l  f - s u s t a ~  n l  ng devel opnent c a p a c ~ t y  

The proposed DA s t ra tegy  r e t a ~  ns the  capaci ty-bui 1 d l  ng  and sus ta i  nab1 1 i i y  

concerns, b u t  sharpens the focus of i n t e r v e n t ~  ons Concentrat1 on upon 
sectora l  i ns t i  t u t ~ c n a l  developrient and local  1 n 1  t i a t l v e  energes fron the 

experience \ri  t h  Type I11 p ro jec t s  The i nterventi  on nethodology t o  be 

enployed a1 so bull ds on the growing DA knovledge base I n  ~ t s  enphasi s on 

nanagenent ~nprovenent  as an ~n te r -connec ted  process of change I n  a sys ten,  

and not as  a d ~ s p a r a t e  c o l l e c t ~ o n  of d ~ s c r e t e  i t ens  t o  be ~ n d ~ v i d u a l l y  

appl led T h u s  the s t ra tegy  w l l  r e f ~ n e  not only the  s e t t i n g  I n  wh~ch Type I I1 

p ro jec t s  a r e  undertaken, b u t  the in tervent ions  used t o  build sectora l  
nanagenent capacj t y  I n pub1 l c  o r  p r iva te  organ1 za t i  ons 

Type I 1  projects  under the neu s t ra tegy  t r ~ l l  be folded Into  the  nanagenent 
se rv ice  insti tu t lons  e lenent  There the enphasls , i l l1  be l e s s  on i r a l n l  ng of 

i n d i  v l  dual s ( though t h ~  s 111 11 conti nue, e s p e c ~  a1 l y  i n Afrl c a )  and nore on 

fos ter1  ng i n d i  genous i ns t i  t u  t~ on ' s capaci ty  t o  provl de nanagenent t r a l  n i  ng 

t h a t  I S  c lose ly  1 inked t o  actual  LDC o p e r a t ~ o n a l  needs 

F ~ n a l l y ,  the  reforn  e lenent  of the new s t r a t egy  advances the Agency concern 

w1 t h  the pol I C Y  and i nter-organ1 za t i  onal envl ronnent i n \!hi ch i ndi V I  dual 

p ro jec t s  nus t  function Type I p ro jec t s  \ , i l l  be c o n t ~ n u e d  as a r e l a t ~ v e l y  

small ,  b u t  necessary plece of AID's DA po r t fo l i o  



-4 - 
Table 3 

AID Devel opnent Adni n i  s trati  on P r o j e c t s  \lor1 &I de 

AFR - ASIA - LAC - 
PROJECTS 

t o t a l s  
15 4 6 6 6 3 I 

nJ a c t ~ v e  fy 82 
1 ,  9 9 342, 

*LOP va lue  $ 

# proposed fy 83 * 15,000 0 23,000 0 0 38,000 
LOP proposed funds 

3 1 9 10 8 3 L 60 
if a c t i v e  fy  82 

306,624 57,200 29,715 86,384 8,086 488,009 
*LOP value $ 

0 1 2 2 0 5 
if proposed fy 83  

0 1,000 6 J O o  5,503 0 13,208 
*LOP proposed funds 

50 8 1 1  8 10 9 1 
R1 a c t i v e  fy 82 

194,482 51,800 58,941 133,508 20,440 459,137 
*LOP value  $ 

L I U F 5 1 0 

*LOP proposed funds 

* a l l  d o l l a r  m o u n t s  i n  '000 

t o t a l  p r o j e c t s  '82 106 

proposed '83  

proposed funds '83 ** 28 7 

** I n  n i l l i o n s  

Sources Cor ;cress~  ona1 P r e s e n t a t ~ o n s  81. 82. 83. Autonated FI 1 e s  DIU. Pew el! . - 

of Recent an; Planned Fle l  d P r o j e c t s  ~i t h  a d ~ e v e l o p n e n t  llanagenent Focus o r  
Con~onen t  i n  tile AID Bureau f o r  Af r l ca .  National Association of  Schools o f  .. - . 

h b i i c  A f f a i r s  and Adn in i s t r a t ion ,  ~ a s h i n ~ t o n  D C , May 1981, Near East 
Projec t /Progran  Loans and Grants  Authorized FY 1982 and E a r l i e r ,  Bureau f o r  
Near Eas t ,  AID, Wasnington 0 C , June 1982 



APPEI4DIX S PERSONNEL ANALYSIS 

I Sunnary of Agency DA S t a f f i ng  Requi renents 

1 Ill ss ions  

A All Flisslons need s t a f f  t o  def ine  DA progran, s e c t o r a l ,  p ro jec t ,  

and external  support needs, t o  r r r ~  t e  r e l a t ~  vely sophl s t ~ c a t e d  

speci f i  ca t lons  fo r  procurenent o f  AID/W o r  external  ass1 stance,  and t o  

manage inpl enenta t ]  on and changes i n pro jec t s  and programs t h a t  

respond t o  chang7ng condl t i ons  T h ~ s  does not requtre  70 bad  s top  

(pub1 i c  adn in i s t r a t i on )  posi t t ons ,  but  does requlre  speci f1c 

professional s k ~ l l s  t h a t  have of ten  been overlooked I n  overa l l  s t a f f  

n ix  Tlle Agency's renewed enphasi s on ID great ly  expands these needs 

B 111 ss ions  above a c e r t a l n  progran threshhold -- perhaps $50 n i l  1 i o n  

( ~ n c l u d i n g  ESF) -- need a t  l e a s t  one d i r e c t  h ~ r e  DA g e n e r a l ~ s t  t o  

hand1 e LDC nanagenent and i nstl t u t ~  onal concerns t h a t  I new tably  a r i  s e  

I n l a rge  program,  a s  rrell a s  t o  oversee devel opnent of DA p ro jec t s  or  

conponents Large urban o r  f i  n a n c ~ a l  reforn  p ro jec t s  \1111 \ / a r r an t  

d ~ r e c t - h ~ r e  s t a f f  i n  these  s u b - f ~ e l  ds In such n i s s i  ons speclal  
provlslon should a l s o  be made fo r  s t a f f  t o  support 

I n s t 1  tu t ional  t z a t ~ o n  of c a p a b ~  11 ty  t o  use AID-funded In f r a s t ruc tu r e  

121 s s l  ons t ~ i  t h  a snal l  e r  overal l  progran b u t  \,I t h  a s t rong LDC 
nanagenent inprovenent e n p h a s ~ s  a l s o  need a d i r ec t -h i r e  special 1st 
A1 1 11 ss lons  need d l  r e c t -h i r e  s t a f f  t h  knorrledge and ana ly t i c  ski 11 s - 
i n  DA and ID t o  advise a t  a1 1 s tages  of  program and pro jec t  

devel opnent . 

HI  s s i  on progran and cap1 ta1 devel opnent s t a f f  a s  rrel 1 as D I  r e c to r s ,  

AID Representatives and d e p u t ~ e s  have specla1 responsi b i  1 i t y  f o r  

assur i  ng t h a t  I n s t ?  t u t i  onal development and nanagenent concerns a r e  

uoven Into  Mlss1on s t r a t e cyes ,  p ro jec t  desl gn, inpl enentat ion and 

eval uat l  on. 



2 Reclonal Bureaus 

A Each Reg~onal Bureau needs f u l l - t i n e  DA s t a f f  t o  ( 1 )  p r o v ~ d e  

d i r e c t  TDY se rv lces  t o  a s s i s t  Elissions 111 th  DA ana ly t i c ,  design, 

inpl enentat lon,  and evaluation requi renents ,  ( 2 )  appral se  and backstop 

n1 ssi on DA se rv ice  requests  1 ncl udi ng nobi 1 i zat1 on of external  

resources and cen t ra l  bureau a s s ~ s t a n c e ,  ( 3 )  analyze CDSS, PID, PP  and 

evaluation s u b m s s ~ o n s ,  ( 4 )  manage R&D act1 v i  t i e s ,  ( 5 )  adnini s t e r  

sdb-reg1 onal servl  ce arrangenents i ncl u d i  ng  sub - r ey  onal nanagenent 

support i nsti t u t l ons  ( t h i  s entai  1 s sone fan1 1 l a r i  ty  ~ I I  t h  nu1 t 1  a1 t e r1  a1 

~ ; i s t i t u t ~ o i i s )  A n i n i n m  of one d ~ r e c i - h ~ m e  and one IPA s t a f f  i s  
required f o r  these f u n c t ~ o n s  (After  an extensive revierr i n  1975 a 

forner D ~ r e c t o r  General of the Fore1 gn Serwce ,  the l a t e  Anbassador 

41 11 i art Hal 1 , reconnended t h a t  each R B  enpl oy a n~ n ~ n u n  of - trlo 
d i r e c t - h ~ r e  DA s t a f f  ) 

B Each Reg~onal Bureau needs s p e c i a l ~ z e d  sec to ra l  nanagenent 
exper t i se  'In each of the major sec to ra l  progran areas  Because of i t s  

size and inportance the  Ag and R D  progran area I n  each Bureau s8ould 

have a t  l e a s t  one d i r e c t  h ~ r e  person W I  t h  a na s t e r s  degree i n  

nanagenent o r  a re1 ated s o c ~  a1 science d l  s c ~  pl i ne and  p r a c t ~  cal 

exper1 ence o r  c1 ea r ly  equi val en t  exper1 ence I n nanagenent research and 

consul t i  ng Th1 s o f f ~ c e r  should have 1 n-depth ifnor11 edge of ID theory 

and nethod 

Other technical s t a f f s  of  the Peg~onal  Bureaus nay not be l a rge  enough 

t o  \ / a r ran t  naintenance of a DA/ID-qua11 f l ed  person Hovever, o f f i c e r s  

I n  these  s t a f f s  should be afforded frequent opportunity f o r  

or1 en t a t i  on and updati ng t o  strengthen the1 r nu1 t~ d l  sc i  pl 1 nary 

auareness, knoul edge and s k ~  11 s 

C The overall  RB r o l e  ~n DA nus t  grow ~n con1 ng nonths 1 f t he  neb/ - 
pol ~ c y  t h r u s t s  of  I nsti t u t ~ o n a l  devel opnent and pr-ivate enterpr l  s e  

developnent a r e  t o  be adequately served I n  addl t ion t o  the 

"effect iveness ,  econony, and e f f i c iency"  concerns of A I D  program t h a t  



a r e  recei  v i  ng trel 1 -deserved fresh enphasi s L i  t t l e  aggregate i ncrease i n 

cen t ra l  bureau f ie1  d support nay be an t ic ipa ted ,  e s p e c ~ a l l y  s ince  nore 

enphasis on R&D as  conpared t o  f ie1  d services  i s  planned i n  the  SAT portfol  i o 

3 Central Bureaus 

- 
A PPC The In s t i t u t i ona l  Development Paper and the  r e s u l t s  of PPC/E 

inpact  eval u a t ~ o n s  have c a l l  ed nuch-needed a t t e n t ]  on t o  I3  and nanagenent 

needs i n  Agency prograix In the  pa s t ,  progran guldance fo r  DA tended t o  

s l  ~p through the organ1 za t i  onal crack between PDPR/HR and PDPR/RD PDPt? 

has recent ly  provided s w r d  leadership  f o r  develgpnent of the ID policy,  

and i s  no\! n a i n t a ~  nlng an IPA charged W T  t h  ID and DA coverage T h i s  

p o s ~  t i  on should be con t~nued  PPC/E has one GS person w i t h  s t rong PA 

qua l i f i ca t rons  and i t s  s t a f f  has s t rong q u a l i f i c a t ~ o n s  t o  handle ID 

ana lys i s  This s t a f f  n ix  nee t s  DA needs, and should be continued 

B S&T DA coverage i n  several of the sectora l  o f f i c e s  i s  lnproving a s  

personnel gal n i ncreasi ng i nsi g h t  i n t o  nu1 t i  d l  s c ~ p l  i nary progran needs 

For exanple, ST/ED has r n ~ t i a t e d  a p ro jec t  t o  deal :/I t h  ana lys i s  of 

e f f e c t ~ v e n e s s  and e f f ~ c l e n c y  7 n develop1 ng country education prograns, 

ST/IT I s rev1 etri ng nanagenent con t e n t  i n part1 c i  pant prograns ST/AGR i s 

1 ncl u d i  ng nore pub1 i c  nanagenent and execubve  decision concerns i n  a ne:t 

pol icy p ro jec t ,  and c o l l a b o r a t ~ n g  \ 1 3  t h  ST/IlD on DA and local  organizatton 

concerns I n  I r r i g a t i o n  and narket ing p ro jec t s  The Bureau fo r  Africa has 

indicated a need fo r  nore support i n  health nanagenent along the  1 i nes 

i ndicated ~n a paper ~ s s u e d  by the  S&T Health O f f ~ c e  i n  1980 Each 

sectora l  o f f i c e  should s e l e c t  and na in ta i  n s t a f f  1lr1 t h  c a p a b ~ l  i t y  t o  handle 

i n tegra t lon of DA concerns i n  R&D and f ~ e l  d se rv ices  Per1 odic attendance 

a t  DA semnars  and workshops i s  a l s o  needed. 



ST/flD cur ren t ly  has the fol louing s t a f f  authorized i n  the DA d ivis ion 

Iexcl u d ~  ng s e c r e t a r i e s )  

FS 0 
GS/AD 
RSSA 
I PA 

To strengthen bus1 ness nanagenent, sec to ra l  i n s t i t u t i o n  and  1 ocal 

I n1 t i a t i v e  coverage under the  s t ra tegy  add1 t ~ o n s  of one IPA, and one FSO 

posi t ion a r e  needed 

C M/PIl/TD has long nai n t a ~ n e d  tuo FSO posi t ions  encunbered by 

DA-qua1 i f i ed  people ~ r i  t h  t r a ~  n l  ng backgrounds A t  l e a s t  tuo FSO p o s ~  t i ons  

i n  t n ~ s  category should be continued. 

D Other Ilktile no DA-des~gnated s t a f f  1 s  proposed, PRE, FVA, and SIFAD 

a l l  need s t a f f  w ~ t h  s t rong I nouledge and s k ~ l l  s i n  nanagenent and 

i n s t ~  t u t ~  anal devel opnent 

11 General F~nd ings  

1 DA functions and prograns I n  A I D require  extensive and ~ n t e n s i v e  

s t a f f  coverage by El1 s s ~  ons, Reg1 onal Bureaus and Central Bureaus \ /h i  1 e 

i t i s not p o s s ~  b1 e t o  c l  eanly d l  sagregate "devel opnent adn1 n i  s t r a t ~  on" 

fron sec to ra l  prograns, progran ana lys l s  c l e a r l y  shous t h a t  DA t a l e n t  

bears v1 taf ly on the  e f f e c t ~ v e  use of hundreds of n i l 1  ions o f  dol la r s  of 

devel opnent ass1 s tance  Inconplete analysi  s has   den ti f i ed  67 o f f i c e r s  i n  

USAIDs and Regional Bureaus who have responsi b i  1 I ty f o r  nanagenent of 

p ro jec t s  \11 t h  a DA focus o r  conponent ( s ee  Table A )  

2 DA t a l e n t  1s widely d i s t r i bu t ed  r1i t h 1  n the  Agency, b u t  r e s ~ d e s  I n  

d ~ v e r s e  oacLstop and p o s ~  t l on  categor ies  lluch of the  t a l e n t  1 s  engaged 

1 n  handllng Agency progran nanagenent o r  ~ n t e r n a l  nanagenent Large DA 

prograns a r e  managed by peopl e llho 1 ack cu r r en t  technical  qua1 I f ~ c a t i  ons 

In snal 1 ni s s ~  ons, DA t e c h n ~ c a l  ass1 s tance  f u n c t ~  ons a r e  a l nos t  alllays 



covered as " a d d ~ t ~ o n a l  d u t ~ e s "  by Flisslon or Reg~onal Bureau s t a f f  ~ , r i  t h  

other profess1 onal backgrounds and other najor current respons~ b~ 1 1 t 1  es 

Requi renents and people are dynanic. Hence, natch-i ng qual I f led people and 

neu r e q u ~  renents requires cont-r n u 1  n g  a t t e n t ~ o n  

3 The Agency's fu l l - t i ne  rjorldiride " s c i e n t l f ~ c  cadre" for  DA i s  very 

snall  ,  consist^ ng -- depend1 ng on how one counts -- of perhaps 12 people 

I f  "scientl  f ~ c  cadre" be deflned as profess~onals  who are  equipped to  deal 

$11 t h  the nost advanced current theory, nethodol ogy and pract2ce I n  the DA 

f i e ld ,  the number i s  c e r t a ~ n l y  l e s s  than 12, of uhon four a re  IPA or RSSA 

i n  S&T/IlD and tIE/TECH Further, sub-discipl I nary special izat ion i s  

requlred to  neet v i ta l  program suppo r t  and R&D needs ~n nanagenent 
t r a i  n i  ng and developnent, f~ nancl a1 nanagenent, urban development, 

l n s t l t u t ~ o n  bullding, and business nanagenent 

4 Highly c r e a t ~ v e  nanagenent and use of the Agency's ex ls t l  ng  @ A  t a l en t  

i s needed because absolute nunbers of DA-des~ gnated S&T associates :ri 11 

renal n snall and the diverse pl acenent and use of qual 1 f led people \ r i l l  

conti nue 

5 Concerted a t t e n t ~ o n  t o  dual professional capabi 1 i t l e s  ( e  g , 
a g r ~ c u l  ture  and D4, prograii o f f icer  and DA)  i s  needed, a1 ong l i . r  t h  

recurrent s t a f f  devel opnent I nvestnents tha t  nai ntal n and update the DA 

part  of such capablll t i e s  Updating for senior d ~ r e c t - h i  re specla1 i s t s  i s 

a1 so VI  ta l  The "dual -qua1 i f icat ion" concl us1 on a1 so suggests a 

s i  g n i  f i  cant entry s e l e c t ~ o n  cr1 t e r l  a ,  e g , an agricul tural  econonlst 

Ph D w t h  an ElBA should --  other things b e ~ n g  reasonably equal -- be 

preferred over one r r ~  thout the dual dl s c ~ p l  i nary background 

G The current nost serious shortfal l  I n  DA s ta f f ing  i s  l n  the Regional 

Bureaus A ninlnun of one d i rec t  hlre  profess~onal  of senior s c i e n t i s t  

s ta tus  (plus l o t s  of ooerating savvy) together \ I I  ti1 one IPA i s  reconnenderl 

for each reglonal bureau (AFR 1s also considering e s t a l ~ s h n e n t  of 

contract oosi ti ons i n i?EDSO/E and REDSD/W, a move tha t  vou1 d greatly 

strengthen f i  el d service)  



TABLE A 

A I D  Hisslon and Reg~onal Bureau s t a f f  d i r ec t l y  responsible fo r  projects  t h  a 
Devel opnent Adnl n l  s t r a t 1  on and Flanagenent Focus or Conponent* 

* AFRICA P\EGIOEI USAID  - 
- REDSO/EA 

- REDSO/IIA 

- AFR/DR 

* A S I A  REGION USAID  

- ASIA/TR 

* NEAR EAST REGION USAID  

- EJE/TECH 

* L A T I N  A W R I C A  AND CARIBBEAN REGION 

- RECAP 

- LAC/DR 

** TOTAL 

* January 1982 survey, da t a  nay be I nconpl e t e  



The fol 1 ow ng d l  scusslon t r e a t s  devel opnent adn1 n i s t r a t l  on s k ~  11 s needs i n 

r e l a t ~ o n  t o  the three na1 n types of ex1 s t ing  f ~ e l  d projects t r l  t h  nanagenent 

~nprovenent content (see Append1 x A )  

Type 1 Public llanagenent (corresponds to  Strategy Elements 2 ,  Local 

Inl t1at ive,  and 4,  Reform) 

Developnent adn1 n l  s t r a t1  on skll  1 s for bacLstopp1 ng Type 1 projects require a t  

l eas t  a nasters degree level of tralnlrlg -in public a d n i n i s t r a t ~ o n  

I n d l v ~  dual s \ r l  t h ~ n  t h ~  s category \1111 need general I s t  s k ~  11 s ~n publ I C  

adninl s t r a t ~ o n  I n  order t o  create  and respond t o  opportun~ t ~ e s  for  host 

country adninls t rat lve 1nprovenents I n  one or nore of the fol lorling areas 

local governnent, publlc f ~ n a n c e ,  budget~ng, procurement and personnel 

sys tem,  urban and reg1 onal devel oprient, publ I C  enterpri  se ,  taxat1 on, and 

nanagenent inprovenent The new DA strategy 11 requi re  add1 tional Lnorrl edge 

a n d  s h i l l  s ~n buslness nanagenent neans t o  foster  local I n1 t l a t  ve and 

I n s t ~  t u t ~  onal devel opment 

Type 2 llanagenen-c T r a ~  n l  ng (corresponds to  Strategy El enent 3 ,  tlanagerient 
Service Insti  t u t ~  ons) 

A ni nlnun level of fornal education I n nanagenent a t  the llasters degree level 

1s required for those ~ n d ~ v l d u a l s  backstop~ng type 2 projects T h ~ s  category 

of projects requires I nd1 v l  dual s 111 t h  an understand1 ng of the nore advanced 

techno1 ogl es ~n nanagenent tra1 n l  ng,  educat-l on, consul t~ ng and research Eleu 

projects \1111 enphaslze bus1 ness nanagenent In add1 t~ on, the riel! DA strategy 

will requlre s k ~ l l s  I n  i n s t i t u t ~ o n a l  developnent l ~ n k e d  t o  sectoral 

appl I cat1 on of nanagenent servl ces. 

Type 3 Sectoral projects i1-l t h  nanagenent contents (corresponds t o  S t r a t e y  

El enent 1 ,  Sector-spec1 f ~ c  Inst1 t u t ~  onal Devel opnent) 

The sk111 background for  developnent adnlnlstration roles i n  support of sector 

~ n s t ~ t u t ~ o n a l  development cannot be conveyed by reference t o  fornal acadenic 



degrees and disctpl ~ n e s  However, there a re  two key elenents i n  the st1 11 

profi les  for type 3 projects F t r s t ,  such a person nust be able to  brtng an 

i nterdr scl  pl t nary perspecttve t o  problem dragnosi s and progran/project 

devel opnent He or she should have a broad I n t e r d ~  sci p1 r nary understandi ng of 

rural developnent I n  add1 t ~ o n  t o  expert1 se pertatnlng to  the sector  

(agricul ture ,  heal th,-educatton, e tc  ) Ski l l s  r n  t h t s  area denand a range of 

analytical capact t l e s  r n  understandi ng the r nterpl ay between technological, 

nanagerial s o c ~ a l  and econonlc factors m t h ~ n  a problen setting, and an 

ab1 1 i t y  to  t rans la te  these assessnents 1 nto appropr~ate  project 

r nterventlons Secondly, nl sst  on and bureau personnel baci,stoppi ng type 3 

projects should have a broad understand~ng of organlzatioral dynamics and the 

various s t ra teg ies  and processes \ rh~ch can be enployed I n  rn i t l a t ing  and 

sustai  n i  ng organ1 zational change They a1 so need t o  faci 1 i t a t e  conmunlcati on 
across d ~ s c i p l i n a r y  and organizatronal boundaries t o  nobilize appropriate 

t nstr t u t t  onal responses t o  country probl ens. Ski 11 s and experi ence i n 
connunicatton and tean-bu~lding and i n  nangtng project contracts i n  such a way 

as t o  i n i  ti ate  and sustain organ1 zat i  onal change \ri t h i n  host country 
t nstt t u t t  ons constt tu te  a najor requi renent for  i n d t  v t  dual s ~n these post ti ons 

The Agency nust be able to  u t i l i z e  the nost recent development techniques and 

approaches i n  appl t ed nanagenent sciences The 1 t !.el T hood of t h t  s occurri n g  

i s  reduced when the Agency seeks t o  dra:r i t s  nanagenent expertjse fron 

non-nanagenent, sector-spec1 f t c  d l  sci pl i nes lagricul ture ,  health, education, 

e tc  ) where the theory and practtce of nanagenent t s  frequently outdated or 

negl ected !loreover, rianagenent approaches dert ved fron non-nanagenent sector 

d ~ s c t p l  i nes are  sooetines based on the inpl ic i  t assunpt~on tha t  organlzattonal 

nodels developed i n  the West can be transplanted to  LDC se t t ings  Past 

experience indicates tha t  such approaches have not yt el ded major 1mprovenents 

I n advancl ng nanagenent effect1 veness Hence, knoul edge of t ntercul tural  

adaptation I n the techno1 ogy t ransfer  process i s a1 so r e q u ~  red 



APPENDIX C SUt1HARY OF THE DEVELOPMENT ADMINISTRATION WORKSHOP 

The Developnent A d n ~ n ~ s t r a t ~ o n  Sub-conn~itee of the Hunan Resources Sector 

Counc~l sponsored a two-day rrorkshop on June 23-24, 1982 In attendance were 

forty nanagenent professionals fron AID, US Departnent of Agr~cul ture ,  

universl t ~ e s ,   consult^ ng f1 rms, and a s soc la t~ons  Publ ~c management 
s p e c ~ a l ~ s t s  fron Tanzan~a and Sudan provlded an LDC perspective The purpose 

of the uorkshop was to  recommend program content and technical approaches for 

AID'S DA stratecjy T h i s  append~x sunnarlzes the d ~ s c u s s ~ o n  and t?e  

reconnendatlons of the group 

The t~orltshop took as ~ t s  s t a r t ~ n g  po l  n t  Pol ~ c y  Detern-r natlon 69 and the 

Adnlnlstrator 's  CDSS gu~dance cable (S ta te  316566) I t  was noted tha t  

devel opnent a d n ~  n l  s t r a t1  on serves a1 1 four of the Agency's pol 1cy enphases, as 
shown I n  the follotrl ng table ,  as well as address~ng AID concerns HI  t h  

effect1 ve progran and project ~ n p l  enentat1 on 

Table 1 DA Technical Links to  AID Pol ~ c y  

Pol 1 cv En~hasl s Sub-DI s c ~  ~1 I ne/Nethodol oav fron DA 

Pr1 vate e n t e r p r ~  se  

Reforn of econonlc 
pol I cy f ranework 

Human and ~ n s t ~ t u t ~ o n a l  
capacl t l e s  

Transfer of technology 

Bus1 ness nanagenent and  related f~ el ds 
Publ I C  a d n ~  n ~ s t r a t ~ o n  and related Fields 
Tra1 ni ng  and consul tl ng nethodol o g ~  es 

Pol 1cy sc1 ences 
F~nancial  nanagenent 
Po7 1 t i c a l  sc1 ence 
Publ i c  adnlnl s t r a t ~ o n  and relaxed f i e lds  
Tral n i  ng and  consult^ ng methodolog1 es 

Inst1 t u t i  onal Devel opnent 
Organ1 zat1 on s c ~  ewes  
Publ i c  adni n~ s t r a t ~ o n  and re1 ated fie1 ds 
Bus1 ness nanagenent and re1 ated f1 el ds 
T r a ~  n l  ng and consul t~ ng method01 o g ~  es 
Popul a r  part1 ci  pat1 on and re1 ated f~ el ds 

Managenent science 
tlanagenent -cechnolog.r es (both "hard" 
and "sof t" )  

Bus1 ness nanagenent and related f~ el ds 
Eh croconpu t e r  appl I cat1 ons 



In the pol lcy area o f  lncreaslng the VI t a l l  ty of the prlvate sector,  the 

uorkshop participants h~ gh1 I ghted DA's contr1 b u t 1  on to  support nechanl sns for 

buslness nanagenent, notably schools of bus1 ness and consult1 ng  f ~ r m  DA 

prom des t r a l  n l  ng and consul t i  ng nethodol ogi es t h a t  serve needs I n  every th~ ng 

f ron bull d l  ng entrepreneur1 a1 s k ~  11 s I n smal l bus1 nesses to  devel opl n g  

s t r a t e g ~ c  nanagenent c a p a b ~ l ~  ty ~n parastatal s A t  the publ ~ c - p r l v a t e  

~ n t e r f a c e ,  DA contributes knowledge of the nanagenent of servlces c r ~ t ~ c a l  to  

pr1 vate sector success, e g road n e t ~ ~ o r k s ,  crop storage f a c ~ l  I t ~ e s ,  n a r k e t ~  ng 

facll  I t ~ e s ,  e tc  

On the task of reforpl~ng ecownlc pol ~ c y  franeuor! s ,  CA conplenents the 

s t r ~ c t l y  econonlc perspec t~ve  :IT t h  one I ncorporat~ ng publ l c  cholce analys-r s 

and bus1ness/organi zatlonal behav~or 1 n s ~  ghts Such a jo ln t  approach, the 

uorkshop group agreed, 1s a necessary one ~f appropriate reforn s t ra teg ies  are  

to  energe fron Agency-LDC pol I cy d l  a1 ogues 

DA contrl butes substant1 a1 l y  t o  Agency pol icy i n  b u i  7 d l  ng hunan and 
I nst1 tutlonal capacl t ~ e s  4dvances i n  effective tra1 n l n g  netkods, t echn~  ques 

for b u ~  1 d l  n g  conn~ tnent to  change through part1 cl pat1 on and for establ I shl ng 

sustai nab1 e devel opnent processes, and analyses o f  1 nst1 t u t ~  onal constral nts 

a re  several of the spec1 f ~ c  I tens   den ti f led by the \rorkshop as DA elenents 
central t o  I n s t l t u t ~  onal devel opnent P a r t ~ c i  pants stressed tha t ,  i n  nany 

respects,  b u ~ l d ~  n g  ~ n s t ~  tutlonal capac~  ty  trans1 a tes  i n  p r a c t ~ c e  ~ n t o  creating 

sustal  nable nanagenent procedures and systens tha t  serve t o  acconpl I sh valued 

tasks Thus, DA a n d  1 nsti  t u t i  on-bu~ 1 d l  ng are  closely 1 ntertrr~ned 

I n  the t ransfer  of technology area of p o l ~ c y  concern, DA prov~des the 

nanagenent conponent of sectoral techno1 ogy t ransfer  For exanpl e ,  DA f u r n ~  sh 

tne 11nl:s betueen farnlng systens research and LDC lec1slon-makers so tha t  

agricultural research outputs can be lranaged l n  such a uay tha t  they 

contri bute t o  ~ n s t ~  tutional1z1ng changes 1 n  cul t ~ v a t l o n  nethods and Increases 

I n  crop y ~ e l d s  DA 1s c r u c ~ a l  t o  the process of sustal  n l  n g  f l o m  of 

2cnnology app l l ca t~on  to  \/here ~t can do the nost good, b o t h  I n  terns of 
1dent1 fy1 ng \ h e r e  the p o i n t  of naxlnun b e n e f ~ t  i s  and of dew S I  ng nanagenent 

systens for 1 ts  e f f e c t ~ v e  appl lcation DA also re la tes  t o  technology t ransfer  



t o  the extent tha t  c e r t a ~  n nanagenent nethodol o g ~  es const1 tu te  1 n thensel ves a 

technology tha t ,  l i - r t h  appropriate adap ta t~on ,  can be transferred t o  LDC 

se t t ings  The Agency has advanced s1 gnl  f ~ c a n t l y  the s t a t e  of knoul edge 

surround1 ng the t ransfer  of approprl a t e  nanagenent techno1 o g ~  es 

The group addressed zhe - nature of devel opnent adnlni s t ra t lon  as a d ~ s c l p l  i ne, 

and attenpted to  d e f ~ n e  uhat ~t ~nc ludes  I n  i t s  task,  hunan, and 

organ1zatlonal dinens~ons Developnent adn~n l s t r a t ion  touches upon 

- organlzat~on 

- planning, des,  gn 

- pol ~ c y ,  dec1 s 1 on-naki ng, resource a1 1 o c a t ~  on 
- reforn 

- work1 ng \ I I  t h  people 

- operations 

- mans t o  deal w i t h  a systen of a c t ~ o n  

- uays to  help ex1 s t1 ng T n s t ~  tutions becone nore , sponsl v 
- neans t o  f a c ~ l  I t a t e  t ransfer  and use of technolog~es 

e and a d a p t ~ v e  

- a s e t  of "hard" and "soft"  technolog~es t o  produce outputs 
- ~nnovation needed t o  get the job done 

- support1 ng sys tem 11L.e personnel, ~nventory control , account1 ng  

Recogn~ z~ ng tha t  DA enconpasses a1 1 of these t h ~  ngs and nore, the group fixed 

on the 'nro elenents of the te rn  developnent a d n l n l s t r a t ~ o n  I t  suggested tha t  
DA i nvol ves 1 ) nanag~ng development, and 2 )  devel o p ~  ng rianagenent The 

f ~ r s  t requires more a t t e n t ~ o n  than ~t has received I n  the past ,  and enphaslzes 

a t t a ~ n n e n t  of 1 arge scale r e su l t s  and ~ n p a c t  The second 1s a1 ready 111 dely 

accepted as ~ n p o r t a n t  I t  concerns s t ructure,  process, and s k ~ l l s  

The fol 1 o\ri ng  najor reconnendat~ ons energed fron the workshop 

Reconnendat~on 1 Strencfthen Local Ilanasenent Service Centers 

These centers often serve 0 0 t h  business and public nanagenent needs. In the 

I deal, the1 r function i s t o  support local devel opnent needs I n  a relevant,  



adaptlve uay. Such I n s t 1  tutes  should have good t r a l  n l n g  capabll I t l e s ,  and 

should evolve t h e i r  om consul t ~ n g ,  research, and education capacl t l e s  by 

\fork1 ng on actual nanagenent probl ems 1 n concert t h  practl t 3  oners. Dl d a c t ~ c  

classroon teachmg ~ s o l a t e d  fron LDC real I t ~ e s  nust be avo1 d e d ,  and I ncentlves 
provided for  research and act1 on outreach. Nat~  onal I n s t ~  tu tes  a re  nost 
advantaged ~n 1 1nk1  ng to  1 ocal I nsti  t u t ~ o n a l  needs, h u t  cer ta l  n reg1 onal 
i nst-i tu tes  have achl eved econom es of scale and prow de excel l ent  service,  
especi a1 ly  for t r a i  n i  ng I t  i s  more desi rabl e t o  re1 nvI  gorate ex1 s t1 ng 
i n s t i t u t e s  than to  a t tenpt  t o  e s t a b l ~ s h  new ones Continuing support t o  
"pace-se~t i  ng" i nstl tutes  i s ~npor t an t  i n order to  fur ther  c u t t ~  ng-edge 
I nnovat~ on 

Reconnendatton 2 Expand the "Toolkit" for  Iianagenent Inprovenent. 

Trai nlng i s  the connon prescription for  nanagenent I 11 s I t  1s necessary, b u t  

by i t s e l f  I S  not enough The qua1 I ty and relevance of t ra ining i s  often 
uantIng, w t h  an I napproprlate n1x of general knowledge and s1 tuat~on-spec1 f i c  
ski 11 s T r a ~  n i  ng i nterventi ons should oe ained a t  people fron var1 ous 1 eve1 s 

of the sane organiza t~on,  and deslgned t o  a f f ec t  organizational perfornance 
d i rec t ly  

Consul t~ ng can help an organlzat~on t o  c lam fy goal s ,  red i rec t  pol l c ~ e s ,  
assess s t r a t e g ~ e s  and resources, and/or inprove systens and procedures 
"Process" consulting -- a nethodology tha t  uses p a r t i c i p a t ~ o n  as a 

c o m ~ t n e n t - b u i l d ~ n g  tool -- i s  v1 ta l  t o  assure that  changes ~ l a n n e d  are 

accepted and "ormed" by those 11110 are  designated t o  carry then out 

Neu Techno1 o g ~  es such as n1 croconputers, video nach~ nes, or te7 ecomunlcati ons 
systens have the potential t o  inprove the quantity,  qual i ty ,  and t ine l iness  of 
organ1 zati  onal outputs Inforoat~on I S  a scarce nanagenent resource 1 n  nost 
LDCs, and such technolog'ies, 7 ntroduced i n  the r~ ght \ray, can be highly 

cos t - e f f ec t~ve  



Conbi n i  ng  consul t i  ng, t r a i  n ?  ng, a n d  technical I n te rvent~ons  I n an 

organizational change e f f o r t  offers  the best  change of success Beg1 n 111 t h  

consul ti ng to  help an organlzati on define i t s  nanagenent needs, and build 

consensus and conmi tment around a change strategy Desi gn t r a i  n i  ng and 

systens n o d l f ~ c a t ~ o n s  tha t  meet those needs Remain open t o  learning during 

the lnplenentat~on of the change and negotiate necessary support for  the - 
cnange w i t h  peopl e and organi zat i  ons I n the external envi ronnent 

Reconnendati on 3 Use New Types and Conbi nations of Flanagenent Interventi ons 

LDC nanagenent needs should be addressed a t  1 ) national, "nacro" levels  -- 
p o l ~ c y ,  planning, budgeting, e tc  , 2 )  internediate levels  -- business f i m s ,  
ni n l  s t ry  program, prow nci a1 development, and 3 )  1 ocal level s -- rural 
organi zations, service del ivery networks, e tc  Central reform of pol icy,  

planning, finance, and personnel systens should be pursued a t  the national 

1 evel , especially \then 1 eaders are comi t ted t o  change Such reforns can be 

the f i r s t  step toriard public sector performance inprovenent when conbined 1 1 1 t h  

operat1 onal change interventions. 

Using a "systens approach" t o  selection of ~ntervent ions  requi res defi n i  ti on 

of functional needs i n  a sector ( c f  - Arthur ilosher, Getting Agriculture 
ilovi ng) T h i  s neans i dent1 fyi ng key devel opnent needs and re1 at1 onshi ps a s  

el enents of a systen Further analysi s and "1 earn1 ng-whi 1 e-doi ng" ~n 
inpl enentaton can identi fy opportunities, constraints ,  and organ~zat i  on 

arrangenents needed t o  Inprove the systen 

A t  the i nterrled~ate 1 evel s ,  bus1 ness nanagenent support shoul d include 

a t t en t i  on to  a pol icy and regulatory c1 inate  favorable t o  entrepreneurship 
This needs to  be conbi ned w i t h  ass1 stance t o  strengthen bus1 ness school s '  

programs i n LDC-re1 evant prl vate sector ski 11 s Pri vate sector act1 on needs 
t o  be 1 i nked t n  decentral i zed devel opnent. Intervent1 ons nust support nore 

1 ocal i n l  t i a t i v e ,  re1 evant and cost-effective service de1 yvery and i nvestnent 



A t  local  l eve l s ,  work a t  the c l ient -organizat ion i n t e r f ace  of public prograns 

i s  v i t a l  I n  order t o  devise nanage~en t  improvement approaches adapted t o  LDC 

resource s c a r c i t i e s  Interventions here should focus on the use of 

paraprofessional s ,  appl  cations of e x t e n s ~ o n  sys tens  such a s  " t r a i  n l  ng and 

v i  s i  t, " and 1 ocal se1 f-he1 p When 1 ocal peopl e mob1 11 ze  to he1 p thensel ves 

and exerc l se  s t rong influence on how and rihere se rv lces  a r e  del ivered and 

investnents  riade, prograns work be t t e r  and generate nore s u s t a ~ n a h l e  

devel opnent Inpact. Interventions t h a t  s t a r t  t h  an o rgan iza t ion ' s  f ie1  d 

operations and focus on perfornance have proven t o  be the nos t  po\lcrful 

Whatever the  1 n i  t l a l  poi n t  of en t ry ,  however, inproved perfornance requl res  

t h a t  r e la t ionsh ips  \ i i t h  o ther  pa r t s  of  " the  sys ten"  evolve t l ego t~a t i ng  

f a c ~  1 I t a t 1  ng arrangenent \ f i  t h  o the r  ac to rs  and o ther  organ1 z a t ~  ons I s a 

c r u c ~ a l  e lenent  i n  any nanagenent o r  inst1 t u t ~ o n a l  ~nprovement s t r a t e cy  DA 

In tervent ions  nus t  avoid bypass a c t ~ v i  t i e s  t h a t  may produce r e s u l t s  i n  the 

shor t  t e r n ,  but neglect  the  pal n s t a k ~  ng capaci t y - b u ~  1 d l  ng process necessary 

fo r  7 nsti t u t i  onal devel opnent and su s t a l  nab1 e ~mpac t  



APPENDIX D RESEARCH PERSPECTIVES 

T h i  s Append1 x provi des p r e l ~ n l  nary perspective on c r e a t ~  on of a systenati  c DA 

Research Agenda Ongoi ng  research I n the ST/ND progran re la tes  t o  (1 ) 

organ1 zatlon and adni n ls t ra t ion  of ~n teg ra ted  rural devel opnent, ( 2 )  neans t o  

inprove 1 ocal revenue and meet recurrent costs ,  ( 3 )  nethodol og1 es for  project 

and progran nanageneni, iwluding  recent enphasis on ~nplenenta t ion ,  and ( 4 )  

nethodol ogi es for  nanagenent I n t e rven t~  ons, i ncl u d ~  ng consul t~ n g ,  process -. 
consul t lng ,  and t r a i n ~ n g .  A1 1 of these appl ied research thenes are  an 

~ n t e g r a l  element of ongolng projects irh~ch a lso  ~ n c l u d e  f i e ld  support and 

d ~ s s e n i n a t ~ o n  of appl led research f ~ n d i n g s  

The Agency's research agenda 1s and should be seen as a respons~bi l  1ty of 

Hi ssions and Reglonal Bureaus as  we1 1 as central bureaus Careful eval uati ons 

and revlews of fie7 d experience nerge into research These a c t ~ v l  t ~ e s  a re  

especi a1 ly approprl a t e  for regi onal bureau fund1 ng Recent exanpl es are  the 

LAC revieu of agricultural  planning projects and the AFR review of experlence 

W I  t h  the Econonic and Rural Devel opnent Managenent Project i n Ghana Rev~em 

of t k i  s type can help the Agency learn lessons from ~ t s  own fie1 d experlence 

-- a need h ighl~ghted  i n  a recent GAO Report 

Future research prl or1 t i e s  for  development adni n~ s t r a t i  on are  integral t o  the 

four major elements contal ned v i  t h ~  n the strategy statenent Thi  s approach 

r e f l ec t s  tha t  fact  t ha t  the nost inportant payoffs ~n neri ideas and f i  n d ~  ngs 

~1111 be generated through actual I nvol venent I n on-go1 ng AID sponsored 

sector-spec1 f ~ c  and/or 1 ocal devel opoent projects 

A I D  nlssions have a large nunber of projects currently underway or soon t o  be 

1 aunched, \ I ~ I  ch ref1 e c t  the najor concerns of the devel opnent adni n~ s t r a t i  on 

strategy paper Ho~rever, few of these projects are  deslgned fron a learning 

perspective to  allo\r b o t h  host country i nsti  t u t ~  ons and AID t o  caoture 1 essons 

of exper1 ence wh~ch (1 ) entai l  n a k ~  ng n1d-course corrections i n  design and ( 2 )  

generate i ns1 ghts v h ~ c h  can be appl i ed t o  projects undertaken by other 

missi ons 



Host AID rn ss i  ons are  ui thout the s t a f f ,  organ1 zat i  on, and I n c e n t ~  ves to  

undertaLe sustained noni tor1 ng  and docunentat~on of lessons tha t  ar1 se fron 

the1 r projects The proposed devel opnent a d n ~  n i  s t r a t1  on strategy I s  des1 gned 

t o  provl de the k i  nds of research/consul t a t 1  ve services ~ h l  ch \toul d a1 1 o\r A I D  

t o  b u i l d  capacl t les  \ ~ r i t h ~ n  both the Agency, U S ins t i tu t ions  and host country 

I nsti  t u t i  ons t o  1 earn- fron project experi ence Research undertaken 

independent of mssion project deslgn and ~ n p l e n e n t a t ~ o n  nay lack lnpact on 

project  dec~s lon  naking Research undertaken ~ndependent of actual or 

contenplated project ~ntervent lons  tends t o  produce knowledge irh~ch i s  of 

1 i t t l  e use to  dec1 s i  on-nakers Research l ih~ch i s  probl en and sol u t ~  on 

focussed w1 t h l  n a  n1 sslon context can y ~ e l  d substantial  payoffs 

If  the proposed developnent acbl inls t rat~on strategy paper and ~ t s  attendant 

research focus I s  supported the foll  ow1 ng research products woul d be generated 

1 i ? ~  chly docunented case stud1 es of pr1 or1 ty n1 s s ~  on projects v h ~ c h  feature 

the use of new approaches 1 n b u ~  l d ~ n g  ins t i tu t iona l  and nanagenent 
c a p a c ~  ty The Agency currently has no act1 v i  ty vhi ch 7 dent1 f i  es cer tai  n 

on-go1 ng and I nnovatl ve projects as prom s i  ng candidates for  1 earn1 ng, 
\,here nai nethods could be appl led and docunented i n  sector or 

1 ocal -spec1 f~ c s e t t i  ngs The proposed devel opnent adni n i  s t r a t ~  on strategy 

uould seek to  renedy t h ~ s  s i t u a t ~ o n  by actively engaging and docunentino 

on the on-go1 ng  experience of spec1 f i c  innovative ni ssion projects 

2 Analytlcal statenents \ rh~ch syniheslze and generalize fron docunented case 

s t u d ~ e s  lessons learned about the kinds of project des1 gn and 
~ n p l  enentation riethodologies \~h ich  are nost e f i e c t ~ v e  I n  lnprovl n q  host 

country nanagenent and 7 nsti  t u t ~  onal capac? t i e s  These method01 ogical 
outputs i~ould serve as a basis t o  help the Agency provlde nore e f f e c t ~ v e  

g u ~  dance and support t o  ni ss i  ons 1 n address1 n g  host country I nsti  t u t i  onal 

and nanagenent concerns 



The DA Techn~cal 'dorkshop and other  sources have produced the follosrl ng 

s p e c l f ~ c  t o p ~ c s  of posstble research t h a t  r e l a t e  t o  the four elenents of the  

DA Strategy. 

1 Sector-spec1 f i  c I ns t l  tu t ional  devel opment 

A. 1dent1 f ~ c a t ~ o n  and dl f f e r e n t ~ a t i o n  of fac tors  t h a t  e x p l a ~ n  successful 

operat1 on of e l  enents of sectoral  servl  c e  systens 

B Fleans t o  increase t he  e f f ic iency  of sectoral  se rv lce  del lvery ( e  g , 
nanagenent reform, use of paraprofessional s ,  use of d l  f f e r en t  techno1 o g ~  es  

such a s  radio o r  nlcroconputers ) 

C Deci s1 on-nak~ ng behavi or of executives i n sectoral  programs and the  
r e l a t ~  o n s h ~  p of such behavior t o  planni ng, data cof 1 ect ion and analysi s 

s t r uc tu r e s  

D Factors a f fec t1  ng successful progran ~ n p l  enenta t i  on, neans t o  i nprove 

i n c e n t ~ v e s  fo r  lnpl e n e n t a t ~ o n  

E r i e la t ionsh~p  of nanagenent systens and nethods t o  choice and use of 

sectoral  s t r a t e g ~ e s  

2. Local ~ n i  t i a t ~ v e  

A A1 te rna t ive  organization foms  f o r  acconpl I s h ~  ng tasks  of local  

devel opnent 

6 Eleans by wh-rch 1 ocal I n i  t i  at ' ive u t ~  1 i zes t r ad i  t lonal  o r  "folk- 

nanagenent" o r g a n ~ z a t l  on and process 

C Tasls and functions i n  local  ~ n i t i a t ~ v e  t h a t  n ight  be perforned by 

pr ivate  en t e rp r i s e ,  probable benef i t s  and cos t s  of haw ng pr ivate  

enterpr i  se  perforn then 



D. Functions i n  local I n i t ~ a t i v e  perforned by local governnents, probabl e 

benefits and costs  of chang~ n g  the func t~ons  of local governnent. 

E. lleans to  inprove management -in resource-poor envlronnents 

3 .  Hanasenent Service I nsti  t u t ~  ons 

A Factors tha t  expl a ~ n  successful adapta t~on t o  1 ndi genous condl t-ions, 

and servl ces to  operat1 ng organ? zat i  ons 

i3 lleans ~y uhlch affordabl e 7 ncentives for  app11 ed research and 

cossul ti ng r~ork nay be provided 

C Strategies of ass1 stance to  cl i ents t o  produce neasureabl e resul t s  

4 Reforn 

A Deci sion-nak~ ng behaw or of executives and the re1 at1 onsh~ps of such 

behavior t o  pl a n n ~  ng, budgeting, and data collect1 on and analysis 

s t ructures  

B Perceived and actual benefi t s  of decentral ~ z a t i  on and devolution of 

central governnent functi 01s. 

C A1 te r r i a t~ve  neans t o  meet recurrent costs of developnent prograns 

D Potential beneflts and costs  of ner! nanagenent technolog~es such as 

mcroconputers, v ~ d e o  presenta t~ons  
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