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E-ICUTIVE SUMMARY
 

The Agency for International Development has been declared a reinvention laboratory under the 
President's National Performance Review. The Administrator has commitmd the entire Agency 
to reth'nidng, streamlining, and improving every aspect of how it does business. As part of 
USAID's overall reform and reorgaruzation, the Agency began an effort late last yenr to 
completely rethink our core operations processes and systems. For this purpose, operations has 
been defined as the precesz:e we use to plan, implement, and evaluate out development 
programs. This report presents an overview or summary of the reengineered systems, a 
discussion uf some of the operational and cultural implications of the new system, and transition 
plans for farther developing this system, in conjunction with other ongoing Agency reform and 
systems efforts. 

Using reengineering methodology to develop the new system, the Agency began by identifying 
the vision for a new system. The Quality Council launched the effort by establishing a 

Reengineering Referene ru (RRG). The RRG, using a *blank piece of paper,* developed 
a vision for the new systcrm by answering the question, 'If I recreated USAID, how would it 
work?' Their answer was a system that: 

- produces outcomes/results which support sustainable development and 
humanitarian assistance in benefiting people's lives in host countries; 

involves stakeholders and end users in the decision-making process; 

- accommodates to changes in priorities and local conditions, and encourage 
changes which result in a more effective and efficient system; 

- empowers operational staff, rewarding initiative and results while maintaining 
good business practices; 

- was transparent as possible both within and outside the agency; and, 

- provides evidence that USAID assistance is achieving its objectives. 

Next an Intensive Reengineerinz Team (RID was set up consisting of 15 individuals. Five 
members of the team were provided by f,'Jd missions. One person was a host country 
"beneficiary', an actual end user. The team represented the full range of USAID employees 
covering the geographic areas; the technical, administrative, and program backgrounds; and the 
ethnic and gender backgrounds. Together the RRG and IRT interviewed a great many people 
within and outside USAID. to uncover problems and requirements and to test ideas, before 
preparing this report. 

The first joint activity conducted by the IRT and RRG was to identify USAID's customers. 
Customerrs were defined on the basis of the Nat; aal Performance Review's definition as the 
users of products, ser-iczs and information. While USAID has many stakeholders and 
intermedina.es who play crtical roles in enabling us to achieve success, and while these 
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stakeholders and intermediariet arc themselves customers of some of our processes, the 
rcengineering effort focussed on the ultimate end user. If the mission of the Agency is to 
promote sustainable development and provide humanitarian assistance, the ultimate customers 
then are the xeople for whom thee products, services and information are provided. "Theseare 
beneficianrcs or host country nationals in those countries. 
Cheiev, of the Reengineenred System. This report proposes a new operations system for 

USAID which: 

* 	 focuses on end user needs, participation and development results; 

* 	 empowers people to take on greater responsibility and accountability; and 

* 	 utilizes information system technologies as an enablig tool to help both achieve 
and demonstrate our achievement of our overall objectives. 

A brief explanation of the stages in the new process follows. starting with the definition of 
program parameters for the preparation of a comprehensive country plan, and ending with 
implementation of individual activities. 

Recogniaing that the Agency's overall programming process must take into account many 
external factors e.-., Congressional mandates and special interest concerns, as well as its own 
strategic priorities, the system begins with the setting of program trg-amcters, a process which 
incorporates all of the above plus proposed central bureau country-specific activities and any 
other factors which may have influence over how a cowitry program may be planned. This 
process is informed by the field concerning both results to-date as well as preferred 
programmatic direction. 

Within 	these parameters, a Mission takes responsibility for the preparation of a comprehensive 
country strateglc performance plan. The strategiz performance plan will consist of three parts: 
a strategic definition of the program, a reort on progRram outcome and results and an 
operational resources plan. After the first year of the strategic plan, the program outcome and 
operational resource plan will be largely generated from the ongoing data base that constitutes 
the Work and Results Plans (described below), rather than separately prepared documents. 
Furthermore, while the Mission has the specific responsibility for preparing the plan, the process 
is a tem and participatory process. USAID/W staff, host ,-ountry government and 
nongovernment personnel and institutions, intermediaries and end users, and Mission staff all 
play active roles. In addition, thc planning process should talkre into.account other donor 
acivities as well. 

T'he plan focuses on se-mru and achieving objec-Tives and outcomes. in both the long and short 
T75r-cr tlar on dhe ,:-,nuts --rid outputs to ici vidual activities. The plan provides: 

0 .Ia Si -"-O'-'c, tne : O0oi sc-'-,.. .cvs and informauon on...., 	 why 
-" 	 . .2.-. '1 apx-r to t,_,::,:h'L\ ...... ~..... o .... :::nauie. 

BEST AVAILABLE DOCUMENT 

C. *
 



R-ESULTS-ORIENTED OPERATIONS REENGINEERING 

* an assessment of impact to-date 

* resource (funding and people) requirements 

Funds alloczidon to the field will occur after a period of negotiation based on how the aggregate 
operational plan budgets meet Agency requirements. By approving a strategic plan, USAIDf'W 
approves the overall strategy which will be used to achieve the identified objectives and program 
outcomt ,. On an annual or every two year basis, USAJD/W will also approve the allocation 
of funds for achieving those objectives and outcomes. While individual activities may be 
identified, they are not the object for approval. Accordingly, obligation will be by strategic 
objective, not by activity. 

The concept of gbligating at the strateic objective N-'el is not dependent on having an 
agreement with the host country government. The presumption is that a host country agreement 
is preferable in terms of flexibility in varying the activity mix, gaining consensus and promoting 
better participation. However, in some countries, and in some situations, a bilateral agreement 
may not be feasible or advisable, and obligation directly through a contract or grant would be 
more appropriate for achieving Ag,--cy objectives. For examples, USAID may want to obligate
directly with an indigenous group or with an intermediary such as a US PVO or university
where the relations with host governments would not be supportive to this approach. In some 
instances, particularly where our country presence is minimal or where the situation in country 
is extremely problematic and unstable, we may want to obligate centrally to support a group of 
countries. Finally, obligations for some activities under centrally managed programs aimed at 
strengthening our development partners, promoting the state of the art, or supporting research, 
may be obligated with particular organizations, rather than with host country governments. 

Implementation also will be by strategic objective, or if more appropriate further disaggregated
 
to the program outcome level. A variety of "tools' may be used to achieve an objective or
 
outcome, and the field Mission will have primary responsibility for these decisions. As with the
 
planning process, teamwork and participation are key elements of the implementation process.

Teams will include Mission and USAID/W staff as well as host country nationals (end users and
 
intermediaries) and, at times, service providers. Implementation by program outcome means
 
determining what is the best set of activities to support that program outcome.
 

A Work Plan for each objective will guide implementation and will inform all concerned about 
specific activities, required actions, opportunities for incorporating participation, and the 
measurement of impact. Developed and kept up to date continuously in electronic form, the 
Work Plan will include a data base for recording results, both plarmed and achieved. This-Work 
Plan is also critical for empowerment. Once computenz-ed, the Work Plan will establish the 
legitimate parameters for decision making by the prog-r"a managers. End user commitment, 
whr not achieved through the obligation document. couid be achieved through a separate 
: ."ce'mcnt tadored to the m--ec,ic situation. 
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Key chargnctei~rjcs of this reengineered system includc: 

Includes all USAID programmedComprehensive 0 resources 

in a country (e.g., DA, Global, humanitarian, etc.)Country Planning 
0 Prepared by team incorporating Mission, 

USAID/WV, host country participation 
* 	 Marries country and global level priorities 
* 	 Program outcomes/resource plan "rolled up" from 

work plans 
* 	 Looks at trends and opportunities based on host 

country and other donor activities 

USAID/W approval of 0 Strategic Plan becomes management 

strategy and results, contract between USAID/W and Mission 

not activities 0 Operational Resource Plan would replace ABS and 
identifies resource needs 

0 Results reporting done at same time as resources 
requested 

0 USAID/W appcoves fund allocation by objective, 
not activity 

Obligation by 0 FundS, obligated by objective rather than
 

strategic objective project
 
* 	 Allows focus on results and implementation 

flexibility 
0 	 Allows implementation activities to begin more 

quickly 

Integration of • Activity design begins as overall program is planned, 

planning, design and continues during implementation 
and implementation * Procurement prc.ess is "delinearized, i.e., 

proceeds in parallel with design 

Continuous results 0 Utilization of information systems technology 

monitoring and ready allows "rolling up" ia lieu of new reports 
availability of data and documents 

* 	 Ability to demonstrate results at various levels 
* 	 Less onerous and more effective reporting 

* 	 Identification of both expected results during 
pLanning and implementanion as well as means of 
measurement, thus maintaining focus on outcomes 
rather .-an inputs 
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Participation * 	 Increased emphasis on and oppo:tunity for host 
country, customer and stakeholder participation 
from planning through implementation

0 	 Customer service plans will enable intermediaries 
and Missions to respond better to needs of end 
users as well as to report more effectively on results 

Team work 0 	 Increased cooperation among USAIDJW, Missions 
and host country 

* 	 Shared vision leading to more efficient and 
successful achievement of objectives 

Implementing such a new system has substantial cultural, organizational. and operational
imolications, and these are discussed in the report. In trying to change the way we do business, 
we must change the way we think and act. Substantial issues remain to be worked out in how 
we make the notions of teamwork, empowerment and accountability integral parts of the new 
system. Organizational structures and procedures must reflect and support those cultual 
changes. Operational processes and information systems must become enabling tools instead of 
stumbling blocks. The focus of change should be on how to best achieve development results. 

In order to test what is being proposed, a program for country (and office) reinvention labs or 
experimental Missions.Offices is proposed in the report. The intention is to test the system
using the creative energies of Missions and USAID/W offices already engaged in trying to 
reinvent our processes. For example, a Mission which is beginning to prepare a new strategic
plan could test the proposed strategic planning process. One which has a plan in place that 
already meets certain basic requirements could test components of the implementation process.
Feedback mechanisms will be put in place so that the various experiments can learn from each 
other, and so that lessons learned can be fed into the ongoing development and refinement of 
the new process. The experimental Missions will also test customer service activities required

under the National Perfo, iiance Review.
 

The reengineering exercise was only the 	first step in what will be a challenging process to 
change the way USADl) does business. The Transition Plan addresses the steps for taking the 
high-level reengineered operations process through more detaileu" analysis, drafting guidance,
developing new processes, and finally training and roll-out to the field. In addition, the Plan 
addresses a variety of related reform and systems activities now ongoing within the Agency
which need to be coordinated so that all of these new processes and systems will work together 
in a reinvented USAID. It also identifies 	the tirang needs. 

The target date for having most of these major changes in place is October 1995. 
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I. LNTROI)UCTION 

1The Purpose for Reengineering 

The Agency for International Development has been declared a reinvention laboratory under the 
President's National Performance Review. The Administrator has committed the entire Agency 
to rethinking, streamlining, and improving every aspect of how it does business. As part of 
USAID's overall reform and reorganization, the Agency began an effort late last year to 

completely rethink our core operations processes and systems through an approach known as 
reengineering. For this purpose, operations has been defined as the processes we use to plan, 
implement, and evaluate our development programs. 

Business process reengineering is a method of reforming systems and procedures that starts not 
with an existing system but with a blank piece of paper. Firstly, one identifies what purpose 
the system services by identifying who the customers are and what they need from the 
system. Secondly, efficiencies are addressed by incorporating information technology in the 
system redesign and by empowering managers. Finally, it recognizes a team approach to 
organizing work and integration or interdependence of organizational units. 

Unlike previous reform efforts the Agency has undertaken, reengineering USAID's programming 
system will remove the constraints placed by existing procedures and practices. It will work 
.oward a long-term view of how the agency, now and in the future, should conduct its business. 
It wil incorporate a customer focus, utilize information technologies in new ways, recognize the 
need to more effectively use resources that are becoming more scarce, and empower people to 
make decisions and take on greater responsibility and accountability. Most importantly, 
reengineering will focus the energies of the organization on results rather than on procedures. 

In providing guidance to government agencies to meet the requirements of the Executive Order, 
"Setting Customer Service Standards', the National Performance Review suggested the following 
steps: articulate the Agency's mission, define its products, service and information and then 
identify as customers, those who receive or use those products, service and information. 

The Intensive Reengineering Team and Reengineering Reference Group discussed this issue at 
their first joint meeting. They determined that, based on our recently published strategies, 
promoting sustainable development, providing humanitarian assistance and addressing global 
issues were USAID's primary mission. 

Next, they identified a number of external- and internal customers who use the Agency's 
products, services and information (end users) as well as those atfected by thfem (intermediaries. 
and stakeholders) and those who pay for or allocate funds for them (Congress/taxpayers). 

However, in order to achieve the Agcncy's mission, its products. information and services must 
meet the needs of its ultimate customers or end users. In linking the achievement of its mission 
with identificauon o"cu:.OrS. 'e group dett,-,nn that the a2encv's ultimate customers or 
t:rnd urers xcre host ccifn:-v nauona5 t.: e-d J rcceive USAID funded services, products or 
:il I ormatlon. 
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On an operational level, a chain of USAID "customers," were identified. These are theintermediaries With whom we establish partnerstips or contractual agreements who are directproviders of Agency funded products, services and information. These include U.S. PVOs,contractors, universities, indigenous NGOs, and other organizations. Since intermediaries arethe direct providers of services to end users, they are customers of numerous USAID processesand requirements. As we reengineer our processes, we must ensure that they are responsiveto the needs of our intermediary customers, enabling them to focus on the needs of end users
rather than on the processes themselves. 

USAID's largest group of indirect customers, or stakeholders, are the taxpayers who pay forforeign assistance and which fundsCongress allocates to implement our development orhumanitarian assistance objectives. The Agency must demonstrate its accountability for thesefunds and the value of taxpayer investments, by developing clearly understood processes and 
showing measurable results. 

In addition to externalour customers, the work of USAID's internal customers both inWashington and in the field are key to achieving the Agency's objectives. The reengineeredsystems must be focused on streamlining and simplifying our operating systems so that internalcustomers can focus on achieving results, meeting the needs of external customers as part of
USA.1D's development mandate. 

Consultations with our external and internal customers were a part of the development of thisproposal. These consultations, in addition to various survey methods, will be part of acontinuing process throughout the Agency's reinvention efforts and subsequently be incorporated
into USAID's standard operating procedure. 

Once the customer was defined, the effort focussed on ways to integrate customer needs withAgency priorities, then analyzed the operations requirements to meet those needs, and finallyproposed a set of individual and interrelated processes to satisfy those requirements. Moresimply, this effort posed and tried to answer the question, 'IfI were recreating this Agency,
what would it look like?" Consistent with the precepts of reengineering, this was done not by
redesigning the existing operations system, but rather by rethinking what our business is about
and how we should conduct it. This report proposes a new operations system based on the
reengineerng approach and lays ou' a plan for arriving at a new system and transitioning to that
 
system. 

While we thatrecognize individual Missions, bureaus, office: have engagedand beenredefining and improving how we conduct business, 
in 

the official set of procedures embodied inthe USAID Handbooks still guides most of our actions and results in a number of problems.Many of the problems are the same as those confronting major U.S. corporations that havebenefitted from reengincering. For example, we often use processes that lack 'customer" focus.Our electronic data systems involve too much data redundancy or too many people entering the.ac~i nformation. Too oftei, there are frequent rewrites of the same information. Change isoften accomm,c2ted onv with difficulty. Responsibilir, a.',d authority are so diffused that noone feds emPowered to make decisions or accounuible fo- ic results. In addition, USAID facesnumn.r-c o problems that -Ie prticularly public ctor " we obsess over inputs rather 

.
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than results achieved, and many our creative energies are applied to working around rules and 
justifying waivers. 

Many of the ideas used to develop the operations system described in this report originated in 
what diffcrent parts of the Agency are already doing, or have thought about doing. This is a 
compliment to the ingenuity and initiative of USAID officers who frequently are forced to find 
ways around regulations. However, the intent of this effort was to formulate procedures which 
support the work we are here to do and eliminate those parts of the process that are no longer 
needed. 

.-..	 This-reengineering exercise is a logical step in the overall reinvention of USAID. It is a long
term view of how the Agency, now and in the future, should conduct its business. It goes 
beyond the revision of current procedures because revision does not fully challenge the 
fundamental premises of those procedures. In addition, built into any new system must be 
mechanisms for further and continual change - how USAID operates should reflect a precept 
of the devJopment process, that change is natural and beneficial. 

How the New System Should Perform 

The objective of this reengineering exercise is to develop an operations system which focuses 
on results rather than procedures, places top priority on participation and continuous involvement 
of end users, empowers project managers with greater authority, and takes full advantage of the 
power of information systems technology. As proposed, the system should achieve the 
following: 

* 	 produce outcomes/results which support sustainable development and humanitarian 
assistance in benefiting people's lives in host countries; 

* 	 involve end users and stakeholders in the decision-making process; 

* 	 encourage a teaming approach (including USAIDV and Mission staff, counterparts and 
intermediaries) to the solution of development problems or response to opportunities; 

* 	 accommodate changes in priorities and local conditions, and encourage changes which 
result in more effective and efficient delivery of assistance and sustainability of benefits; 

empower operational staff, rewarding initiative andLresults while maintaining good 
business practices and accountability; 

* 	 be as transparent as possible both within and outside the Agency; and 

Uha: =sist":ce is making* 	 provide evidence WSAID a positive developmental impact. 

Lcx:cd - ifferctv. :,c ncw syste. shotd ensure basic improvements in the Agencys 
ousines p,-CtCC:'. The x(lrk of USAID deveiopmcn: professionals should be performed more 
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efficiently and in a way that more time is available for development work rather than paper
work. A number of indicators have been defined for the new system which should allow some 
measurement of improved efficiency and greater relevance. These have been grouped under the 
terms fast, cheap, easy, accurate, flexible, end user-focussed, and accountable. 

* 	 Fast: - From an idea to on-site in 2 weeks to 6 months
 
- Reduced time for approvals
 
- Reduced initial design documentation 

• 	 Cheap: - Reduced Agency management costs
 
-
 Reduced costs for services 	rendered by contractors and grantees 

* 	 Easy: - 50% reduction in internal regulations 
- Reduced documentation requirement 
- 33% reduction in clearances required 
- Reduced number of waivers 

* 	 Accurate: - Capability to measure results more accurately
 
- Risks better identified, recognized and managed
 

0 Flexible: 	 - More efficient methods for maldng changes in assistance being 
provided 

- CapabiLity to revise systems and processes with relative ease as 
requirements change 

0 	 End user - Increased host country participation
Focussed: - Development and use of internal and external customer 

feedback systems 
- Improved Washington/field team work 
- Involvement and empowerment of host country end users for 

ensuring sustainable benefits 

* 	 Accountable: - Increased staff empowerment
 
- Increased clarity of rules
 

These 	targets and indicators were developed initially to guide the reengineering effort. More
quantifiable indicators for progress toward achieving those targets will be included in the design
of the new system and used to measure the system once it is operational. As an example, one
indicator may be the time it takes to deliver on-site assistance, from defining an idea to delivery,
has been reduced from 9-18 months to 1-6 months by the reengineered system. 

flow the SY,,item Was Developed 

h-is -L-.-'on isthe culmiruon of efforts of two disunct groups as well as man, others who have 
. consui:L.d. A Re"gine:nng Reference Group (RRGi as established it,1993 to begin to 
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think about how the Agency should rengincer its 	business practices. Comprising 29 members, 
areas involved with Agency operations. Thethe RRG includes repre,:ntatuves of all functional 

RRG defined the parameters for the new system, participated in the system development process, 
the new system, once finalized and approved, is effectivelyand will help assure that 

impiernented. As a result of its deliberations, a decision was made to initiate a more focused 

endeavor, the Intensive Reengineering Team (IRT), whose primary task was to formulate a new 

met every two weeks, the IRT was full-time over a sixoperations system. Whereas the RRG 
It had 15 members, five from field Missions, nine fromweek period (1/18-2125/94). 

one host country national. (See Appendix I for membership of the RRG andUSAID/W, and 
the IRT). The team interviewed a great many people both within and outside USAID, both-to 

uncover problems and requirements, and to test ideas before preparing this report. The IRT was 

bound by no existing regulation, practice nor procedure, although prudence dictated reality 

checks regarding the development of key elements. 

The remainder of this report contains five sections: 

* 	 Description of the new system: 
implications of the new system - cultural, operational and organizational;* 

" Country and Office Reinvention Labs: 
" Transition Plan; and 
* 	 Training Needs. 

to complete the reengineering exercise, as ,vellThe transition plan addresses actions necessary 
as other related reform movements, with the goal of implementing the new systems by October 

1, 1995. 
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HI. T1IE REENGLNEERED OPERATIONS SYSTEM 

Overview of the Proceas 

As the diagrams that follow show, the new system has some of the same basic building blocks 
that we have had in the past. The key differences are: 

* how and where decisions are made;
 
" degree of documentation required;
 
" the flexibility and speed the new system permits;
 
• participation and teamwork throughout the system; and 
* results reporting at all levels. 

These chang.er winllbee cLdbynew iormation and communications systemsthat organize 
j1 L.ailow everybody to share the information.information in a strategic, logical stcr a 


This wil_1ejL.-minax rting as a and promote teamwork even
1-parate chore, among 
geographically scattered staff. 

While the diagrams are largely linear, the actual work will not be -- steps will overlap, and can 
be compressed to speed the delivery of actual services to the end user. 

The following paragraphs briefly describe the steps in the process: 

Step 1: Program Parameters 

The start of the process on the pr-"cess flow chart (Figure 1) is the definition of program 
parameters for Missions to use in developing their country strategies. Parameters include 
aggregate country level budget projections for 4-5 years out, Agency-wide (not country-specific) 
earmarks for programs of special interest to Congress or the Administration that the Agency 
expects to have to meet, and specific designations of countries targeted by USAID/W for 
particular program emphasis, such as designated child survival countries, or countries where 
BIR has decided to concentrate disaster relief resources. Where it is known that certain 
projects will be imposed on a country by Congressional dictate, this should also be identified at 
this point. 

Developn," nf these parnmerers will be coordinated by PPC, with involvement of -A1 central 
and regional bureaus. While these parameters are descrbed as the first step in the pro'ess, they 
will be informed by results from the field, as well as country-specific programming pn'ferences. 

The purpose of the programmirng parameters is to communicate to the field what Washington's 
(e.g., USAID, the Administration and the Congress) expectations are, so that these can be 
re==d iMthe coun rv-,ccific strategic plans to be develooed-. in the field. 

BEST AVAILABLE DOCUMENT
 

http:chang.er
http:REENGINEER.IG


REENGINEERINGRESULTS-ORUINTED OPERATIONS 

V ,sI 

Cmprehenive 	 PlanPW 

USAJDIWf 
S.0.83RazzuFe 

Pran 	 Agency 

Ru 	 5.082 
.IO' ~Revie 

Field 

Obigation by 

Agency- -

Budget~
 

-. Work Plan 

objectivtoesjetiv
 

Figure I
 

This should result in: 

* 	 me-ging agency-wxide goals, global concerns and country-specific development needs; 

* 	 reducing the competition for resources by transceding the country vs. global 

programming conflicts which presently plague the Agency; 

focussing everyone's energy (central bureaus and the field) tnward. agreed-upon 
obiectives: 

* 	 easily capturing and reporting on the totality of USAID's efforts in a country; and 

o 	 .-- mo',"o tc'n-, *.,r, and collaboration. e hblinc , Agency to 'think globally and act 
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Step 2: Comprehensive Country Strategic Perfornmance PLan 

The Comprehensive Countrv Strategic Performance Plan is a three part plan developed by the 
Mission with extensive participation of host country nationals, other donors, and USAID/W
staff. The purpose of the plan iL to lay out the short and !ong-tcrm (5-8 years) strategies for a 
country inorder to: 

* define what strategic objectives (SOs) will be pursued in the program portfolio, how they
will be achieved, and how progrers toward broad development objectives will be 
measured and reported; 

* build support for the choices made during the strategic planning process by informing
others, both within the Mission and in USAID/W, about the objectives and content of the 
program portfolio. This includes building Mission ownership, assuring program
coherence, and convincing Agency management of the appropriateness of the chosen 
strategies; 

* 	 serve as a mean, of both gaining consensus in the communities where we work as well 
as planning for achieving our objectives (i.e. the process as well as the product support 
our zchieving our goals); and 

incorporate all of the Agency resources under one plan, including programs funded by
the Global Bureau, Bureau for Humanitarian Respo.nse and geographic bureaus. Strategic
and program objectives should be identified for all programs as well as the means for 
measuring and reporting on results and the resources needed. 

The first part of the comprehensive pla, is a Strategy Statement, which presents the analytical
framework along with program outcomes and performance indicators for cach objective. The 
Mission-based strategy team consisting of Mission and USAIDW staff as well as host country, 
intermediaries and end users should: 

I) 	 assess needs of end-users and analyze trends; 

2) 	 determine the intersection between country needs and USAID strategies and 
priorities defined in the Programming Parameters; 

3) 	 define strategic objectives providing the rationale, key assumptions, programmatic
approaches, expected outcomes, means of measuring and time-table formaking 
progress; 

4) define progral. outcomes in terms of rationale, key assumptions, programmatic
approaches, cxn,_ cted outcomes, means of measuring and time table for making 
program: and 

"-
5) consuit xmt host countr-v nauonals nd o:her donors to the suitability of the 

select-'x '-a:z2cs and 2jCoVities. 
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uscx 	 as well as' the statusIThe second part identifesi the approach for evaluaton and monitoring 

1- " pro-ress towardis achieving those Iprogram and strategic objectives to date.., Assessment of 

pro,ress- should -be an ongoing activity roughouttheife-oLth e Strategic. Plan. -Other- phase-s 
o the rcengineered process will have been deveioped to enable more evaluation by the teams
 

responsible for implementation, moretLimely assessment, and more streamlined documenits that
 

roll up informaion. Thus, while Missions will ikely determine their own schedule for detailed
 

reviews 	of progress against the plan, presumably accomplishments and/or problems encountered
 
country strategic plan. Therefore, the Comprehensive
migh mean adjustments to the 


CounyMide Strategic' Performance Plan should be able to include detailed assessment of
 

progress made and results achieved against strategic and program objectives.
 

Resource Plan which transfons the Strategy Statement intoThe third part is an Operational 

action by providing more detail for the current and next two years on programmatic approz hes
 

(2-3 year) description of how -he
and resource requirements. It contains the near-term 

operational unit plans to deploy resources to achieve the objectives and outcomes defined in the
 

Strategy Statement.
 

as a strategic objective tree, i.e., for eachThe Operational Resource Plan would be organized 
there would be a list of the planned andstrategic objective and its related program o.utcomes 


current assistance activities (type and timeframe) and resource requirements for financing and
 

for managing those)activities (progfam funds, operating expense, FTE, other staff and USAID/W
 

echnical support). For budgetary purposes, the Operational Plan provides specific esimates for
 

the current and next two budget years, and more general multi-year estimates for the outyears.
 

Host country participation in the development of both the overall plan as well as the
 

implementation of activities is essential.
 

Because this isa dynamic system, responsive to changing circumstances, Missions would present
 

aUl three parts of the Country Plan together each year. While the first year might require more
 

significant preparation, in subsequent years (baning any major shift in strategies), much of the
 
Minor changes in strategiesinformation would come out of the Work Plans described below. 

or resource needs would be relatively easy to include. TheComprehensive n de
 

Strategic Performance Plan. ir' essence replaces the curret CDSS-.or.CPSP--or-nother strategic
 

plan, the PRISM plan, the CP Mdthe ABS.
 

When approved by the appropriate regional bureau, the Strategic Plan represents the
 

performance contract" between: Washington and the Mission. It enables the Missions to
 

continue with implementing activities under the strategic .objectives and enables USAIDIW to
 

develop a resource plan for how to deploy USAID/W resources in support of the Missions.. 

Step 3: USAID/W Resource Plan 

-. c . n.--,&xons-" /.-ri,'s :he ,rogr'amminz and budgetnz processes for the field.
 
nitsa, -' no, eted have their own strategies. program
',e!1v to 


,V-ome¢fl~. and:.'a,.,or.-a: :'ans in t 's cout.'y-bhasd e.y-ional system. However, as noted
 
EST. AVA-LABEtDO-EN 
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0 	 truly trans-national programs (e.g., the Fanmune Early Warning System in ie Sahel); 

* 	 programs where USAID does not have a developmental Mission (c.g., global warming 
in Brazil); 

0 	 research and development, as determined by the R&D Council; 

experimental projects intended to advance the stae-of-the-art, for which Missions will 
not be held accounta'le for results; and 

* 	 funds (such as disaster assistance) intended to be held centrally against contingencies that 
may arise. 

In addition, central and regional bureaus will need to develop plans and budgets to support the 
Missions, based on Mission strategic plans submitted to USAID/W. With technical assistance 
contracts being funded by, and accessed directly by the Missions, central support may not 
involve large sums of program money so much as tactical plans for how staff resources will be 
deployed to support country objectives. However, some bureaus may need to define contractor 
resources needed to maintain critical staffing to support Washington program needs (e.g., Global 
bureau's "Centers of Excellence" which are partly staffed by contractors). Budgetary 
procedures/systems will need to be worked out so that Washington-based resources, both for 
central 	programs and field support, can be defined and analyzed in the same strategic framework 
as country-based requirements. 

Details of this process have not been developed yet as they depend greatly on how country level 
resources are determined. However, it seems likely that the processes used by Global, BHR, 
and to a lesser extent the Regional Bureaus, for supporting country teams would require some
zhanges. The Transition Plan calls for some activity with Global on reengineering their support 

processes and the reengineering groups detailing budget, financial management and operations 
will certainly have to look at these processes. 

Step 4: Appropriation, Reconciliation and Allocation 

This system recognizes that the initial Operational Resource Plans, when aggregated, wiLl not 
perfectly match the programming parameters, and a negotiation and adjustment process will be 
required. While it would be far simpler for USAID/W to decide all country-level allocations 
in advance, this would undercut :he customer-driven rationale for the new USA.ID process. 
Thus, this step entails negotiation to align bottom-up strategies with.top-down imperatives in 
formulating the budget. 

While Comprehensive Country Strategic Performance Plans need to be reviewed to ensure 
coInormiry to programming pa-ameterls and soundness, they also need to be reviewed in the 
a2gregate to deterrune if the programming target.s./earmarks undcr which the Agency operates 
have been met. Thus, the budgetary review should also take the form of a rack-up of r-euests 
by sector and cig2or, ',o det,,-me whether Mission and other requests align with 
(':ngezonmBS dmAnisVAILAon :LontOeUE 
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This iniormabon can be used to provide feedback to regions and Missions to adjust their 

strategies and corresponding budgets. If firm targets by country/by category arc given out at this 

stage, Missions can finalize their stratcgies. If more general guidance is provided (e.g., regional 
sum of all requeststargets by category), one or more iterations may be required before the 

match up with the tLrgets. The problem is essentially a linear programming problem, and with 
network, this can be solved reasonablymodern information systems linked by the USA-ID 

quickly and efficiently. This is not to suggest that computers can make the tough management 

decisions; just that information systems can assist management in sorting out competing 

priorities. 

The reconciliation process may need to be 	repeated when funds are eventually appropriated, if 

match 	 the Agency request. Funds should be allocatedthe appropriation does not perfectly 
immediately upon appropriation (except for any necessary contingency reserves), and the geaeral 

intent is that all funds to be spent in a country should be allocated to that country Mission, so 
ImplementatioaLfthat implementation decisions can be made by those closest to the problem. 

- eliiate the current, cumbersome Drocea1 Agenrc y-wide integted-

for transferring funds from the field to USAD/W for procurement purposes.
 

Step 5: Obligation by Strategic Objective 

The new system envisions a mechanism for obligating at the strategic objective level early in the 

fiscal yea. The intent is to obligate at a higher, more aggregated level than the current Project 

or Program Agreement would permit. A higher level for obligation is critical for a program 

aimed at managing for results as it focuses funding more on the objective to be achieved. 

Obligating at the strategic objective level: 

Defines the outcome rather than the input 	as the basis for allocating funds; 

* 	 Provides greater flexibility to shift resources between activities supporting a strategic 

objective. Thus, if one activity/assistancc mode does not achieve the desired resllts, 

resources can be shifted toadifferent-activity-wthouLthe necessity of a cumbersome 

deobligation/reobligafdon process; 

0 	 Facilitates agreement with the host country as to the overall strategy and tactics to 

address a particular stratemc objective/problem area; 

* 	 Speeds delivery of assistance where activities otherwise would be delayed by long 

Thus, in situations where not all of the contemplatedobligation and planning processes. 

acdiviL are ready for funding, some activities could still be started; and
 

* 	 Enables obligation earlier in the fiscai year and thus provides more predictability and 
certainty to Missions during the year. 

The concept of o']lir aUr at the s--ategic obJecuve level is not dependent on having an 

th th. h..: ovemmrne. The p.efumpion is that a host country agreement 

pre n ie in temns o ;it. :itv in va -1ng the ac=.::,. n:x. gaining consensus and promoting 

,,, FDOCIIMENT
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better 	participation. However, in some countries, and in some situations, a bilateral agrecment
may not be feasible or advisable, and obligation directly through a contract or grant would be 
more appropriate for achieving Agency objectives. ThL-ee 	 examples are: 

0 	 USAID may want to obligate dircctly with an indigc.nous group or with an intermediary
such as a US PVO or university where the relations with host governments would not be 
supportive to this approach; 

0 	 In some instances, particularly where our country presence is minimal or where the 
situation in country is extremely problematic and unstable, we may want to obligate
centrally to support a group of countries; and 

0 Finally, obligations for some activities under centrally managed programs aimed at 
strengthening our development partners, promoting the state of the art, or supporting
research, may be obligated with particular organizations, rather than with host country 
governments. 

These 	obligations also must be stated in terms of results expected to be achieved. Therefore,
the obligation may constitute either part of, or the total obligation for a given strategic objective.
However, this approach may diminish flexibility. If the intended activity does not produce the
desired results, USAID cannot redirect the funds without going through the deob/reob process. 

Obligating at a strategic objective level will require that USAID define a standard obligating
document that satisfies a number of partly conflicting objectives: 

0 	 Contain enough specificity to satisfy the legal criteria for obligation, i.e., that the US 
government can clearly commit itself to a course of action and its attendant financial 
commitments. Section 611 of the Foreign Assistance Act must be considered in this 
context. 

0 Provide adequate leeway for deviation from the planned activities as circumstances 
dictate. This flexibility has two aspects: USAID must preserve the right to unilaterally
withdraw funding, as is done in current Project Agreements, and we should commit to
the host government but not pass ownership to them for money obligated. 

* 	 Define intended activities without legally committing USAID to that exact mix of
 
activities/resources..
 

* 	 Be as brief as possible with sufficient legal protections, but still capable of being

understood and supporting cooperation.
 

In situations where the obligating document is not a bila:._J agree.ment with the host country,
existing rules rearding grant or contrac: obligations ,, probably pertain. Particularly for 
contracts, the obligating document will need to be much mo.- specific than will an agreement
with a host government. Furthermore, to enabie the ac',v to be included in the rest of the
o..,:2ons svstem which will measurc results achieved ,u: szrategic objetves, the obligating 
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outcomes
document must include explicit reference to the strategic objective and the program 

as a result of the obligation. This is particularly
and indicators that are expected to be achieved 


important where this obligation constitutes the entire program under the strategic objective, e.g.,
 

a large sector grant with an established PVO.
 

more strategic
is also possible that a single obligation document would cover than one

It 
In such a case,initiative, particularly where the obligation is with a host country government. 


the obligating document should spell out each strategic objective and its associated activities and
 

funding separately, grouping these together for convenience under a "Basic Assistance
 

Agreement" with the host country government.
 

Further research is needed as to the degree of specificity required to meet the legal criteria for 

as to what specific steps must precede
valid obligation, and guidance will need to be developed 

and what essen:.al clauses must be included in obligation documents.
obligation, 

process.Figure 2 illustrates the subsequent steps in the new 
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Step 6: Development and Use of the Mission Work Plan 

Work 	Plain Development. The__Work Plan is the Mission's detailed plan for the current fiscal 
year, (with out-years sketched in less detail) including identification of specific activities andmodalities, significant milestones, results expected and achieved and associated resourcerequirements. Developed with the Mission/USAID/W and host country team, it facilitates
participation in planning as well as in following up on execution. 

The Work Plan should serve as the central repository of plans for each strategic objective.should demonstrate how activities relate and support each other in 	
It 

a coordinated iashion.Qadn~~ped andL~pu- ate~giuul -ieectnicform, it will be tie workig dcmn 
ALt~d by all thoxh~volved dI; acivtyp aning or tio, monitoring _au' implememtion.This may include intermediaries and end users who will be involved in working to achieve the 
strategic objective. 

Finally, though it is described separately from the Comprehensive Countrywide StrategicPerformance Plan, in fact the Work Plan is both a contributor to and outgrowth of that plan.Parts of the Work Plan will roll up into the results and resource sections of the strategic planin subsequent years. And once the strategic plan is approved, the Work Plan will be adjusted. 

The Work Plan will define how program outcomes will be achieved and will identify the related
activities in the following way: 

* 	 Description of inputs: what is to be done, when, where, by whom, for whom and what 
will it cost; 

* Description of results to be achieved: expected outputs, indicators, and dates expected; 

* 	 Description of monitoring/evaluation plan: how baseline survey will be executed; process

of interaction/joint monitoring with intermediaries/beneficiaries; and
 

* 	 Procurement information: what kind of mechanism, when, who is 	involved. 

The Work Plan is expected to be an evolving document. As such, it should also be the vehiclefor recording actual events. Milestones achieved, or outputs (e.g., contract deliverables) received
 can be recorded in the Work Plan system, with actuals compared to the plan. 
 The Work Plan
system should also include a data base for recording results, 
 both planned and achieved. Itshould be-possible to generate r-e-ports which combine details from-the Work Plan with resultsinformation as well as information from the accounting system regarding financiai events, so thata complete picture of the activities under the strategic objective can be gleaned. The financialinformation can be presnte d to provide perspective on obligations, commitments, actual 
cxpenditurcs, ,ad pipeline. 

Wnrk 	 Pl.n Aarncement. The c.:, t.__e_.icle forvoekJ.anishalo__.emt)wering
impleIcn0-itionrtms an.d proiect managers' to 

,	 1.., (e.g., approve aPlOf)w,'it.nou:!i cz :.-BEST A IL. DlCUMENT 
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The Work Plan is an internal Mission document not requiring_USAID_.approval. Some Work
 
Plans will be reasonably firm at the beginning of the year; others will necessarily evolve over
 
the course of the year and require frequent cnnsultation with Mission management. However.
 
where plans are firm enough tn gain Mission Director approval, that approval may form the
 
basis for delegations of authority within the Mission, with staff then able to proceed to
 
implement the plan without further signoffs.
 

Step 7: Implementation 

The remaining steps in the process represent implementation. They are shown in a circle to
 
indicate-their iterative and overlapping nature. Some USAID activities, particularly those that
 

support capital projects or large procurements of material, may still require a more traditional
 
sequential identification, planning, and design process prior to implementation. However, most
 
of the activities that we support could begin more rapidly, require less documentation and be tied
 
more to achievement of results. Feedback on results will provide for constant update and
 
revision. The process proposed below responds to those kinds of activities. The steps are
 
discussed sequentially for ease of understanding but might not be completed in the same
 
sequence as they are described.
 

Definition of Assistance Activity, The definition/design of activities may vary in rigor and 
duration from merely stating a desired outcome and inviting bids, to a more normal RFP 
requiring development of an SOW, to, in some instances, a full-blown "Project Paper" for very 
large and complex traditional capital-intensive projects. Rather than being a distinct stage in the 
progr-nming process, definition of activities probably begins at the strategic planning stage, and 
may continue throughout the plan implementation. 

The purpose of activity definition is to provide sufficient detail and rigor to planned activities 
to enable them to proceed in a manner that will ensure achieving the desired results, and to 
communicate the Agency's intention both internally and with our counterparts. The reengineered 
ooerations system contemplates no single approach to defining assistance or to the "design" 
document. Instead, a range of procedures and documentation options is proposed for the desin 
i.-,a mobilization of activitips. Design can occur along a continuum of USAID staff involvement. 

0 	 Some activities may begin with no formal design beyond the list of milestones and 
outputs laid out in the Work Plan. 

• 	 Performance-based contracts wherein USAID stipulates-ory-the-result it wants to achieve 
should similarly require little design work - in this instance, design-is being left up to 
the contractor. 

A more common instance would likely be the creation of a statement of work for the 

typica level of effot contract. Here, UJSAID must speil out in more deta-il what is 

expected. Wherever c,fJnanctL are involved, the SOW becomes the design document. 
In other words. the ints'. it) rgor and analvsis into the SOW.o pu' 'he neces.arv rather 
than ce==e a .- ratz .:-.fl documen, plus an SOW 
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* 	 At the far end of the design spectrum, it may be necessary in rare instances (typically 
very large capital projects) to prepare the equivcdent of a traditional USAID project 
paper. 

The design document should answer the following questions: 

* 	 What is to be done-- why, when, where, by whom? 

* 	 Who are customers, stakeholders? 

* 	 What is the role of USAID - direct provider, procurer, partner? 

* What is the role of the stakeholder/partner?
 

* 
 How will the activity support the strategic objective(s)? 

* 	 What are the key assumptions/necessary conditions for achieving results on a sustainable 
basis including chances for risk/problems and how will these be handled? 

* 	 What are necessary inputs (money, people, commodities)? 

, 	 What is the plan for monitoring and evaluation, including establishing baseline 
information, selecting indicators of achievement, process for joint monitoring with 
intermediaries, partners, customers? 

• 	 What are procurement modalities, including type and schedule? 

The above list of questions is very similar to the items included in the Work Plan, except more 
detailed. Thus, the design document is assumed to become a part of the Work Plan discussed
 
in step 6.
 

The design document will generally be prepared by the Mission personnel, with participation

by Washingtca-based team members. 
 It must also involve host country nationals, in order to 
secure their ideas and commitment to the intended results. Approval of the design document will 
normally be at the Mission level, as design relates to activities supporting a strategic objective
already approved in the USAID/W - Mission performance agreement. 

End User Commitment, While intermediaries and host country governments will nornally
commit to a formal agreement spelling out objectives ano mutual expettions (e.g., contract, 
grant, or bilateral agreement), the end user/customer wil in many cases not be a party to the 
obligation agrccmcnt. This step emphasizes the need to get agreement from the end user as to 
what is to be done, .4hat tWe respective roles and responsibiLities are, and how results wili be 
"e"u, t'-.H:or .... _sisa~nce activir, begins. Such ,.r.mnt may be bilateral, i.e., betwe.n 
USAID and te end users, or may also involve in .- :es, so that all participants in a 
la.-,cui;l: -. rivu. are a tar. of the agreement. In add;:.:en. while agreements ide:aly 	wi.U be 

-	 , d e: - will zuav.: ' C .L-,- vCe.-,a agretm ents on n ,,. :.. d e.c..puons be 
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satisfactor/. Regardless of its form, this process is an important step in ensuring ownership and
 

sustainability of benefits.
 

that 	 when .._cqnriring Assistance, IThere is a fundamental question needs to be addressed 

Is USAID a direct provider of assistance, a financier of
implementaion activiies are defind. 


assistance, or a partner/facilitator/broker of assistance? The implementation system proposed
 

assumes that all these approaches now operate in our programs. Mechanisms, therefore, need
 

to be responsive to all three approaches and the management, monitoring, auditing and reporting
 

svstems need to reflect the various resDonsibilities under all three approaches.
 

W 	 Direct Assistance: Where USAID staff is providing direct assistance to a government
 

or private entity - examples of direct assistance are policy dialogue carried out between
 

USAID staff and the host country government, or working with indigenous groups to
 

form an association which later applies for assistance through the USAID program.
 

* 	 Procurement: Procurement, in its broadest senre, describes the indirect assistance path, 

i.e., 	working through intermediaries. The pr-.urement process will be de-linearized, 
of strategy andi.e., procurement processing wil move in tandem with development 

continue through subsequent stages, rather than waiting until the implementation stage 

to start. For e:ample, Mission staff should be starting to work with their contract officer 

on a propos ed acquisition as soon as the Operational Resource Plan is approved. 

USAID/WResponsibility for procurements wi lie with the field as much as possible. 

will put in place large IQC or requirements-type contacts to meet common needs, but 

Missions will execute delivery orders directly with the contractor, and will have the 

option of separate contracting if desired. More contracts will be performance-based, and 

contractors and grantees may be pre-qualified, with records of past performance available 

to all Missions. 

0 Partnering: By working as a partner with other entities, for example other USG
 
USAID can leverage
agencies, PVOs, firms in the private sector, and other donors, 

additional resources and technical expertise to more effectively and efficiently achieve 

common objecti. es. These would not be standard procurement actions, but rather the 

utilization of resources in tandem with others who are working in the same area and who 

can use our support in one form or another to further that work. Additionally, USAID 

may be in a position to broker assistance by partnering aid requestors with others in the 

development community who may be better able to provide the assistance requested. 

Section II of the report discusses the implicaz'ons of the new system- for procurementin-somne

detail. Key aspects bear repetition here: 

pro,-c:s (much the same as is discussed for earlyde-linmrizing t. c p;2ocurement 
d-veiopmen: of "-.2 \Vnric P!-n ,' design dc':uments above) and involving the 

cont-acin" c'2:cr as a aember of uhe and desigr. teaqm.--	 Diannin 
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greater use of several forms of performance-based contracts instead of level-of-effort 
contract vehicles; 

* 	 greater use of demand-driven procurement mechanisms to enable the field to secure pre
contracted assistance on an as-needed basis; and 

* 	 prequalification of potential contractors/grantees, so that both Missions and USA IDIW 
will be able to acquire services more quickly and with more assurance that the contractor 
will provide quality services. 

Monitoring and Auditing. Monitoring takes two forms, implementation monitoring and results 
monitoring. Implementation monitoring tracks inputs, outputs and milestones, and is focussed 
on contractor/grantee performance in terms of meeting contract/grant requirements. As these 
events occur, they will be recorded directly in the Work Plan. Results monitoring is addressed
initially in the country strategic plan (which includes a results monitoring plan along with 
indicators and benchmarks), and then annually in the Operational Plan (in which results are 
reported). Results monitoring is focussed on the achievement of outcomes and objectives.
Activities Yield results, which lead to the achievement of program outcomes and in turn to the 
achievement of strategic objectives. Results are measured and monitored through a series of 
indicators ar against a set of benchmarks. 

Streamlining all the preceding steps should free up both field and NWashington staff, as well as

local counterparts, to devote much more time to monitoring and assuring that the desired results
 
are being achieved. This includes staying in touch with the end 
users to ensure their needs are
 
being met. Monitoring results are constantly fed back into adjustments to the Work Plan,

allowing reprogramming of resources if a given activity is not working.
 

While the system proposed here concentrates project manager time on designing and monitoring

for results, there is still a need to track inputs, i.e., what kind of system will we use to monitor
 
the delivery of US-financed goods and services. While implementation monitoring will focus 
on assuring that grantees and contractors delivered the goods and services as required, a separate

audit function should be defined that assures that USG requirements for procuring, shipping, on
site management etc. are followed. 
 The audit function should be in-house and should be seen
 
as part of the team managing USAID's resources. The Transition Plan calls for a better
 
definition of audit roles in the financial management reforms as well as the IG.
 

Assess hpact. This is distinguished from monitoring in that it is not continuous, but occurs at
scheduled intervals, and it looks at whether program outcomes are being achieved, attempts to 
ascertain whether USAID's intervention has been a significant factor in achieving program
outcomeS. and anaJv-s xiieher the progra,,m outcomes are supporting achievement of the
 

-t=C2icoTecUves...\s wiW monitoning, results are fed back into adjustments to the Operational
 
and Work Plans. 
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OF IlE NEW SYSTEMIII. IMPLICATIONS 

The new process described above
 

has numerous implications for the
 

way in which USAID does
 

business. Some of these
 
are cultural or	 Cultural Implicationsimplicationsor anzaio ohes reOperational im.rplicrtonsal 

others are - Evaluaton /. - Panershlpsorganizational; 
- End User Focusoperational, i.e., process oriented. - Financial Management 


Te~se inthrlocking implications are - SystemaiReportlng - Teamwork
 
Empowerment
- Procua....discussed in this section. - Accountability 

Operational Implications 

Onganlztlonal Role Imnfleaons 

Evaluation. Results-orientation is - Global Bureau
 
system. The - Regional Bureaus
the heart of the new

focus on results begins with the - ENI Bureau 
-Inspector General 

identification of strategic - WashIngton staff Ingeneral 
objectives and permeates every 

subsequent step of planning, 
implementation, monitoring and 

evaluation. USAID has done considerable work in this area over the past six years, beginning 

Development Fund for Africa, andwith pioneering work in the Africa region under the 
As of June 1993, USAID) reported over 180expanding Agency-wide under the PRISM project. 

with over 500 program outcomes defined tostrategic objectives in 94 Missions and offices, 

measure results. 

The current system is not universal, and it does notHowever, more work remains to be done. 

provide USAID the capability to compare results across countries, or to aggregate individual 

Present Agency procedures evolved during the era ofcountry statistics to assess global trends. 
that necessarily led tocapital projects; projects were built from clearly defined building block, 

the desired outcome. We have not yet perfected a consistent framework for dealing with a world 

and USAID is one player among many, only paniaily
in which results are harder to measure, 

Finally, since the Agency is committed to achievingresponsible for a given program outcome. 
country and central activities have to fit into the results evaluationresults on a global basis, 

framework. 

From an analytical prspective, there are some incompatibilities between the PRISM objective 

•e me..hodology and the o!der, logical famework ('Log Frame) system still in use in the 

.gency. 	 Questions such as whether - or how - a single activit- should be ass ted with more 

or stratecic obiecve,,or whether USAID needs to have a set of
""an one prograrm outzome 
,.:ancad . casurcs for aijclient countries (even ifwe have no strategic objective in that area for 

'a,,n.e. In addiuon, d:.i'-sions must be made as to whchcr newcor,idc.::tion. 
!ur e,:,- ic.: ca--- of benefit sustunamlitv, that cut across

:.Cicaor ouid be dc,.: 'o. 
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program outcome or strategic
objective lineIs.IPR SLo Frm 

PIn order to construct a rigorously RIS 
results-oriented system, these and rogram Goal : Program or
related issues need to be resolved. Sector Goal 
The resulting logical structure will 
represent 
principle 

the 
for 

basic organizing 
all operational, 

Strategic 
Objective 

Goal 

budgeting, accounting, and 
management reporting systems. 
This will be a key focus of the 
Business Area Analysis project(s) 
which follow this reengineering 

Program 
Outcome 

Purpose/EOPS 

O p
O 

exercise. ctivities 
Activities 

Financial Management, The reengineered operations process supports the Administration's effortto shift the focus of Congressional authorization of foreign aid from input measures and controlsto results. This means that the funds classification structures for both the accounting andbudgeting systems have to conform to this new approach. It is no longer sensible to budgetaccording to one set of account structures, and then to control spending according to another.The AWACS system, now under development, will need to reflect the new logical structure,discussed in the preceding paragraph. Similarly, the Budgeting BAA now underway will need 
to adopt this same structure. 

The new operations system also has empowerment as one of its coe tenets. In the financialmanagement context, empowerment has several implications. First of all, it means that theauthority to determine spending requirements and to act on those determinations rests with thoseclosest to, and responsible for meeting the development objective. This means allocating nearlyall funds to the field. USAID has a long-standing commitment to in-country presence as thebasis of its development program. With the new Administration's emphasis on broadparticipation with host country nationals in our development efforts, and on *-aving a flexible,results-oriented system, nit longer makes seneto have large central projects controlled byWashington staff and sometimes run in countries without the Mission's involvement or interest.The new-budgeing system-wilpridea means o reconcile all of the competing interests indeciding what strategy to pursue for a country. Once this is done, those strategies should bemanaged and cbntrolled by the people on the ground, if we are serious about achieving results. 

Secondly, empowerment means having sufficient authority to be flexible to adapt rapidly tochanging circumstances, to cancel projects or activities that are not achieving the desired results
and apply the funds to more productive inter'entions. This means that funds should nolongerbe authorized or controlled at the project level: mather. .t dun a strateoic obLctil the Mission 
must be fre- to divert fundsfrom one actiVitv to anodL -ithout further approvals fromashington. Because straTCeic obeCCtives probably to anco.-egsond \gency-wide Imperative 
(e.c., a Congressional f-rmark). centalmome conr:t il be nc-_es-u-v if : e Mission 
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one stratcgic objective to another in a givendctcrincs that it makes sense to divert funds from 


cTar.
 
J4 

The new operational system is highly dependent on the Agency having, a, single, modem, 

in'cgIe t'- dCE'diint1 g..ymrn M hboF-the bLame--for the- -xisting- ---umbersome+ control -

procedures an be attributed to the fact that USAIW and the Missions had separate systems, 
no,with about 4-4 Missions operating accounting systems and another 60 some Missions having 

."vstems of their own to keep track of the millions of do~lars they spend each year. With non

integrated systems, funds movement was extremely cumbersome, with faxes and cables 

allocating money to the field and then back to Washington to execute a purchase order against 

aWashington-based contract: With a single, integratd accounting system, funds movemeat 

ceases to be an issue, permitting empowerment of the Missions with no attendant loss in 

efficiency. 

The new system will also change the role of the Controller. Today, due to inadequacies of the 
cancurrent system, Controllers need to sign off on any funding action, because only they 

determine if funds are available in the proper account. With a modem system, the staff person 

executing a PIO/T in the automated procurement system will automatically record the reservation 
in the accounting system, or be advised that there are insufficient funds. The new accounting 

assystem will also provide sophisticated, user-friendly analysis tools to look at issues such 

pipeline, wiLch currently take professional accountants days to come up with. Controllers will 

have a gr-ater opportunity to apply their expertise to financial management issues and to assist 

implementation teams in effectively managing their resources. 

We have already discussed the need for a single integratedInformation Systems and Reoortny. 
accounting system, structured around an' objective and results-based logical framework. The 

suite of systems needed to implement the new operations process should be seamless to the user, 
i.e., an event such as a co a recrded in the procurementcstem autimally 

upoatg the financial system and the work plan. The notion of empowerment means ta-i-far 
fewer sign-offs will be needed, but where needed, these can be done elet *Rniclly, iminating 

movement of paper through a succession of officials, often separated geographically.thephysic 

MoQst orn Jh=t,-+ b:access to data. Currently, Missions are over-burdened 

vith requests, from USAIDIW for information, often for information already available in 
occupied with requesting data fromWashington. A considerable part of the Washington staff is. 

hI.e field, rekeyigdata from one system to another, comparing and reconciling data from 
di t, and m._._" gda_ o.pmsentafionto higher management. An independent 

_..St/nefitaalysis conducted on the ISP estimated-that savings-du.-to-ivdueing these activits 
once the ISP ipielly~rmplemctedw total S255 million over seven years.-Obviously-h -

,oints to a need for fewer staff in USAID[W once the reengineered systems are i place. 

-sing the integrated systems being developed under the ISP, paicipants in deVelopment 
.,vtes at whaiver iocaion would be able to access current information on the status of 

results. L..ms of Mission anaoWashington staffSa-ies. finances, and Thisis key to enabling 
.- ' ",work....v to-,,ether. For exampic. 'work pans could be updau~d _yosc with 

0~7:io O~ c t plan, but rtzd-accZ to the "cna wouid-es be available to all tcr 
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members and other interested 
par-ties. User-fricndly query and 
reporting tools will enable staff 
and managers extract ,.,A,, ,,f,,,, ,,,to and 4 ,, 
format the information they are 
interested in. The continuous 
availability of status information, 
and in particular, data on results 
being achieved, will alter how we 
view periodic review and 
reporting. Reporting, such as 
envisioned in the Operational 
Plan, would be.driven by the need 
to examine and analyze what is 
happening, rather than to simply 
discover and report what is 
happening. 

Integrated systems and on-line
 
to
communications are necessary, but not sufficient conditions permit the kind of changes 

discussed above. Technology can enable, but will not by itself create, the kind of cooperative 

approach to shared information, teamwork, and reduced reporting reqirements that will reflect
 

a truly reinvented USkID. Training and cultural changes wiU be necessary to realize the full
 

benefits that technology and the new operations approach offer.
 

The notion of shared data can be extended to USAID's counterparts as a means of enhancing 

cooperation and participatio.t. The new operations pro-ezss envisions sharing data with host 

country governments, as well as intermediaries such as contractors and grantees. This will 

require some special securit: precautions - Federal law and common sense prohibit granting 

unrestricted access to USAID systems to outsiders. However, selected data (e.g., results data, 

work plans) can be made available on a separate computer which can be accessed from outside 

USAID without comprormising the rest of the network. 

Procurement, USAID relies on a variety of procurement mechanisms to achieve a large part of 

its development program. The new operations process envisions a number of significant changes 

to make procurement faster, simpler, more responsive to the needs of the field, and more 

performance-oriented. These changes include delinearizing the procurement process, teamwork, 

demand-driven procurement mechanisms, performance-based contracts, and pre-qualification of 

gran teescon tractors. 

[)e-Linarized Prncurement. A number of steps in the procurement process can be taken 

much ea.rhez than is the rule today. By ta."i__, these steps in parallel with the 
be,'een approved strategy/funding anddevelopment of s-ategy and design. the gap

a'varo c-an be siun,)fic.,, shorten d. Under the cur.ent sstem, the procurement process 

:", does ben,unul .,. le..........no ' ,-m- dc::- ss iscom d d funds are
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approvedlobligated. It is only then that advertising, Statement of Work (SOW) 

preparation, preparation of the RFP, etc. begin. This results in months of lost time. 

a number of steps in the procurement process -In de-linearized procurement, 
advertising, SOW preparation, RFP preparation, issuance of the RFP, and even receipt 

of offers - can be done in parallel with the development of strategy and design. In the 

new system, a team engaged in developing the operational plan for a particular strategic 

objective, can also be advertising, developing SOWs and RFPs, engaging in dialogue 

with potential grantees, etc. Thus, when funds are actually allocated/obligated, contracts 

or grants can be awarded, and assistance can begin to be deivered with very little delay. 

is central to all aspects of the new operational
S 	 Procurement Teamwork. Teamwork 

process, with procurement no exception. The contracting officer should be part of the 

strategic objective team, advising on the most effective contracting mechanisms at the 

time plans are formulated, and working with team members to define the requirements 

in a contractible form, and ensuring that the contract resources are brought on line in a 
timely fashion. 

Under the current system, teamwork between procurement officers and project managers 
Contracting specialists frequently have no input in the designand planners is poor. 

Asprocess until the procurement mode (decision to use a contract or grant mechanism) 

chosen and design is completed. At this !:.te stage, contracting specialists may have to 

identzfy errors in the choice of procurement mode or design, meet with the designers 

(usually in several sessions), and correct the procurement mode or transform the original 

design into a contractible SOW. In addition, working relations between contracting and 

development staff become strained and ultimately unproductive. The development staff 

feel that their SOW is under attack and see contracting staff's demands for changes as 

unnecessarily delaying the achievement of the development objectives. Contracting staff, 

on the other hand, see their colleagues' reluctance to invest time in choosing the proper 

procurement instrument or crafting a solidly contractible SOW as penny-wise and pound

foolish, i.e., making the process vulnerable to much greater delays (due to solicitation 

amendments, protests, etc.) further along in the procurement process. This strained 

relationship leads to an 'us vs. them" mcnitaLity, generating behavior counterproductive 

to achieving the end product. 

In de-linearized procurement, teamwork dictates that staff work together from the start 

so that the procurement mode (contract or grant) is determined_ appropriately and the 

finally designed requirement, e.g., the SOW, is-a-jointly-crafted-product. Thus, in 

addition to satisfying the technical requirement, the SOW is also solidly contracible,-and
can be implemented in a much shorter time-frame. 

isDe.and.D'-.'n Prrc-urement Mechanisrn.5, While no one procurement mechanism 

considerc a Danacen for USAID's future, the Indefinite Quantity Contract (IQC) and the 

u.mii" R.:remeus ta,pe of contact are propos,.d as dominant mechanisms for the 

future. 2 Lhc' make i, possible to quic, d anfire technical assistancead acowre 
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(TA), these mechanisms are consistent with the tenets of empowered country teams, 
improved accountability and customer iocus. 

These contracts would result from dialogue among Missions and central/regional bureaus 
on what types ofI rvices are needed the three fiveover next to years. The
centralregional bureaus would take the lead in putting these contrs in place, based on
input solicited from the field. Such contracts would require only minimum up-frontfunding - i.e., these would not be centrally funded contracts. Once in place, the 
contracts would be demand-driven and directly accessed by the Missions with their own
budget resources. Missions would be empowered to electronically issue their ownDelivery Orders and be held accountable for managing the assistance or delivery of 
goods. 

The contracts envisioned would be very flexible: The current 120-day and $250,000
maximums would no longer apply. Both short and long term TA would be available 
under these contracts. 

Buy-In contacts would be used far less frequently in the new system, replaced by the
IQCs and requirements contracts described above, which, unlike the current Buy-In
contracts, would allow Missions direct access to contractors and would not be tied to
centrally funded/managed core contracts. Core contracts could continue to be used tomaintain a stable of technical expertise and leadership in a particular area. Other
mechanisms to help the agency maintain its technical leadership include PSCs or limited
appointments, funds for Direct Hire technician travel, etc.contracts for research, 

~Pbrf'rnce-Based Conrcting. Under the new system, there will be a system ofindicators for measuring results towards established objectives. USAID's contracting and
grant-making should reflect this emphasis on results. Fixed price, fixed price incentive,
and cost plus incentive fee and award fee contracts should be used more often. These
provide for a higher level of accountability for results than has been provided by cost
plus-fixed-fee contracts. Similarly, wherever possible USAID should structure grant
programs so that periormance objectives are clearly identified, as well as the means by
whLh progress will be measured. 
 These changes will require standards for evaluating
performance, and systems to track evaluations - particularly on IQC-type contracts
 
where each country team wil evaluate its individual tasks.
 

Takng the performance emphasis a step further,-SOWs could be performance-based,giving firms the ability to compete the design approach as well as the cost. USAID, bynot dictating the design, would promote more innovation and greater competition. (Note
that this is not a two part de:sign and perform contract, as in the "DAP"and "DAD' 
contracts: but a single contract to implement the acc.-Dted design, i.e. the proposal of the
'.'inning offeror). !nsuch c.ss, IJSAD may be able to go directly from Strategy
RFP Issuance. For exarple, once USAID idennfie the outcomelresults desired under

to 

a .;"nicular s.-a::eCc ob 'ecve.an RFP can be issu,.d requesting offerors to: show howthle; would achie'e the outcomeresults. des:- the milestones they would hold
accour-l I-)!"alonq i:-,e cost-containment mcasures they 
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would'sclf-imposC, describe what it would cost, and the profit the offeror would give up 

if it did not reach milestones or deliver the final outcome. 

scopes of 
"I'he key to doing performance ba-ed contracting is writing performance based 

work. Training will be necessary to help USAID staff make the shift away from the 

inputs to the outcome focus of perormance-based
level-of-effort contracts' focus on 

contracts. 

CateC/oltrctZs Prequalificatlon can reduce overal
Prenudification of Potential 

,currently about 40 per cent of the processingFor gmprocurement processing time. 
me for grants is consumed in determining whether the grantee has adequate- financial 

systems, travel procedures, etc. This 
systems, procurementresources, accounting 

determination is required each time a new grant is made, regardless of how many grants 

the particular grantee may currently have in effect or how
# 

many times in the same period 

it was determined to be a responsible grantee. 

If USAID/W acted as the central review point for U.S. PVOs and, upon review of each 

PVO's financial, accounting and other procedures, could 'pre-qualify" a U.S. PVO for 

a set period of time (two years?) this would enable any Grant Officer to process a grant 

Both USAID and the grantees
with that PVO without having to repeat the same process. 


would reap savings in time and paperwork. Similar, though smaller savings could be
 

NGOs being pre
a similar process at the country level with local

achieved through 

qualified by a Mission for a set period of time.
 

Potential rontactors could be pre-qualified in terms of a 'short list" of firms for USAID
 
RFPs could be issued 

requirements in, for example, the health sector in Latin America. 

After the initial prequalification process, savings would 
directly to the short-listed firms. 

and less 

as a result of both empowerment and technological change. 

be in shortened advertising time, shortened proposal preparation times 

paperwork. 

Underlying all of these changes are increases in efficiency through reducing the number of 
If. 

actions and internal hand-offs 
can be made at the strategic level,, then

the new system, obligationsas proposed under 
contracts/grants can be incrementally funded once a year instead of many times over the course 

etc.) that are 
of a year. Working on the basis of electronic documents (on-line PIG/Ts, 

completed/cleared off by various offices by computer entry will make processing much faster 

than the current system which is dependent on moving hard copies for sequential signatures from 

office to office. 

Delivery Orders under IQC contracts will eliminate a 
Giving Missions the authority to issue 

system generally requiresimprove accountability. The current
h,_..ndoff (to USAID/W) and 

,'rough USAID/W who issue delivery orders and send copies to the 
Missions tv access IQCs 

Missions. Conract -ana2cmctr accountabilit, is made difficult because the issuing CO is in 
is to ensure that: ason USAID/W is involvt

USAID.tW and the COTP.is ove- cs.The 1--u1 
and c-renV. only 1_SEAIDW is able to -rack tne accounung

-a:...2's aeZ.1(nt .... 
these co.r aCt5 is available 

"ca :,owcvcr. once accoun!ing ,_-_ _nd"
:n-ier "-
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worldwide (through AWACS or other systems), Missions should be able to track the accounting,have their own on-site CO issue the delivery order, aud manage the contract performance. 

To accomplish the changes discussed in this section, the Agency will have to make a numberof adjustments in the areas of procurement workloads, procurement staffing, and the warrantingof that staff. Procurement managers must be able to schedule time to work on steps related tofuture planned activities as well as time to carry out present day activities. Unfortunately, inUSAID/W and many Missions, (particularly, the REDSOs and others where Contracting Officerzare serving several Missions), heavy workloads result in procurement managers having barelyenough time for present day activities. The recent emphasis on procurement planning and otherreforms to streamline the process should help, as will st'ffing up the procurement function toits authorized level. In addition, giving that staff (particularly at the mid-level) more warrantsshould help make the workload more manageable. Finally, USAID should seek a ClassDeviation from the requirement to separately justify each requirement for Advisory andAssistance Services. This would result in savings of time and paperwork. 

Implementing these changes to the procurement process will have implications for theinformation systems which will support procurement. First of all, the notion of delinearized(i.e., concurrent or overlapping) processes will be highly dependent on on-line infor, iatio isystems where procurement requirexnents can be brought to the attention of the contractingofficer as soon as they are identified in the Operational Resource Planning process, and he/shecan work cooperatively with the implementation team through the Work Plan and design phases.Similarly, electronic systems should facilitate Missions directly issuing tasks to Washington
based IQC contracts. 

Secondly, the use of performance-based contracts will entail capturing and tracking informationthat is not normally tracked in the procurement process today. This includes specification ofoutputs and outcomes expected, evaluations of their suitability/quality, and fee determinationsbased on the level of performance. (While these represent new information items that need tobe tracked, greater reliance on true performance-based contracts could actually eliminate someother onerous requirements: namely, requiring overseas project officers to approve monthlyvouchers for hours billed to USAID/W. If the performance-based contract actually stipulates
that USAfl) will pay only upon successful accomplishment of results, information on results can
be recorded in the information system, and this becomes authorization for payment, eliminating

the voucher problem.)
 

Thirdly, taking the notion of performance tracking one step further, the new system envisions
having a'vailable data on range
a wide of contractors/grantees. This would include--pastperformance history on organizations that have already done work for USAID, as well asmaintaining data on contractors/grantecs who would be prequalified for USAD contracts.Preqcualificabon would speed the issuance of contracts, and reduce the repetitive and timeconsuming audit requirements for grantees. Performance data would allow the project officer!7.' "c field to discover where e.!sc that contractor has done work in the Aency, how well it wasdone, and who could be contacted for a reference. This would require revi sion to the currentrpronibinon on rec.-ording an2d mantainn p,,.-orrmance d on con-nac:rors. 
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()Oralizltional Rol-es and Structure 

Agency's reorganization plan as
USAID's reengineered operations system fits within the 

The new system does not require changes
presen'cd in the notice distributed October 1,1993. 


in bureaus' functions nor in cerl1 responsibilities. It does, however, have implications for how
 

individual bureaus perform their respective functions. Significant adjustments will be required
 

in the Global Bureau, particularly in light of the recommended shifting of responsibility for most 

activities to the field. Far less adjustment in at lease three of the four regional bureaus will be 

required to adapt to the new approach. Decisions about ENI's operations processes require
 

that of the program's political environment and

consideration in a somewhat different light, 


general low levels of staff in the field.
 

The Global Bureau has four major functions:Global Bureau, 

* provides technical advice and support to other bureaus, offices and field missions; 

sponsors research (including operational research) in areas relevant to Agency goals;* 

• designs and manages activities that address global issues; and 

performs technical leadership role in fields which are of interest to the Agency. 

to support the fulfillment of Global's functions.
A variety of mechanisms will work together 

Global staff, including direct hires, RSSAs, PSCs and limited term appointments, will provide 

to other bureaus and to Missions, and will draw on Global-negotiated and
technical leadership 

to help maintain the level of expertise (i.e., a "stable' of experts)
managed contracts/grants 

to perform the leadership role. (Some core commodity procurement contracts, e.g.,required 
for family planning devices, also may be appropriate.) In addition, staff will manage programs 

focussed on global issues and research problems. For these purposes, Global must have 

sufficient OE and prograrn funds. 

the capacity of Global staff, additional
Because the demand for field support will far exceed 

contract/grant mechanisms will be put into place by Global which will allow direct access by 

the OYB process will be utilized by thoseto Missions throughMissions. Funds allocated 
Missions directly to obtain the required services through these mechanisms. These may include 

requirement-type contracts as well as mechanisms allowing more complex, separately negotiated 

or grants, and will replace components of existing core contracts whereby Global is 
contracts 

well as for -relatie cottm gani management.
responsible for country- specific obligations as 

This shift is in keeping with the following principles which are important to a fid-baseid 

system: 

the design and provision of services is demand driven by requirements determined in the 

field. .vith tchnicaI gtuidance provided by USAJDW; 

he ::Jc , u:1 u o i:nz!ur:S 'rvice-IscontrocK'"Id by the field: and 
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supervision and implementation of contracts/granLs for country-specific activities is the 
responsibility of the field. 

A key feature of the new operations system, teamwork, should allow Global to spend more time 
being involved substantively with Mission programs and less time doing contract/grant 
paperwork. Throughout the process of planning, design, implementation and evaluation, 
teamwork will be a key feature. Global's staff will be members of country teams and will be 
involved with country programs at all stages, providing key input and world-wide experience, 
and will represent technical components of those programs in USAID/W. In this way, Global 
will keep abreast of progress in the field, and will monitor country experiences which can guide
future efforts in a specific country or elsewhere. For this to work, sufficient OE should be 
available in particular for staff travel. 

Regional Bureaus. The reengineered operations system will have the most impact on regional 
bureaus (see separate ENI discussion below) in the area of project reviews. No longer will 
bureaus review project and nonproject assistance proposals, but instead will focus reviews on 
country program objectives and results. With respect to providing services through a regional 
project, where a regional bureau manages a service delivery mechanism for country-specific 
activities, the above discussion about the Global Bureau and the delivery of services through
contract/grant mechanisms also would apply, i.e., the provision and delivery of services would 
be field-driven and field-supervised. In other areas, the role of regional bureaus will be similar 
to that defined in the reorganization plan. 

Europe and New Independent States Bureau, ENI operates in an environment which is more 
politically-driven and less field-staffed than what is true for the Agency generally. Rather than
 
identifying objectives, it has focussed on identifying the technical requirements of the region in
 
specific programmatic areas, e.g., privatization, and then meeting those requirements through
 
centrally managed contracts which field staff can utilize. The defining of country-level strategies
 
has only just begun, but now is taking on a higher priority, as is a process for monitoring and
 
documenting results.
 

The proposed new operations system highlights responsibility and authority for decision-making 
at the field level, as well as programs designed toward meeting development objectives and 
outcomes. As ENI moves toward an objective-based system, rather than a system designed 
primarily to meet technical requirements, its programming approach should adap! to the new 
system. With this change, a major issue is whether large, centrally obligated and managed 
contracts provide the appropriate environment for sustainable development in which participation
and field-level deterrminations prevail. The extent to which EMNI processes include and encourage 
host country participation and allow for field-driven flexibility in the programming of funds is 
important to determine, as are the constraints imposed by political imperatives and staffing 
levels. Along with approval of the new operations system mfere should be a decision to review 
EN! processes in order to resolve apparent differences between its processes and those of the 
new system. 
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The role 	of the Office of the Inspector General in the new 
!)fficC of the insix-ctor (;cnea.,, 


system is critical to the success of reengineering. While the traditional role of the IG involved
 

pnimarily assuring the integrity of USAID's procedures and the security of its funds, there is
 

performance audits, i.e., looking at whether the 
increasing Lmphasis in the IG community on 

A recent worldwide cable, jointly authored 
Agency achieved the results it set out to achieve. 


role. The President's Council on ,tegrity and
 
by the 	IG ,nd PPC discussed this evolving 

for IGs) 	 is developing new guidelines for IGs vis-a-vis 
Efficiency (the coordinating body 

on results as highlighted in the
in response to the government-wide focusperformance audits, 

Once this guidance is issued, further discussions will 
Government Performance and Results Act. 

measuring results in the reengineered operations
be needFd to claify the role of the !G Ln 

system-. 

the new system's attempts to streamline documentationwithA related issue has to do 
what required communicate necessary

requirements by limiting documentation to is to 

information to team members, management, and USAID's counterparts. Some agreement needs 

as to the extent to which documentation beyond what 
to be reached with the Inspector General 


is required for communications purposes as described above is necessary to satisfy audit needs.
 

Finally, 	one of the most significant implications is that there will be 
Washington Staff Roles, If we 
major changes in the work done by Washington staff if we actually empower the field. 

truly believe our precept of in-country presence being USAID's comparative advantage, then we 

need to put the responsibility and authority (and accountability) there. This should translate into 

as asking Missions for infornation, running 
a reduction in Washington-based activities such 


programslprojects from headquarters instead of in the field where development actually occurs,
 
Mission 	 decision documents.and approving activity-leveland most importantly, reviewing 

Similarly, on the administrative side of the Agency, streamlining of Federal and USAJD 

and new, integrated computer systems should significantly reduce 
regulations and procedures, 

the numbers of staff performing administrative work. These savings can be used in two ways:
 

* 	 strengthening the field support and analytical roles in USAID/W; and/or, 

- where 	our customers are and where development takes 
* 	 shifting some staff to the field 

place. 

Both of 	these options will need to be explored as streamlining and reengineering begin to pay 

dividends. 

Cultural Implica 

as some 	of these operational and organizational implications are,
As complex and far-reaching 
in many 	respects they will not be as difficult to deal with as the cultural implications of the new 

USAID has committed itself to fundamental reform, - to reengineering the Agency into 
system. 

a high-performance. result-driven organization that can respond effectively to global challenges
 

To succeed, the "organizatiornal
and successfullv encourage sustainable economic develemet. 

must sup.or- these same objectuves. Tne following high-level tenets are 
cuiture" of the A2ency 

at t,,Coreot -,ho-n,,-. o,.rano,.s systems and p.-i.u:& 3LT AVt , ,oVMT 
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* 	 Promoting stability in developing countries is an important foreign policy objective for 
the Unrt States. and stability can be promoted by employing policies that promote 
democmc: and sustainable development: 

* 	 Maint-Zig effective partnerships with host-country governments and intermediaries is 
essential -with the NGOs, PVOs and other local community groups in particular being 
viewedzs full counterparts and cooperators; 

* 	 The eni .sers in the developing countries are our customers, and their active 
involvcit and participation is essential in every step of the development process; 

* 	 Teamk and empowerment of USAID employees is to be promoted and supported; 
and, 

* 	 The Aey is to be results-driven rather than rule-driven, with emphasis placed on 
accotiuambity and demonstrating the achievement of objectives. 

USAID reaazional Values. In order to work by these tenets, the values of the organization 
have to chang. "These are discussed under speca fic headings below. 

* Encowraging Partnerships. 
Maintaizg and promoting effective 
parm bips with host country 
govenmts, intermediaries, NGOs 
and d-mtrs is critical for achieving 
sustainbi development. One of the 
basic biefs of reengineering is that 
the hcmt . country governments and 
local imrnmediaries are our partners 
and no *st recipients of assistance. 
Experience has shown that 
development assistance works best 
when itccontributes to efforts that people in the recipient society are already attempting 
to carry out and when it fully takes into account the priorities and values of affected 
groups. The efficiency of this approach is demonstated when one considers the degree 
of conxus and involvement that a government or local entity must count on to carry 
out and sastain changes in policy or development programs. Therefore a partnership 
relationship is needed: one which focuses on building the local capacity so that in time 
the host countries will be equipped to handle their own problems and engage in 
;ustainable deveiooment without the assistance of outside donors. 

Another Seilef of tuIe ren.incnmd system is mat mne .'Vos are our parners not simplv 
upiier of .sLs'S ance. This SYStem caiis for pmrcncinz a true partnership w'ith 

indigenous and A.mencan or internauonal PVOs tnat collaborate with us in providing 
u..'V9oD=1n; Urar -. ,C ssm will encourage V.111u,-afl s'2nlce. 	 pTmrmcrship 
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those PVY1s that are committed to strengthening inlstitutions. building capacities and 
means that we wilte tossciety.Ourparmership-'enabling end-uscrsin theTrcp 

will work together in wavs that reflect our 	complmentary
our pariers' views 	 and 


we will work on strengthening indigenouls institutions and building

strengths. Together 


local capacity so that local communities can sustain the development activities initiated
 

'with the donors.
 

not competitors.Simlary,,the reengine~d system will treat other donors as partners, 
as in 

This wil call for grea= coordination of efforts, both in the field as well 


In order to lverage our assistance more effectively, we need to play an
 
USAJDIW. 

even greater role in cooidinating our efforts with other donors both in economic policy
 

reform area as well as in implementation of programs and activities at the field level.
 

Enabling End Users. Th end user of development assistance is our true customer. We
 

define our customers to be host country nationals targeted to receive. services, products,
 

It has been shown that broad access by people to

and information funded by USAID. 

their country's economy,.nd participation in their society's decision making processes
 

the first steps in the democratization are essential to sustain.'i development and are 
results process. In addition, "SAID's assistance will more likely lead to if our
 

relevant to people's sustainable needs.
development programs a 

The reengineered operatwns system emphasizes participation in all relevant steps in the
 
be responsible for
 

process. The local coutmrparts will be members of teams who wivl 


developing country strategies, defining operational plans, and designing, implementing
 

monitoring and evaluating activities. This will require cultural changes for many in 
more time listening 	and

USAID and wil mean that mission staff will 	need to spend 

In addition, surveys will be conducted to


collaborating with end-urs and counterparts. 
USAID .funded ,services andlevel of satisfaction withassess needs as well as the 

to assess needs and 	effectiveness of USA[D
products. The use 	of =stomer surveys 

nv skills in designing and conducting surveys, and analyzing
programs will require 


In addition, increasd contact with and input from our customers is likely, in some

data. 
instances, to mean that Y. hear negative, or conflicting feedback from our customers and
 

us to have to continually reconsider our activities, and
 
counterparts. This 	will cause 
adjust them to try to maximize customer satisfaction and at the same time achieve our 

development objectives. 

means that all members-of-the Agency plus hostAppreciating Teamwork. Teamwork 
countr nationals will work collabonatively in self-managed, teams to plan. cotmtry 

strategies, implement country programs and monitor and evaluate country performance 

:o achieve country-level results in furtherance of USA.ID's global goals. 

will be :o promote an integrated approach to 
e bictive( o' this tem_,nvork concept 

.ddrcsin2 sus:,iirable development issues w.hich trnscend USAID's traditional functional
 

.e..s. This .-)proach to achieving rcsult s a wiiligness to move beyond
 

to combine ideas from unconnited sources. ro _ problems in

•onventInal widom. 
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his ,way is to s,e them as wholes, related to larger wholes, thus challenging established 

practices and embracing change. .. 

The reengineered system built on integrative teamwork will have to reduce conflict and 
isolation between Missions and USAID/W and different parts of USAIDIW, create 
mechanisms for exchange of information and new ideas across the Agency, ensure that 
multiple perspectives will be taken into account in discussions, and provide coherence 
and direction to the whole Agency. 

* 	 Empowering Managers. The reengineered system takes seriously the notion of 
empowerment (and its corollary, a:ccountability). For an effective, results-driven 
Agency, it is important to transform our culture by decentralizing authority. Approved 
country strategies empower Missions to choose the most effective activities to achieve 
those strategies, and to change them when things are not working right. The system will 
promote empowerment of managers and holding managers accountable at the sites where 
the need for services originates, instead of dispersing authority and accountability among 
other entities removed from the site. 

Empowering managers means giving them the authority and the responsibility to make 
decisions. It also means liberating the employees from the cumbersome burden of over
regulation and central control. Part of it hinges on creating new incentives to accomplisn 
more through team work and being customer focused. And part of it depends on 
empowering employees to use their judgement, supporting them with the tools and 
training they need, and holding them accountable for producing results. Managers ought 
to be able to make good business decisions by judging whether an action is legal, ethical, 
the right thing to do, in keeping with the Agency's values, and one for which he/she is 
willing to be accountable. 

0 	 Supporting More Accountability. There are two kinds of accountability: one for 
results, and the other for prudent management of resources. USAID's new emphasis on 
results is in keeping with the direction the entire U.S. Government is moving (cf. the 
Government Performance and Results Act), but it raises significant problems. The 
fundamental problem is that USAID is in a high-risk business, and does not control all 
(or maybe even most) of the factors that determine success or failure in development. 
If despite best efforts, we fail to achieve our objective, what does this mean for the 
country program. or for the individuals involved? 

At the heart of the new notion of accountability for results is the idea of not penalizing 
failure. i.e.. he only sin isnot to recognize a problem and take steps to address it. This 
J-proacn. ;: it is s,.-ccessfully instilled, should foster petter results because the incentive 
:) continue a ... m"" succ. will N, gone.' nt is rot -in 

~~~~~~~~~.q .............lll . L .... W .
 

"c.Ct1~,C ~ .. ,.: L.......... .... ...-... :.• . m !c,,:u:ec:; on havin, f*:; 'errules
 
i'.udent n ,,,li.te.d " sni.... s will ,:S'.nt:ai for having an efrl-cient and 
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2mLumate busine.ss decisions, as ,.eil as having
they arz unnecessarv and block-.x.nere 

x;ii aiso icad to ,-'ino- a norc "lexible system.
•-.rer .rules. This 

Pmrnrte Valfue-. Foilowing n"re some of the tLecnniqu,.s which can be used to 
Fcn'e5 tO 


promote ,hese vaIus in the organizationai cuiture of USAID:
 

0 Comrnitment from Top Management to Change USAJLD's Culture. Given the 

signficance of the reforms. it will be important for senior management to be explicit in 

stating and displaying commitment and support for the stated values. This is a 

fundamental.aspect of cultural change. 

* Clear statement of USAID's Vision. A written statement of our vision, mission, and 

values is critcal to reengineering as it enables us to relate everyday actions to broader 

objectives. 

* Provide Training to Employees. Appropriate u-aining is essential to promote and 

develop skills reiated to the Agency's values and to maximize the impact of the new 

system. In mder to adopt a participatory and teamwork approach, it is necessary to 

provide tr=ing in technical, human relations, and management skills. For example, 

.ining n communicauon skills, nterpersona group participation, problem solving. 

negotiating skills, is cntcal for enabling empioyetes to work in USAID's new team work 

environment- Similariy, for a results driven Agency, training employees in statistics, 

:u,.vv,, ananalytical capability will be essential. In order to have a greater focus on 

customers, i.ining in sustainability of benefits, languages and local capacity building will 

be essential. In addition, through these training sessions, USAID can instill in its 

employees its mission, values and beliefs. 

* Provide Rewards. Incentives, and Promotions based on Results. Behavior change can 

best be reinftorcec- by providing rewards, incentives, and a system of promotion based 

on performa:nce. Inaddition, to encouraze technical leadership, we should reward and 

enable our technical employees to rise to the highest levels in USAID without changing 

professional cones. The new rewards system should be focused on the results achieved 

by teams, as well as the individual contributions by the team members. Managers should 

be accountable for ana evaluated on the achievement of program outcomes and strategic 

objectives. 
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TV. TRANS ITION PLAN...... 
-.--... 

Introduction 

Implementing the new, reengineered operations system involves a host of tasks that arise directly 
.rom the system defined by the Intensive Reengineering Team. However, the tasks by
themselves are not sufficient to effect a reengineered USAID. There is a much broader list of
tasks which must be accomplished in coordination with the new operations system in order to
truly change the way USAfl does business. These include related systems efforts under the
Agency's ISP, reform .efforts already underway, rewriting of guidance, redefinition of
organizational roles to support the new system, and training. The figure below illustrates one 
way to consider these changes, using the acronym MOST - Management, Operational, Social 
and Technology. 

This section first discusses
 
the direct implications of
 
the new reengineered *A"mmaeft t
 
system, and lays out the M ANAGEMENT "
 
actions which must take
 
place. Next., it discusses 
 -

the broader context of 
 ..
 
management reform in ERATIONAL
 
USAID, and provides 
 -- dm,,9m u,
milestones for that. The 

'2 

. ', "
 
target date for bringing . .. ." 
 -e 
these changes together in a .. ,,,-. .ms
reengineered USAID is -.£mg,=,s ,ak,,,mta -e
October, 1995. This is not OCIAL .
 
to say that there" wil be
 
nothing left to improve at
 
that date, nor that nothing 
 & An Amlys"
vii h.appen before that. TECH N-L IOGY.
 
Rawer, this is the date at TECHNOLOGY
 
which we can expect to
 
have implemented, 

- worldwide, those changes 
which, taken together, will 
substantially reform the way USAID conducts business. Naturally, such a plan has significant
resource implications, both in dollars and in staff time. These are discussed at the end of this
 
:- ;t~on.
 

ve-- t-fiiiieered Oper-utious System 

. hzn n) the %,xt p,-c !.,,s out th- .:eps "wv..nn directly out of,.thc Intensive 
. ...... ...... t .e '-. S o,'. t , _ siep-:.p, ,....... .. . . .,un. c'..-rlv the ccx)rdina.or . 
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with oter reform groups and systems projects. Pilot testing of the new process is proposed. 
T.his will not be piloting in the traditional sense where procedures and systems are fully 
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defied and developed, and the pilot is a means t test whether everything works all right beforeit is roiled out to then Anhere pilot Misons should bvieweda 
•- 4 to re -,experimental "Country Reinvention Labs', which will at'tempt to apply the new process to 

selected parts of their Operations, providing USA.JD/W the benefit of the innovative energies in 
the field. These experiments will provide feedback to the Reengineering Team even as systems

~_qa W_and processes are being further dJefined. T'his approach is dictated by. the short timeframe 
available to fully implement the new systems and procedures world-wide.,cw_-I 
A major focus of the Reengineering Team in the short term is to plan and conduct'a-uins 

*Area Analysis (BAA) project for the new Operations system. This was al'eady scheduled for':his year under the ISP, but the reengineerg effort gave specific focus and urgency to this 

effort. [Efforts a,-e underway to properly scope and structure this BAA project (or projects).
 
.., BAA',,, can te vie'.vd as a functional requirements anaysis. using: the rigorous analytcal

*methodologyv of [nformation Engineering to traslate the broadly defined process in,this report 

*::;:o dc,,aih.ti - mnodcls tha: spccify each process and subprc'ce'ss, andidenti;v and dcfine the data 
" .EST 
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:ned& for <ch prcess. These models then form the basis:fm which systems n be pidly 

generawd to support USAJD's reengineered business processes. 

As discussed in Section U, evaluaton is key to the new roengineered system. The Agency's 
PRISM project will need to be reexamined for consistency with the operaional model in this 
report, and for its ability to meet the requirements for cross-country comparisons and aggregate 
global indicators. The analytical stn. nire of strategic objective, program outcome, activity, etc. 
permeate all of the new operational system, and this will be an important focus of the BAA, 
as-W-U as of a number of follow-on projects listed on the preceding page. This will also form 
the bas of USAID's pilor program under the Government Performance and Results Act. 

Another important step will be revising the guidance provided to USAD) staff for programming 
and implementing assistance. While currently this is contained in USAID Handbooks I, 4, new 
draft guidance in the form of core directives has been developed over the past year by PPC. 
This new guidance must be adapted to reflect changes to procedures as they are developed 
through reengineering. 

Closely linked to guidance is the need for training. Section VI of this report discusses tining 
needs in more detail. The transition plan anticipates a need for substantial training on a 
worldwide basis, not only on basic procedures and new systems, but also on some of the new 
cultural implications of the new process, such as effective teamwork. 

Overall Reform Coordination 

The chart on the following page addresses the broader reform efforts going on now in the 
Agency. Key milestones from the reengineered operations system are shown in context with 
related efforts necessary to fully implement a reengineered USAID. In order to effect this by 
the target of October, 1995, the 19 months leading up to that can be thought of in terms of four 
major phases: 

* 	 from now through the end Ap' i, the focus is on completing the intensive reengineering
 
exercise, and organizing follow-onPactivi des;
 

the remainder of the current fiscal year can be considered primarily a period of analysis 
and definition; 

* 	 the first nine months of FY 95 will be devoted largely to development of systems, 
guidance and. training; and. 

* 	 for the List quartr of FY 95, the focus will be primarily on installation and training on 

the new proceses and systems. 

.,a."umllv, "hes ume..r-ames are not absolute: subsLta:.ia systems development is already 
.ncv.a,,, *:orLxam However,.vic,'ed 

. 

s. that this isa very ambidousHe. this Way.: onecan 
:dnkinc -. ,'sent~l the reinvention o an ..,en'. . '.ahich:''ill challenge all rsof the 
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The major elements of the broad reform plan include four major systems projects. AWACS,
 
the Agency's new accounting system, is already under development, being phased in gradually
 
in USAIDJW, and scheduled for full implementation in the field in October, 1995. BAAs are
 
already underway for procurement and budgeting, with systems development scheduled for later
 
in the current fiscal year. The fourth systems effort involves the reengineered operations
 
system, with a BAA scheduled for later this Spring.
 

The Human Resource Redesign effort is expected to also lead to a BAA this year, but a 
completely redesigned personnel and payroll system is not essential (nor possible, probably) by 
October 1995 to support the reengineered operations. Rather, the Agency will need to prioritize 
those elements of the redesigned personnel system which-are -CidTu3 uth- ew operations, anddt 
concentrate on these." From the perspective of the Intensive Reengineering Team, these include 
performance evaluation and the incentives systems, and possibly the assignment system. 

r..':..."
,e"... ocrc:.. identfied a n-t.J for significant changes in organizational roles for 
G(flob:tl B::-'au. the r.Ciondi bureaus. and the lnspector Genel. Projects to re-exaiine and
 

rdcfinc he~ roles wii! 2..d to be undertaken before the renineered operations system can
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-L-a.-sdy coordiauon" w tn ngoing ret forIT is netded. Thesc include procurement andfinancial management m.?orms, the customer service survey and participaton initiatives, and theremaining rights:zing and reorganization projects. 

Resource Implications 

There are four major ingdients required to successfully implement the reengineered USADD.These are consensus, coordination, staff, and infrastructure. 

Consensus. The first:requirement of this transition plan is to achieve consensus among Agencymanagement about a reengineered system, and our plans to achieve it by October, 1995. Thisentails an immediate effort to complete the system's design, and to explain and get agreemenon the benefits of the new approach, followed by a commitment to devote the necessaryresources, followed by an ongoing effort to keep USAfD staff and management advised and
involved in the evolving systems and processes. 

Coordinaion. As the charts in this section indicate, the task of coordinating all of these reforminitiatives is not insignificant. Indeed, these charts do not begin to show. the detailed subtasksrequiring coordination under each task. The Management Bureau should assume a coordinatingrole for all Agency reform efforts, and it is proposed that a "Reformation Council* beestablished as a coordinating body, made up of the project managers for each of the projectsdescribed on the preceding pages. In addition, there will be a need for guidance and prioritysetting by senior management on a less frequent basis. This may call for the formation of aSteering Committee or Board of Directors for reinventing USAID. 

Staff. Reengineering USAJD will require, a heavy commitment of staff resources. This includesdirect staff involvement in BAAs and guidance writing, part-time staff commitment to serve onreference groups to guide the various activities, contractor staff to provide technical support inBAAs and developing new systems, and, ultimately, the involvement of all staff in learning touse the new procedures and systems. Estimates of the direct hire and contractor staff
requirements are being developed. 

Infrastucrure. Infrastructure refers to the hardware, software and networks needed to implement
the new ISP systems. A substantial portion of ths was acquired in FY 93; USAID/W 
now has
de-sktop PCs and UNIX servers, with Windows upgrades going on this year, sufficient to serve
al.1 USAIDIW staff. In the field, equipment was acquired to bring all Missions up toat least the80% level for PCs,. and UNIX servers were acquired for the largest 44 Missions. Windowssoftware was acquired for approximately half of all PCs in the field. M/IRM is developingestimates of what remains to be acquired, including network upgrades resulting from the justcomoleted network desi.n studv. It will be crucial to acquire this equipment early in FY 95 ifnot sooner, to allowv sufficient time for installation, tesdng, and raining. USAID's Innovation
I 'una ,vdll her, 1o cover te , :r:*,structurc costs. 
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:
'V. COUNTRY(AND OFFICE) RELN VENTION- LABS 

A LEARINING MODEL FOR RETITINKING OUR APPROACH TO DE-ELOpMENT* 

Objectives of Using Reinventing Labs 

The purpose of the Country (and Office) Reinvention Labs (CRL.s) is to test the principles, 

concepts and approaches that comprise the reengineered operations systehm. Te CRLs, motto 
late May 1994 tois "learning by doing' and over a 16 month testing 	period (from mid to 

-September 1995), CRLs will exchange ideas, and share experiences to further refine the system. 
the CRLs are learnig labs where employees canAs mentioned in Section IV of this report, 

new patterns of thiking arecontinuously expand their capacity to achieve results, where 

nurtured, and where people can work to better function as teams. 

While the focus of these experiments is on the field, USAID/W must be a full participant 

USAJD/W must empower Missions to test flexible programming - them can be no testing of 

the new approach without the concurrence and support of both central and regional bureaus. in 
to makethe same vein, CRL Mission management must be 	willing to empower employees 

This will crea a challenge for managers
decisions which traditionally were made by superiors. 
:t all levels who must maintain accob'ntability over the experiments without stifling creativity. 

Selection Criteria 

In order to provide adequate support services to the CRLs, a maximum of 10 Missions will be 

To help determine how different factors may influence how the operations systemselected. 
works, 	 the following variables will be considered during the CRL selection process: 

0 	 geographic representation: each region will be represented; 

* 	 program size and complexity: programs of different size and complexity will be included; 

and 

0 	 social structure and political philosophies: countries which display different social 

structures and which follow different political philosophies will be included (primarily 

to test participation). 

For their part, CRLs must agree to follow either the process of preparing a new strategic plan 

(or to comprehensively revise their existing plan), or the process of preparing and implementing 

work plan, all in accordance with the new operations system. To highlight just a few 

.,Dlicatdons of this. the new system emphasizes end user participation, teamwork, and Agency
for a siic count,'. For those Missions experimenting withi~.ide ro,_ramnn ot" resources 

CWork Plan. workinL within iust one strategic objie-c:tve rather than the full set of objectives'-,, 
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.ilsmustbe willing to share experiences, techniques and tools used in the new system
with USAID/W and other count /programs. Remembering that one of the reasons behind
reengincering Is to 'learn how to lea together," CRL's must be committed to share their 
experiences, techniques and tools regardless of whether these modafities were succe.ssful or 
unsuccessful in reaching intended purposes. Understanding and communicating why particular
errorts succeeded or failed will be important. This will require some form of systematic
reporting. 

Proeess 

Upon receipt of a world-wide notice, Missions should notify Bureau for Management of their
interest, explaining how they propose to participate (strategic plan, work plan, or other identified
level). 	 Through coordination with regional bureaus and Mission directors, USAID/W wil agree
to what the experiments will cover, and will issue guidance as to what new procedures replace
existing ones, and what reporting will be required. 

Information Needs 

The following topics describe some of the information which should result from these 
experiments, and which USAID/W will ask CRLs to monitor. 

* 	 Host Country Participation: Given the importance of host country participation to 
sustainability, the approaches used in selecting the participants, the techniques used in 
developing the strategy, and the form and type of commitment at the strategic objective
level is of keen interest. The different approaches used to gather and understand end
users needs (surveys, field visits, proxies, etc.) and level of support is also important. 

Team Mana-ement Approach: To what extent are the team members empowered, and 
what methodology was used in team formation? For example, how does the new system
foster: decision making at lower levels? Are new initiatives or ideas which were not 
previously undertaken now considered? What were the methods used to motivate and 
train teams, and how satisfied were team members with this new approach? How did 
teams agree upon tasks, and how were team members held accountable? 

PreparationofOerations and Work Plans: It is important to clarify what is required to 
- prepare the operations and work plans. Of particular interest is the level of detail and 

specificity needed in each. The range and level of private and public host country
participation in the preparation of both. plans, well as whether end users' ideas wereas 

incorporated are also ofinterest.
 

Impact 	of Obli~a'in2 at theStirtegic Obiective Level: What are the results of obligating 
at the S.O. iL,cl, particuiarly as it rclates to achieving agreement with the hostoemment on a plan less :icorously def:hcd than previous project arements negotiated 
'..h hat ,re 	 funds casili rcnrogr-ammed within the S.O. by ,fissions? 

BEST AVAILABLE DOCUMENT 



REsaLTS ().IErLD )PENITIONS REEGLNEERNG
 

S ,.,.,,,_,,llWat ki,,.s of muto,- .ss...es and indictori do we need which will
 

,"low us to evaluate accomolishment of strategic objecives. 

Stipport Needed for CRLs 

* 	 .(-'0rm!lC,ida.ce f,?r F..,,-'menrs_ USAID/W. particularly the Bureau for Management
 

.-nd PPC, must deveiop and issue overal guidance to CRLs as to how to proceed. In
 

.arncular. 	 waivers to e.istng proce-sses and procedures will ne-ed to be provided for the 
Guidance s.hould be prepared by May 15. 1994.experiments to proceed. 

. Parametc : For those which will experimentPT-,ram r Missions 	 at the 

strategicioperational plan level, program parameters must be developed in USAID/W to 

foundation and guidance needed to begin the country-speciicprovide the necessary 

planning process. These should be available no later than May 15, 1994.
 

Reporting: MfIMI will need to look at options for tracking and reporting on the new 

At a minimum, a modified MACS system should be able to accomnodate theapproach. 

actvitv-levei tracking (as opposed to project-level tracking).
 

* 	 Stakeholder Rrie ng: Soon after auoroval of the new system in principle, some notice 

about its development _.ould be shared with intermediaries (PVOs. universities, and 
contractorsi. 

* 	 Funding: For those countries which plan to initially experiment on the implementation 

cycle, FY 1994 OY~s need to be in place by May 15, 1994. For the Missions choosing 
to test the programming cycle, all efforts should be made to have FY 1995 OYBs in 

place by November 1994. 

Surveys: Guidance on customer surveys should be available for use by CRLs by mid-

July, 1994. It is anticiated that the Missions will identify training and technical 

assistance reeds for designing, conducting, and interpretng customer surveys. 

The IG needs to be briefed on the rationale for the experimental country(I Impridon: 
program and some understanding reached on the role they will play in this reengineering 

process. For example, if auditing of the CRLs is anticipated, the rules governing such 

audits 	 need to b~e established and agreed upon prior to the CRLs beginning the 
experinmen t. 

Taining Needs: The nature of reengineering will necessitate employee re-training which 

wiil be ',oth -,ort term and long term. Relatively quickly, short term training will be 

nee.ded to d',~'eioo skils for the desizn anc' imolementatbon of end-user surveys, 
,: ,,:_:,:ulc. :?:::is. .:.l-l, r:.-dd to ac: a facilitator a- host country communiry 

'C..-. .......-.C me thc training wiilC,: 	 " :ct.c.,L:.in ex.:,crments. 
_ ....-.-.'-'-. =tier t~an before tnev begin. 
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VT. TRAIN7ING NEEDS 

Introduction 

..\s noted in the preceding sections, training and education requirements figure largely in the
tLansition to the new operanonal system. USAID will need to: 

* inform and orient all concerned executives, managers and staff of the "whate and Uhow
of the system. This is mainly knowledge transfer, along with responses to concerns,
questions, and suggestions from staff; 

* 	 train staff to adopt to changes in the reengineered operations system, as well as
complementary systems and processes including program performance measurement andreporting, survey design, evaluation of benefit sustainability, procuILment, financial 
management and auditing, staff evaluation and incentives, and portfolio reporting andmanagement controls.. .as well as the information/automation systems that support each 
of these; and 

* define and support behavioral or organizational culture changes and skills that assure that
the intent of the new system is realized. This includes greatly enhanced teamwork,communication and problem solving skills, more open and automatic information-sharing,
changed attitudes toward risk and risk management, and participatory development. 

This section describes the training approach to facilitate the introduction of the new way of doing

business, as proposed by HRITD.
 

Two Track Learning Program 

The organizational learning needed to install the new system is proposed to proceed on two
tracks: knowledge and attitudes that convey the mechanics of the system, and building specific
skills (in communications, analysis, and interpersonal areas) for staff to apply to make effective
 
the new way of doing business. 

Track 1: Orientation to the New Way of Doing Business 

The outcome of these sessions is participants' understanding and knowledge of the key principlesand elements (including documentation) of the new system, and some tools and techniques forpassing these along to colleagues back in their operating unit (Mission, office, or division).Participants need to understand the key changes the system (or process?) promotes (and therationale for those): the mechanics and documentation the process requires or recommends; andf:re ha.kes :o other systems. T'hev n1ed Io have cin!e opporrunitics to have their cuesuons 
. ' er- a'- ther .uggch:ics heard. 

S;.c ':.=recq.,. audience iues

S.-: -'-, drcc:,on ad .cnn '-.! ,:c .. " ::d 


ior tris is op- pc:ve.. approximat,,, 70'D direct-hire s'aff 
::w"m: 	 .,."..cne , 'naVr AL Lnk'.' 'roUmBEST AVAILABL-E DOCUMENT 
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I ruiers for this track should be USAID staff who wiLi be given a 3-5 day training-of-trainers. 
Their training would include content of the system or process along with presentation and 
facilitation t.chniques. The trainer group should include a mix of technical managers, program 
direcuon staff (PDOs, program officers) and those from support functions like finance and 
procurement. The trainer group's materials will include videos and computer software that 
support both learning about the new system and putting it into practice. 

Trainers of the trainers will be a core group of M and PPC staff coached by external training 
specialists. The trainer group will need to plan to cover all USAJD/W and overseas units by 
the end of FY 95. 

Track 	2: Skills for the New System: 

Skills development is a longer-range, more complex challenge. While knowledge of the 
principles, expectations and mechanics of the new system can be transmitted by amateur trainers 
with good materials (print or audio-visual), skills development generally requires delivery of 
training by persons who are professionals in adult learning as well as knowledgeable about the 
material. 

Skills 	for the new system fall into the following areas: 

'Teamwork, including effective membership as well as leadership (team development 
cycles, team organization and planning, feedback and assessment of performance and 
problems) 

a 	 Customer orientation and participatory involvement of stakeholders, including dealing
 
with internal and external customers, participatory processes, rapid data
 
collection/analysis methods (including surveys, focus groups, key informants).
 

* 	 Strategic management and performance meaurement/Lygaluation using the analytical skills
 
required by PRISM (complementary to those above) including problem analysis,
 
weighing program options and setting measurable objectives within logical objectives
 
trees, identifying key indicators at various levels, and setting up and overseeing data
 
collection/ analysis/reporting systems with cooperating or executing entities.
 

Language/cross-cultural skills strengthening to assure effective work with stakeholders, 
beneficiaries, and counterparts in more collaborative approaches. 

S 	 S.trimmlined procurement processes and skills nee-ded for operations managers to usCit,
 
from formulating performance-based scopes of work to exercising broader discretion in

assunnzrin~tc performance, appropriately modi'ing terms of reference, and teamwork 

'.itl procurement o(Ficers. 

s .... -'.., v r: tiuumii. skuils :. -,o'nnE with new Vindows software. 
. ' 1 "" "1 o'her ncw USAID applications
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¢.ther°i~ h 'i.r ~mt for o.x.rtaons mai.agcrs identified by the c.:rtifcaionprogram, such as skills in projecting resource mcuirements and Processing-deliverytimes, risk management. sustainabilitv factor analysis, organizational analysis, costingand tinancia controls. i;-d ethicl dcision-makinz. 

This =ruaning would be delivered by HRI"D using a number of means, including core courses,in-unit learning, OJT materials and self-learning. This program is now partly developed and willbe reshaped to fit the new system. The program is now entirely OE-fiinded and directed
primarily at direct hires and others with long-term work reLatonships with USAID (PSCs, bothUS and FN,plus AAS fellows, IPAs, PASAs/RSSAs). [f the target group were broadened toinclude more personnel from coopern ing entities, use of program funds could be justified as forPRISM workshops. 

Complementary general management skills must be included
operations. as part of any change strategy inThis means continuing to build skills in setting organizational vision, direction andvalues, empowering and coaching staff, using and providing feedback, setting performancestandards for staff and evaluating them, analyzing and improving systems, and traditional skillsin planning, budgeting, and oversight of resources. 

BEST AVAILABLE DOCUMENT
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APPENDIX I
 

Meiribers of the Inteinsive RLtrngin.ering Team
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Roland K.G. Amoussouga 
Ravi Aulakh 
Catherine Balsis 
Jeff Borns 
Richard Bvess 
Frank Donovan 
James Dzier-va 
Yvonne John 
Don Masters 
Holly Fluty 
Harry Ughtfoot 
David McCloud 
David Neverran 
Pat Rader 
Elizabeth Varfield 

LOCATION 

Lawyer (from Togo) 
ANE/ASIAIDRJTR 
PPC/POLIPAR 
Ecuador 

Nepal 
M/FA/PPE/E 
ENI/EUR/RME/PD 
AFR/SWAIGBCM 
Philippines 
GTR&D/H/HS 
Niger 
ANE/ASL,/DR/PD 
MIFAII,.MIOD 
AF-RJDPIPFP 
Guatemala 

POSrTION 

Economist 
Directives Working Group 
Lawyer 
Project Development Officer 
Procurement officer 
Project Development Officer 
Desk Officer 
S. Project Development Officer 
Health Officer 
Controller 
Project Development Officer 
Information systems specialist 
Program Analyst 
Program Officer 
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Mtemb1hers of tile Rtcriihiiuxzing Reference Group 
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James Dempsey ANE/ASL/DRIPD
Joseph Farinea IG/A!POLICY
Phyllis Dichter-Forbes DAAIM 
Pirie Gall W/FA/HRD f/TSD
David Grossman G/PRE/H
Toby Jarman IG/A/PSA
Judith Johnson MIFAIOPIB 
Pamela Johnson NPR 
Diane La Vov 
 PPCIPOL/SP
Patricia Matheson EN1JNLS/PACIPGE
Hank Metil G/PRFE/DP
Russ Misheloff G/R&D/FNR
Peter Orr ENUEUR/RMEIECA
James Painter M/FAIB/PB
Mike Philley G/R&D/ENR
Pat Ramsey GCIANE 
Len Rogers FDC/FHA/PPE
Christina Schoux PPC/POL/PAxR
Wendy Stickel PPC/POUPAR
Jim Sullivan G/R&D/E&2I
Wayne Tate LACDPP 
John Tomaro G/R&DFHHS
Barbara Turner AA/ENI"
Pam White MIFA/HRDM/WPRS
Jennifer Windsor A/AID
Michael Zeidin :UFAIHRDIfOD 
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