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The A d m i n i ~ t ~ E i t i a n  or  the 
Agency- Zor 1nternatlona.l Development 

TMs report is i n t s ~ d e d  
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whom it is 



Here is the 33002, Allen st-ady we talked about, 
I've asked our people to locate the summary of actions 
taken. 

Incidentaily, Ism planning "leave" fop. t ~ m o r  row, Monday 
and Tuesday. Jim Kearns wi l l  be back tomorrow. 

Please return report to us when it hss served its purpose. 

Attachment 
Report 
1 1  The AdMst rz t ion  of the 

Agency for International 
~evelopment '" 
February 1965 
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February 10, 1965 

The Honorable David E. Bell 
Administrator 
Agency for International Development 
Washington, D. C .  

Dear Mr. Bell: 

W e  are pleased to submit  to you herewith the report covering our 

I 
management survey of the Agency for International Development. The 

survey was conducted during the months of O ~ t s b e r  and November 1964 

and concent~aied on headquarters organization and processes. No field 

study was included in the scope of the assisment. 

The survey was initiated by top management of AID as part of its 

continuing drive for improvement of administrative organization and 

ma.npower utilization. T h e  report identifies a number of  areas that are 

subject to managerial or operational improvement and presents a wide 

range of recommendations to tha t  end. In fact, however, praeticaUy.none 

of the problems analyzed are new or unknown ta you and your associatesc 

AID bas 5 -en actively engaged in taking self improvement actions for 
1 



practically all of the problem areas discussed in the report but wished 

the perspective of independent consultants to help shape a more 

confident program of action. 

We should l ike to emphasize that the terms of our agreement 

with AID called for a "broad reconnaissance study" emphasis on 

a diagnostic approach- Time ikfiits fixed by the agency did not permit 

d e p t h  analysis of this complex organization its vast multi-faceted 

progrsrn. For this reason, while we are confident as to the validity 

and feasibility of our basic recommendations, the report does not 

p u r p ~ r t  to be definitive concerning many areas covered. Several 

important recomrnendati~ns wi l l  require amplification and more detailed 

attention befa re they are ready for actual irnplern entation. 

W e  are impressed with t he  advances achieved within AID during 

the last year or two and believe that the Eoreigr, aid program is likely 

now being administered better than at any time in its histary. We 

salute your drive fur even higher standards of efficiency and effective- 

ness and are pleased to be of assistance in this worthy endeavor. 

Very truly yours, 



AGENCY FOR INTERNATIONAL 
DEVELOPMENT 
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DEPARTMENT OF STATE - - 

4GENCY =OR INTERNATiONAi DEVELOPMENT 

WASifINCTON J 

OFFICE OF- r 12 

r 

MEMORANDUM FOR: T e m t  

Thanks for sending me the attached summary of actions 0x1 the 
Booz, Allen and Hamilton report, 

As you know better than I, since October 10, 1966 we have done 
a good many W g s  which implement recommendations of that report, 
Setting up PRR, for example, Setting up the War on Hunger office, 
Setting up your compliance shop. Setting up the Soel Bernstein 
operation, And there are others, I see no need to get up an 
additional paper listing them all, but w e  should b e  this in mind 
if anybody wants to discuss the report, Some of its recommendations, 
of course, we h v e  not carried out. 



DEPARTMENT Of STATE 

AGENCY FOR INTERNATiQNAt DEVELOPMENT 

Mr. Gaud: 

December 26, 1968 

You might want to glance at the attached summary 
of actions on the Booz, W e n  and Hamilton Report. 

It w i l l  probably refresh your memory on a number 
of points you are familiar with. 

Please return it to us when you have finished with it. 

Edward ~./kennant 

Attachment 
Memo 12/26 from 
De-4ngeUs to Tenant 

EFT, eth 
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Memorandum 

-+ 

m p :  S t a t s s  of Actlco oa Bocz, Allen asld n e ~ i l t o n  ?iepork on A.I.D. Organization 

Yoxi asket3 Qy phone tEs r~~+>rnjlig if T coxld f i i d  in our files aqp report 
regaf.di.ag the statx'ts of ac"Lion %&ken cn the &oz, Allen m d  H ~ l t o n  
report on "B!? Admiaistrai~2-on of t%e A. 2 .D.", dated February 10, 1965. 

2. A draft  ectLoa rnm~tr:~rndxt Scjr %jae .i4drdn;iskator, dated f0/10/66 
frm I&, 'Hall (a+Asche2], 1% repxt:? the o.tatus of A.1.D. hplemerxbation 
of 3lE recomen68tiuns ax c:f $k:<tt %-he, F z r y  Fitat s Ocbber 20Ch cover 
note to Ek . F f i  t:=msELkS the %:ction rnemor;:1~1dm a d  also j.a&cates that 
there axe t7go ~ec~menda+~.om fzr fwr?:her ~ h ~ l a e n t a t i i m  action c~n$aj.ned 
in the dTaf% a1a~rz~zi3m-, (These Tcerc a ~ev3,e-w of the PC organization, 
and (2) t h e  est~bLs5meri-i of z cl'.oser rc1aiionship beheen E R  arrd $Be 
Regh~aX me~t'as. Jn effect, bot9 of tkese recomendatiuns were acted 
upon during 1966-67 irken bcik E R  md R: were completely reorganized. ) 

3- Xerderls route s l i p  of 1/27/67 to 3axz-q Fits hdicztos %ha* the &fP 
*aft s t a t u s  repor"% d i B  xm-L go .C,G the M a M s t r a h r .  The reorgedzations , - 
of 3 3  and TCR are, I belieye, %23.e unstzGed w e n t s  which took place in .67. 
I dr; n ~ t  find t'mt there -as any f'wtber reseb~f ssiwn or smary. 

Two other BAI reports were also ;;;repared: one dated 6/23/65 was entitled 
ti S-ey of the Hanzgm=er;-t and Upaztlon of %he A,I,D, Data Processbg 
Progrzw?'; Yne other i%ate3 3/11/66 w a s  eatf-tled ''TO? Managaent R e p r t - i n g  

I* Scquiraentx, 1% is z y  w&rstad.iq that these %G s t u a e s  were 
considere8 s e w a t e  I'TOE aLthougPL foilg;. +.-x %dies on A.I.D. orpn3za- 
t ion, (I mders.t;an,d t a t  Bed Fisckr  2s 3 se+, of  a l l  three of these 
BAH reports in Ms ofPice in cn.ie you w e n t  t o  see them.) 

A"cache~ts 
l-Copies f%s, 9 a d  10) 9AH S~UQ Z / S  

2-Two copies of maos referred t o  above 
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. ackeb  s1~1ea8-s:lezt lls ts 65 seprz te ,  rcec t . i l iCoLc-  r-s aSA - . *  ~ ~ e o ~ ~ I ~ ~ z - , l o n s  (18 gcaeral, 50 s>ec2 LA-&; --' z d e  in tEu 
ze2srL, zzc 5 k 0 ~ ~  t'c-it 53 yerc &cc--~t-d or qartizlQ - 
e~:eg%eE, %-El2 Ij xere fiat accep+,ed. Of the 53 aceo~ted,  - 

' -- 
I w~-ka~abzan ectior.  kzs bear. a&hr is be+-- - taken G,PL >A. 
m,.<?- ,,,, --,..-- ,,,=,a &re o5.y %-KO se~ome%a"uf ons on 17hf ch specif ic ,  

- 7 & , ~ + ~ ~ ~ c s a . i  act202 is ~ ~ c G w ~ ~ ~ . ~ ~ ~ ,  T ~ L s  of t>2 sL,~>As 
~5 ~ r - i 2 - . 3 , . - ~ . - ~ +  - L--,,Gu,cn a& -Lke zexzrks as to "tz nzec 2u2= 
zL52-,ioml aztim refleet  IbZ? t~egpri-L, af-ler C iac~~ss ion  ir: 
cer-0 nr; 22s ~ i t - 2  ~ f ~ e ~ ~ ~ &  Osfiees T n - *  * .- Cu-- --- + .A& J TTCZI? 5 v ~ e - ~ k c t  
CiZ2~325 $-&pert% es to tks degree of acceptance or . - ~ ~ ; s z e l ; t 2 2 i 0 1 ~  of the ~~~c~r , -~e ,~z .%ic r?s  aff ec- ,bs tkeir 
g - - = ~ ~ ' t = e a  A A - yi' a&- rr& '& =& >y & & r - d g ~ z ~ ~ r  czf ices, 1 berieve __-_ -- ----_ -- "Ue $2 a ~ L y s l s  to obe stibstazz~ve3,y azzYt;l=te, 

-.- .- . 
- - - " - _." - - - - ---- ----__ 



:rLle ;-- b ~ ~ ~ u ~ t  -.-> Z Z ~ ~ T ~ Z :  SCF-IC%:AT~ of Ye .i't 13 EL*LI 2 -- -a+--- LL;?L -, c ,  • 

yc ~5 &j~ s o ~ y - 2  ion of t& 2 e z - a z ~ l o  ~2 ,. 
(rec~zzie,xe?i 1L -t;ke r e $ k t  1 ;*ill botk rewire ar;C 
o l fer  Yce o;mrLczi.ty A b To: a r t h e r  c c~ iCe r s%lcz  of 
c22,vLshons'l. o,--~sniz%~tion. a& mre pzecise befiniticn 
of ass ig~26. rzsponsLkilit Ze s . " 

I I- S - ~ ~ ~ ;  i, sstuQ- k.5~ 20% ye-& been co~2-~-";c&= LyAz ; ~ z ~ c ~ 2 A y ~ ~ ~  
&. .- - . ?  - -awe~ f -.- 74- <OF~_ 2 g,~*$ 5?*.$Zg ?? = 3 .: I - C  + LL.LL -,&I & ~ ~ ~ ~ ; A : ~ G 2  -ci?$a?;:c:iyL 3- - .  . . cl-,77 - - -v'? . -5, -,& = ,-.--- - ,> ,Q,, ; ,,-, ,-, ,-;EZ,~- z e . 5 ~ ) ~  ~ 2 ~ 2  > ~ , ~ r ~ < ~ t  * C - z ~ l _ ' ; * ~ f  c, : -7 --.- 

I-r / 

.d 

,.;, ..-.-,- :-.,.,.",- .:-,-, ----". ..>- - .-.-, .. . " ' 7  . , *  - :*. 3 -- ' ..- - - ,., - . - .". - 
-,;-,---,- - -  - :-bu - s&-.- LbGvAG"-(-" L2.L >;2;:::-,:.:; :;:-;.;;t<.2 . . 2;..A';G .? ,*:., .,...= - -.-...-+.a,:."" -.cl ---.  .,. * i- 2 ,- ?- .. .-- *., .-. *.-. - -.,, .: .-- : -. -: -., .' ...,. 

rr:;., &-.-LA-; Q - L..,... L;, 2" club, .A -,J--, .J-. - -; J ,,-.- , :  --.. -.. - d + ' . c . .  

i-. -'. :- ' * ,., <,?, ,, :, < .,,-., ,.- ,.- .? -*. .: - - ' - - .  , ' . ,? ". .'. 
b ,_;, -,,,.,.),_ ;; ,,,-, :-i.:..L.; TIC,. & :!;'>.?'ils, ~~:,ILs:>"-~~<::I sL' ;,i; ,*.-.A ; . -,, 
='-~y~$;ozs c: 32 i<egLoriL<L troordinetors;  a?,: n;ore ~ m c ~ s ~ L , ~ ~  2 s  

. .. . . ...-.- 2,- .> , - -; - ,"' %. - - .- - 2, . :;;2 ~,~-;~";>~:, 
d . . . -,,;erezcre t>hsz t --- flm - -'e232zLlf<:T GCf i.il ..I,, 4 e ~ x . i  , .,,_;$&1~& .-- - s,cFi a c;%;*-;* 

so=et,ize t j f a  f lszal year 5e e x ~ l o r e d  -idit& PC. 

Gse of t k e  speci l ic  cowses  of action proposed 'm.der i2e 
g e z e ~ l  Booz recomea5s"toon - "  to s'tran@Len Agency xez'rzLzal 

L ~ ~ G I G ~  a closer, 2011t5Z~bg a&>-lsozy s e x i c e s  wzs to- v9 7-3++ ,, , css:omI - reLailons"nip 3etween ~ e g i o r a l  a25 agerqs %e c32icel 
* 

5 ~ z z f 5 r * f  lack of such EL rci&-llor;sklp Las been pzrtlz-Lzr2~r 
i&-tifieti C1 vfth respect '-Lo K R  a ~ d  the Z e g i o z l  Bisrezii 

C~ ,ss T e  =? L z s - k L t ~ t i o ~ l  Cevelop3er;t a& "lecYaicaL a*+':.: c r y  Ll I s , -AS 
;=.o3les; %-as specif fcaEy Ciscussed -with Eii by Wr. 3211 ac 
c -, -f-- 

,A t h e  o l  t'2e TC3 r2organizzti~n in N o i r ~ ~ b e r  or' l y o 3 ,  In 
A- - 

C ~ P  Z ~ ~ G T ;  T , t i t r ;  T= b ~ e  reeert AD/V ~ D ~ Q - J ~ T  re-flevs, A E L ~ C  
. . +  A- ezgressei riy coxera FIZZ  AS 2r~3icx ir a xeza tc- 3r. : [ G s ~ ~ E .  

" aczz t 2 ~ e  azo -Lke progoszl %is ~ e d e  "uhzt ZC2 3k.f: bezr zke 
" '- --;5 ~ e l z ~ J c ~ s 3 1 ~  A -LO %he 3egiura l  3E2a-as as dc GC stsf?. - * - .  - A+ 
I ce,le;rz t'r2.s progosal kzs sene zerLt, r tzere lcr? T \ ? ~ G - ~ Z E Z  
2 -- - iZS' " A  ' A  2 - .  
,,,z zeekz3%cs oi' ,,v~b,o~z~rzizg this sropcs~l, at 1~12; . - 
or; a t ~ i a l  ~ E S ~ S ~  be e q l o ~ d  -,i;;s TZE. 

Best Available Copy 
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subimission to the Adminiszra.tor. 

XttachAmer!t: 
101 2 0 /  66 3Zeno Fite to Ball with Action 2;T:lezo 
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. . . .  -$tl,acsei=. 1 s  zct ion  menoxcd-aL for the 
..4hfr,istrz"tsr reporting on-s ta tcs  acd ~roposing 
Farther' zction on Yce reconrsendations or" the  
Booz, A l l e z  ax& X a i l t o n  stuZy of  AID^^ ergan- 
IzeLfonal arracgemer,ts. 

*g +f 
Earry Ei. Fi te  

A/= 
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,rezo= oz %ks i x 2 l e e ~ t ~ t f o ~  E ? C ~ ~ O E S  taken t'nrts far w i t h  
=5~;225 t= $>E 33e2 z . + ~ ~ m ~ a t ~ c ~ +  

?.-. A - C ~  ~5SacEsC s?re&-sk2e-l Pis';s 63 separzite, ice& ei&il.t 

z2n..w-sm~~- b ~ ~ - , ~ L a ~ ~ C ~ ~  - (18 ge522-81, 53 sgee;~,,) -a;, 5 race 2: tk4 
,-ego*, 3.36 s'30ws t'rzt 53 vere accepzed o r  parLia21y 

1 - kzee$eed, xkLLe -12 -*?ere 2 ~ t  accegteti. OF %ke 53 aczq%s- 2 7  

ks2ezec%~%Lon - eztion bas jesx e,a&/ur fs befng t&co on 51, 
,AM -Lk?re sre ozly tvo recomezii~%iczs on which spezf f ic  Y 

&cL$iozi ac<ica 23 ,~c~mae&ed, .y,.t,is -,&lj. oz %T-e sL&2;s 
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I. AID AD~WNTSTRATION i X  PERSPECTIVE 

Beginning with t he  inaugiration of t he  hIarskrall Plan in 1948, 

foreign economic assistance has been a vital. force in U. S. international 

relations and h a s  come to be of central importance to our national 

security and foreign policy objectives. For many countries, tf. S. 

foreign aid represents our principal contribution to t h e i r  achievement 

of political. stability and economic maturity. Program success is 

crucial, both far a world order  of free nations and for  our own national 

goals of prosperity and security in a peaceful international society. 

The stricture,  manpower, and processes employed by t h e  

Agency for International Development for the administratior; of U- S. 

foreign assistance programs take on a critical importance in light of 

t h e  high stakes involved* Optimum standards of organizaticn and 

management must be achieved fo r  -*hat is a large-sc;zlc government 

operation of extraordinary.comple~ty with proforand implications fo r  

our natiwfial welfare .  



I. FOREIGN ASSISTANCE K4S E&T)URED MANY TX4NSITIONS 
A h 4  CONVOLUTIONS 

The  history of fcreign assistance h a s  been marked by periodic 

and frequently disruptive structural, personnel, and policy changes. 

These have occurred as "re agency moved from efforts to achieve 

economic recovery in Europe, to political and military security 

objectives, and more recent ly  to emphasis on economic and social 

advancement in developing countries. Hardly a year has passed that  

has not witnessed some major sh i f t  in the focus of this v~lat i le  agency 

with its high public visibility- 

The nature of the  foreign aid f~nct ion demands an adaptive 

organization which is flexible and subject to rapid adjustment. For 

this reason many of the administrative vicissitudes of the past were 

unavoidable in an attempt to keep pace with international trends and 

to bring AID policies in closer concert with our international objectives. 

Many other changes w e r e  motivated by a desire to improve the program 

image for public or congressional purposes with only modest change 

in established functions and processes. 

Whstever  the  rationale, t h e  foreign assistance o rganizadtion h a s  

lacked the administrative stability and assured program base of older 

line federal agencies. This instability has been a major deterrent to 

full realization of our gr,als in t h i s  sphere of government opera"cions. 



The mutations and transformations of the past have left their  

mark or, t h e  agency. A sense of uncertainty still prevails among many 

employees concerning future program levels and t h e i r  long-range 

1 r career prospects. For many employees, also, there exists z s t a t ~ s  

anxiety'' concerning thei r  place in the foreign affairs personnel 

structure. But whi le  there will a lways be those who are insecure or 

who have a feeling of resignation concerning their  work situations, it 

is o u r  observation that morale, notoriously low in other  years, is 

clearly an the  upgrade under present stable and confident leadership. 

2 STANDARDS OF ADTiEINISTRATTON ARE IMPROVING 

I 
In spite of difficulties and handicaps, AID administration reflects 

a high standard of effectiveness and accomplishment. The agency is 

probably achieving a better record on t h i s  front than at any t ime in 

foreign aid histor::. Advances in the last 2 o r  3 years and strengths 

in the present; situation which give promise for  the  future may he 

summarized as follows: 

Executive leadership is vigorous, perceptive, and 
sophisticated. There is a notable sense of management 
cor,sciousness pervading respcnsible executive and 
manageriai levels as well  as a realistic appreciation 
of the world  context in which the agency operates. 

There h a s  been significant improvement in the  planning 
and programming process, with consis tent and intelligent 
professi~naf judgment being brought to bear on the 
formulation of sound regional and country economic 
assistance measures. 



The concentratiur, of manpower 2nd authorities at the 
regional. office level under top as sistaat adminis t r a t~ r s  
has served tangibly to improve coordination of geographic 
programs and operatigns and hzs affarded a clear and 
direct line of command from t h e  top to the bottom of the 
organization. 

ii The  ''~mptementation Project, which overhauled, unified, 
and clarified the processes governing the loan, g r a ~ t ,  and 
technical assistance sespfinsibilities, h a s  been completed. 

Notable progress h a s  been made in the personnel manage- 
ment function, particularly with, respect to fosmulzting 
policy, strengthe~ing the  employee eualua tian and per- 
formance rating system, and improving Yne promotion 
system. These advances are helping to unizy- divergent 
bureau personnel operations and providing a f a i r e r  and 
more accurate means of bath identifying marginal 
ernpbyees and selecting those with potential for higher 
responsibizity . 
The inauguration of a revitalized management improvement 
program under the leadership of the Office of &Fanagement 
Planning gives promise of simplifying procedures, increas- 
ing productivity, and reducing costs . 

Perhaps the  most impressive achievement wlt2Zi1 the fast 2 years 

has beerr the successfuL integration, in both policy and structure, of 

1 the Development Laan Fund and the foreign aid agency. Diverse 

standards and procedures as we?,?- as conflicting orientations have been 

effectively reconciled and merged into a single unified administrative 

entity. Further  evidence tha t  AID is achieving a tangible measure af 

success in its efforts to tighten administration and imprcve staff 

utilizatFon is afforded by the fact that manpower (both U. S. and foreign 



national) h a s  beer, reduced from 1 6 , 1 8 2  as of June 30, 1983, to 

15,353 as of October 25, 1964. 

These represent impressive advances and favorable assets or, 

which to base future progress toward optimal operating standards. 

Plo;~yver, the road to improvement is difficult, because (1) the 

magnitude and diversity of ,433 progrzms create unique problems of 

intern&. administrztion, and (2) there are external impediments to 

good administration which are outside the immediate control of AID 

leadership. W e  s h a l l  exsrrnine these latter before turning to internal 

problems I 

3 e SOMX UNDERLYING FACTORS AND FORCES CONDITEON THE 
QUALITY OF AIR ADMNTSTIRATTON 

AID necessarily and appropriately must operate within the 

bomds of superior  policy and administrative regulation established by 

both the Congress and other central agencies of the executive branch. 

AID is not and cannot be a discrete or independent agency removed 

from the conventional controls of government. But these  controls and 

relationships h ~ v e  direct bearing on  he capacity of the  agency to do 

its job well. 



AID is unavoidably preoccupied with its relationships - ~ i t h  
the Congress and with the preparation of materials justify- 
ing its requests to  the Appropriations and other committees 
on the H2I. To the outside observer it sometimes appears 
that the entire agemy is oriented to serving th i s  oversight 
function ~f the Congress. Certainly, it is a fact that the 
time and energy devoted to the congressional submissiorrs 
and appearances constitute an extravagant drain on the 
time and energy of top officials. At times this expendi- 
ture approaches practical totality for the Administrator 
and his aides, especially during the budget period which 
(for E D )  extends over a period or" 6 months or more 
with appearances before 4 different committees. 

The particular conditions imposed by both substantive 
legislation and appropriation enactments with respect 
to particular countries o r  pmgrarns further complicate 
AID administration. In a program of high public interest 
of th i s  kind, meticulous considerati~n by the Legislature 
is understandable and necessary* It must be recognized, 
however, that the s i tu~*tion often operates as an excessive 
diversion f rorn the main business of program development 
and execution on the part  of responsible officials* 

Related to the above is the impediment which derives 
from the assumption, implicit in a13 foreign aid legislative 
history, that the program is temporary or emergency in 
nature. Th i s  concept has plagued and handicapped the 
agency from its very beginnings - Long- range planning 
is frustrated, orgznizational stability is difficult to 
achieve, and persofinel recruitment is circumscribed by 
this ccndition. 

This point has been made repeatedly by all those who have 
studied the problem and need nut be further belabored. 
UTe simply join those who have cited it as a major deterrent 
not only to sound administration but as an obstacle to our 
long-range and continuing efforts toward economic and 
political viat  ility in underdeveloped countries - 



A further problem fo r  AID is the persistent ambiguity of 
'its rslations'nip to the general field f foreign policy and 
its status within the  State Departmeint. There is no 
question but that the foreign assistmce agency mst  be 
subject to the general policy decisions of the Secretary 
of State and operate within the purview and overall s tructure 
of the Department. But how t h i s  should be implemented, 
how operating relationships are to be defined, and how 
political and economic viewpoints are to be finally re- 
conciled involve areas of doubt and, in some cases, 
controversy. The accornmsdatior, wi l l  be less than 
satisfactory until a more definitive pattern of relation- 
ships is worked out- 

A final overall problem stems in part from t h e  relative 
inrlexibility of the  civil service system under present 
security and tenure policies. AID is a fast-moving, 
volztile agency that  must  have the  capacity fo r  swift 
ad jus trnenl to changing conditions, needs, and crises 
over the world. Every effort must be and is being made 
to  fit existing manpower into the job needs of the time. 
But qualifications of available persannel and changing 
position requirements do not always match. Further, 
there is the problem of those whose performance is not 
up to the  ever-rising standards beir,g fixed by the agency 
zs necessary for the requisite level of accomplishment. 

Unfortunately, the civil service system of the government, 
grounded in strong tenure and protective concepts, is 
not who2ly suited in practice to the demanding standards 
and resilience which are an imperative of Am administ ration. 
The whole problem of personnel is so central. to A D ' S  
current status that fur ther  discussion is warranted as 
follows " 

4. PERSISTEN'I: PROBLEMS OF PERSONNEL HAVE CONFRONTED 
FOREIGN AID ADMIHISTRATION 

While ,AID has made cornrnendabfe progress on many fronts in 

the  last 2 or 3 years, since the reorganization ~f 1961, its leadership 



is aware  of persistent shortcomings which require correction and 

remedy. Few of these problems are new, but all demand attention in 

the management improvement effort. 

The questiorr of manpower quality and utilization continues to be 

of prime concern lo the zgewy. Personnel are of central importance 

to any organization, but it is crucial. in the case of AID, given the fact 

of its role on the frontiers of in";mational economic development. 

The task of creating policy, translating intentions into concrete pro- 

gram s, and implementing a prodigious volurne of ope rat ions challenges 

the ingenuity of the  best of our society- 

But AID has been handicapped in recruiting the best. Until  the 

recent Federal Pay Act corrected gross inequities in the upper ranks, 

the relatively low pay for executives and profess iods  operated as an 

unfortunate disincentive for federal service generally. In addition, 

for A D  there h a s  been the added burden of being cited as a temporary 

agency without the  assurance of long-term career opportunities. 

Even more important than recruitment, however, is the necessity 

of maintaining an alert, progressive, and productive organization 

while substantially using the inherited person~el of predecessor agencies, 

some propartion of whom are not suited to, or are ill equipped for, 



current operating respaasibllities. In t h e  early days of the Marshall. 

Plan and during subsequent changes in the earl? 1950ts, rnarLy professional 

and administrative personnei w e r e  recruited by the foreign assistance 

agency hurriediy and in a limited manpower market. Many, even then, 

w e r e  in the later years of their careers and at or near the peakof 

their productive work life. Man>- served wel l  over t h e  years when aid 
i 

to Emopean recovery ar7.d assistance to military allies w e r e  primary 

goals. 

Assistazzce to developing countries. however, requires a different 

outlook, approach, and set of skills. Same employees recruited in 

earlier days are simply not suited to present needs, or otherwise have 

proved anable to keep pace with higher performance standards. In 

the meantime, while waiting out their retirement or for other oppcrr- 

tunitles to come along, they  occupy valusble posts and serve to augrne~t  

administrative costs. 

W e  wish to be clearly on record as to ou r  conviction that the 

great bulk of A D  employees observed during t h i s  survey are capable 

and dedicated public servants who are performing at levels higher 

than mere adequacy. But there are some who are not up to t h e i r  

jobs or who are overclassified for the level of responsibilities they 

are equipped, able, or willing to perform. 



The problem of some nunbers  of unneeded and unwanted staff 

members tvho are secure in t he i r  governmentstatus is compounded by 

the decentralized personnetl system which does not adequately center 

responsibi2ity for career development and utilization. The situation 

gives rise to a futile and unpr.oducti.ve procedure in which names of 

those "available" are circulated zmong various divisions and offices 

in an effort to  pass off those no longer considered useful. This  prob- 

l em of unloading marginal or surplus personnel has proved to be most 

diff i c d t  . 

It mus t  be sfkted tha t  AID has not fuiry exercised its broad 

discretionary powers in coping with the situation of unnecessary or 

marginal employees. Until  recently, there w a s  no tradition in AID 

of the tough exercise of evaluative judgment as a basis for personnel 

actions. Only within the l as t  year has tangible progress been made 

on this front. 

Nevertheless, i t  must be acknowledged that the complex and 

ztten~ated c iv i l  service procedures governing separation for  cause in 

the classified service discourage separztion actions and are not 

practiczll-j usable except in the most flagrant cases. T h e  cost in 

t e r m s  of top-level time and energy to pursue dismissal actions to 

concZusion is so excessive as to discourage significant reliance on 



th i s  procedure. Similarly, reduction in force regulations, with their 

emphasis on seniority and bumping rights, are  not designed to retzin 

the  best and separate the wors t .  Too often, the  opposite is the  case. 

This is a fact of life in government p e r s o ~ n e l  practice. Other remedies 

must be sought. 

It is our  conviction that  for reasons of efficiency as we'll as to 

fulfill its mission responsibly and well, AID must be given some 

measure of latitude to terminate '1,- o the rwi se  select out employees 

whose capabilities are clear:;- marginal or whose performance is 

mediocre and not consistent with :be quality required in the post. 

Judicious and fair administration of such authority, with f ~ l l  cognizance 

of both civil  service and human values but. with the  public interest 

supreme, could do much to bring AID adrninis tration closer to its 

potential for optimum accomplishment. 

5. SIGNIFICANT STRUCTURAL AND ADMINISTRATIVE 
WEAKXESSES MUST ALSO BE REMEDIED 

While personnel considerations are pervasive and stand athwart 

many opportunities for improvement, there are a number of weaknesses 

in organization, process, and mz-nagern ent whose remedy r*lust parallel 

the  continuing tasks of upgrading personnel quality and performance. 

Clearly, gcaod personnel will  work best in the fszmework of a sound 



administrative system. Our evaluation of the situation indicates that 

the following represent the mosi critical problems of structure and 

process : 

The Administrator and his  general deputy are in a some- 
what exposed position with respect to maintaining sur- 
veillance and control of the  organization. OE necessity, 
they have had to delegate broad authorities down through 
the hierarchy but are lacking adequate informational 
bases and control systems which a r e  prerequisite to 
management by delegation. Managem ent reporting is 
fragmented afid tends to be statistical, without identifying 
emerging problems or giving a current picture of progress 
on programs and important projects. 

While the operating line of command and decision is clear 
and short, one legacy of the 1961 reorganization is still a 
lack of accommodation between functional staff offices and 
operating line offices. Many problems arise, and the rule 
of the  staff offices is either unclear or weak, resulting in 
failure to offer a full contribution to the program- The 
pattern of widely autonomous regions, while embodying 
many strengths, has given rise to varying forms of 
regional organization and procedures. 

Shifts in program emphasis are not always accompanied 
with reasonable promptness by corresponding adjustments 
in organization and manpower. Although a dynamic 
agency, AID reflects some of the attributes of an old-line 
federal department in which established ways are deeply 
embedded. Change is difficult to c a r r y  through and 
faithful performance under revised systems is not always 
assured-  

AID s t r u c t u r e  is overly segmented in s taf f  and functional 
offices. Unified impact, in terms of a sustained and 
coordinated contribution to program and implementation 
processes, is lacking. Some units have higher  status 
than is warranted, while some functions are not adequately 
recognized. The structure tends to place an extraordinary 
burden of coordination on top leadership with respect to 
l ine  and staff relationships. 



Operating and administrative processes, wnile generally 
sound as articulated In manuals and regulations, are too 
often modified or clrcurnscr-ibed in practice. The momentum 
of pas-t practice tends to perslst. 121a.ny administrative 
procedures ccctinue to be cumbersome and insensitive to  
progrzm prigritles; implementation actions are frequently 
ponderous and drawn out. 

Staff sffices that  have been assigned responsibility for the 
forrnuiatlon ef basic policies t o  goveln and focus actions 
in the regional bureaus have generally failed to perform 
adequztely. 

Many broad dec<slo2-nzking powers on final approval of 
programs and projects, and their  irnplementatien, have 
been widely delegated t o  regionai offices and missions. 
But onerous and unnecessary clearances with headquarters ,  
vis-a-vis field missions, or with 'nigber authority fo r  
headquarter uxllts, are required for the minutiae of 
adrninlstrat.l~r,. Th:s is particularly true in the  field ~ ; f  
personne: and contract execution. 

Manpower is not always we l l  utilized and there a re  many 
situa? k o ~ s  in which persons occupying positions requiring 
super40 r profess: onal skills are being diverted to l ower  
level admiris trative chores. This ministerial Zevei of 
work is bebing czrried cn at the expense of applying t h e i r  
skills t o  the more vifzL functions of program and project 
review and irnpLementaiiom. 

Evalustion of program resu l t s ,  and exploiting the judgment 
and experiersce derived therefrom In program planning 
and development, h a s  been a notorious weakness of AID 
and its predecessor agexcies. There  is insufficient 
cross-fertZizztlon of ideas a d  tecbniq~es  largely because 
evaiuative efforts, a2:kcugb frequently intensive, have 
beer, uneven ir, the absence of a c l e a r  focus of responsi- 
bility for coor-dirrating such efforts and assuring effective 
follow-up and use of fkdings. 

These various shortfalls are discussed and ampEfied in subse- 

quent chapters with proposals far thei r  remedy. 



6 AID NEEDS TQ PRESERVE BASIC STRENGTHS WHILE 
CONTINL2NG ITS DRIVE FOR ,%DIi!DNISTRPITIVE 
IMPROVEMENT 

AID h a s  come a long way on the  road to improvement ic the 

direction of a strong, unified, and effectf ve agency. Much yet remains 

to be done in the way of refinement, adjustment, and modification. 

After  st history of upsetting changes and realignments, AID needs a 

period of freedom from the threat of sweeping readjustments. Some 

change is unavoidable, both for purposes of conforming to shifting 

program emphasis and for reasons of  efficiency. However, these 

should be effected within the basic pattern af present operating stmrc- 

tures and relationships. 

The following proposed measures,  representing highlights of 

our recommendations, are designed to capitalize on present strengths 

and trends in the organization while advancing toward ever higher 

standards of administrative performance. 

Intensify the policy of contracting for technical assistance 
projects and encourage the wider  use of participating 
agency service agreern ents with commensurate reduction 
of direct h i r e  personnel. 

Strengthei., the private enterprise function both in terms 
of program emphasis and nanpower. 

Broaden the program leadership and oversight responsi- 
bilities of the Office of Program Coordination, recasting 
it in an o v e r a l  staff capacity. 



Establish a new Bureau for  Institutional Development and 
Research by revitalizing and upgrading the  present Office 
of Technical C~operation and Research; provide for 
selective, intensive review of technical assistance projects 
and vest responsibility for coordination of proposed 
technical assistance contracting relationships therein. 

Establish a new Bureau for  Program Logistics to embrace 
aU program support functions with attendant organizational 
adjustments. 

Rationalize Food fo r  Peace responsibilities by transferring 
{ I )  resource aEocation functions to the Office of Program 
Policy and Coordination and (2) program negotiation and 
implementation functions to the regional bureaus. 

Effect other principal organizational transfers as follows: 

- Indust rial Development, Transportation, and Eousing 
Service (TCR) and the Office of Engineering to the  
proposed Bureau for  Capital Development and 
Private Enterprise 

- Tre Office of L a b o  Affairs and the Office of Public 
Safety to the Bureau for Institutional Development 
and Research 

- Office af International. Trairiing to  the Bureau for 
Institutional Development and Research 

- All  program reporting functions other than those 
clearly in the Controlierls area t o  the Office of 
Program Policy and Coordination 

Develop a more comprehensive and meaningful system of 
management reports reflecting program status and 
identifying incipient problems for better agency control 
by top management. 

Intensify and accelerate the process of delegating functions 
and azthorities to field missions; adopt the policy of 
encouraging wide flexibility and the exercise ~f d' r S C r e -  

tionary judgment at aperating levels, within policy and 
managern ent controls . 



Instruct regionzl oFfice rs to exercise powers of interven- 
tion aad decision in contracting matters; expedite the con- 
tracti-fig process by placing technical contracting officers 
ir_ a supportive rather than judgrnatic role. 

Contime working toward an WD career service; maximize 
personnel utilization by vesttng control over the recruit- 
ment, placement, and assignment of career categories of 
staff in the central personnel office; and strengthen head- 
quarters persormef management by clarifying and improving 
internal organizatior, structure and operating procedures. 

These and related propgsals are presezted in deta2 in the 

chapters to follow. 
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I;. 1AA.XAGEAKENT IMPLTCATIONS OF 
EitZERG;;"u'G POLLCSr' AND PROGRAM TRENDS 

Because AID operates in t h e  unpredictable environment of de- 

veloping countries, programs and measures must be flexible as 

continuing efforts are made to be responsive to changing needs. The 

stage of economic development in host countries ranging from the 

rudimentary to those approaching maturity w i l l  be a prime deterrninult 

of the program best tailored to prospective growth. Furthermore, 

AID itself is cons&nt:y sharpening its tools and introducing improved 

program techniques and emphasis. It is one of the hallmarks of the  

foreign assistance program that  the agency h a s  sought to adjust its 

program measures to evolving country economic and political 

situations with reasonable promptness and success. 

The  administrative irnp'_icat,ions of shifting programs have not, 

however, always been carefully anaiyzed in advance and plans made 

early to accommodate indicated changes. Steps to adjust personnel 

resources, organization structures, a ~ d  administrative systems h v e  

often lagged. Processes and people are frequently Zes s resilient than 

ideas, and former patterns tend to prevail sometimes long after concepts 

and policies have been revised. Furthermore, poZicies o r  programs 



are sornetime s chmged without considerirrg adrni~iistrative fezsibifities 

and the prospective effect on established procedures and workloads. 

Since t h e  agency's organizztierx. structure and operating practices 

should faitkifdly reflect prcgram conient, this chapter analyzes current 

trends and prospective shifts En substantive policies and activities as 

a guide to future structural adjustments and manpower allocations. 

1 * BALANCED RELIANCE ON PROGRAItI AND PROJECT LOANS 
AND D E V E L ~ P ~ N T P  GRAXTS WILL LIKELY CONTINUE 

Increasing reliance is now being placed on program loans irr 

selected countries, largely for imports of commodities required to 

sustain production and consumption. There is some difference or' 

opinion among economists concerning the effectiveness of this kind af 

as sf stance in fostering the development of productive capacity, as 

compared to specific capital projects- Nevertheless, there seems to 

be general agreement within AID that  commodity import loans (and 

otler balance of payments assistance) inject money into the economy 

faster and can be highly effective as an economic stimulant. Many 

also believe that such program I.oans generally p r o ~ i d e  the United 

States witk better leverage opportunities for insisting on concomitant 

economic and institutional reforms thalz do capital. project leans. It 

is understood that this device must  be used with discrimination, and 



for selected countries with sound ec~nornic  development plans and 

appropriate ins tituiisnal facilities 

Program loans are a fast and direct method of providing economic 

assistance acd usnaJ?y require considerably less ir;t;ensive involvement 

in the review and implementation apparatus of AID. Top-level economic 

analysis is necessary rather than intensive application of established 

project rev iew and implementation processes. To the extent that  prc- 

gram loans are used more extensively in the future and reduce the 

number of individual project loans and grafits, t h i s  could lead to a 

lessening of review ar,d Lmp;ementatisrr workloads in some offices. 

This  in turn could result in some staff reductions and would place 

greater emphasis on the  need for  people with broad economic and 

financial experience. 

I t  seems more likely, however, to expect that continued heavy 

use of program ioai~s wil l  not substazltially displace project loans a r  

g r a ~ t s ,  nor aperate to diminish the overall scope and emphasis of 

technical assistance programs. Rather, it is assumed that long-term 

development objectives wl l i  call for  a continued and balanced reliance 

on both program and pro jec t  types of assistance. 



2. TI333 SISFT IN RECENT YEARS FROM GRANTS TO LOANS 
HAS NOT BEEN ACCOMPANIED BY PARALLEL ~MANPBW~R 
ADkUSTItlENTS 

In genera:, 39a~ processes do not receive manpower allocations 

equivalen: $0 those izvolved in the  careful examination and adminis- 

tration of technic21 assistance prajects. This is true bctb in AID / 

Waskiingto=l and in the field. In part, t h i s  is due t o  recruitment and 

personnel ceiling probierns; In part, it represents the of 

historic ernphzsis. The magnitudes involved, however, and t he  general 

importance of the faaction require that loan operations receive more 

equitaKe treatment whe3  considering manpower requirements. 

3 . THE TREND TOWARD CONTRACTING FOR TECHNICAL 
ASSXSTANCE PROJECTS SHOULD BE INTFENSIF~D 

Techr,llcal assistance has been one of the principal tools of 

economic recovery and devel~pment since the inception of the program. 

While results  have not been uniformly outstanding, the weight of 

evidence supports the view tha t  one of the most effective and useful 

instruments fo:~ achieving social and economic hprovernent abroad 

is through the export of our unique managerial experience and tech- 

nical expertise. The emphasis placed on and significance attached to 

th i s  program are indicated by the fact that about two-thirds of over- 

seas manpower and about 65% of headquarters personnel are primarily 



devoted to technical assistance activities which, however, absorb 

only some 14% of available funds. 

There is strong evidence that the  potentially greatest rnultipler 

in the growth of stable, viable nations is the  development of the skills,  

motivations, technology, attitudes, and institutions to permit effective 

resource utilization. Because of this, it is anticipated that the agency 

wil l  coatinue "co seek ways to improve the effectiveness of its technical 

cooperat ion activities 

Fundamentally, foreign assistance programs have relied lzrgely 

u p n  direct h i re  technical personnel for the conduct sf technical 

assistance programs. From the earliest days, however, there bas 

been some re'lknce on contracting with private organizations, parti- 

cularly universities, for the performance of select ed technical coopera- 

tion assignments. In recent years there has been a policy shift to 

greater use of contract services, a policy which was given strong 

impetus by tee present Administrator. Congressional mandate and 

t he  recent Gardner report have also strongly supported this trend. 

* A* 1. D. and the Universities, J. -N. Gardner, Agency for International 
Deveiopn~ent, Wa shingtun, D. C. , Apri l  1964. 



The case for more iatensive use of techfiical assistance contracts 

is admirably and coge3t;j- expressed by the Gardner report. It seems 

axiomatic that  the total instit~tioca.l resources of the nztion must be 

considered as a reservoir of potentialccontribution in this program. 

T h e  program is so cconsequentlai and vast that  nothing but the  best 

individual and institu'iionai t a l e~ t  in the  country wi l l  suffice. The 

contractuaf relationship caz be mutua'_ly beneficial and enriching and 

provides a Cexibility not resident in the  direct h i re  policy. AID 

simply cannot expect to recruit either t he  amount or the level of ex- 

pertise required within the limitations tha t  exist. 

F u r  this reason, we add our  voice to  those who urge prepondera-nt 

and more intensive use of the  contract procedure. It is recognized that 

there is an ingrained reluctance within some parts of AID, particularly 

at the field level, to shifting away from direct employment to staff for 

technlcaj. assistance perfo rrnance. This predilection in favor of direct 

hire is partly due to a b i s s  or_ behalf of doing things themselves as well  

as a desire to maintain tight control over operations by direct AID 

personnel- This attitude is also partly due, it is claimed, from certain 

unfortlxnate contract experiences. 

The  remedy, however, is not to discourage tbe use of contractors, 

but to select the most  competent and responsible institutions and then 

give them the latitude to do the job with less meticulous surveillance 



of the minutiae of contract administration. Technical reviews of con- 

tractor progress and accomplishments (as well  as the necessary 

administrative audits) wil need to continue. However, this can be 

done without  interfering witk contrac,tor performance and losing an 

overall perspective of accomp~ishm ent t'nrough unnecessary involve- 

ment in details. 

It may be expected that a progressively expanding use of con- 

tractual agencies and institutions will have these administrative 

implications : 

Some reduction in the numbers of direct hire technical 
personnel. required in the agency 

Less need for highly specialized experts within t h e  
agency, relying more on contract personnel far such 
expert services 

Greater need for program managers in AID who possess 
solid technical b2ckgrolmds but who are equipped f ~ r  
broad administrative arrd program responsibilities 

Less need to divert available technical personnel into 
recruiting of direct h i r e  personnel and other nonsub- 
stanbive activities, although some increased involvement 
in the arrangement of contract services may be anticipated 

To some extent, diminishing need for  administrative 
support and logistic services since contracting agencies 
car, be called on to  provide much of t h e i r  own under 
contract terms 



It should not b e  assumed that increased use of contractor per- 

sonnel means increased psogrzrn costs. Recent studies have concluded 

that the  suspected greater cost of doing work by contract is an assump- 

tion that has not been proven, and the reverse may wel l  be true. 

Frequently, the  indirect costs of direct hire personnel are not included 

in cost analyses; comparisons to  contract personnel costs are, there- 

fore, misleading. -Vforeover, recent upward civil service salary 

adjustments have largely eliminated disparities for comparable 

services that may have existed before, f o r  all. but the very top 

As a passing comment derived as a by-product of our review 

we would like to urge a higher  priority for carefully conceived public 

administration projects in the technical cooperation program. 

Strengthening the  organs of government in developing countries exerts 

a pervasive effect on all. sectors of national life and underpins develop- 

ment efforts in agriculture, industry, education, and all other  aspects 

of social and economic growth. It is our observation that the public 
3 

administration program needs to be revitalized, expanded, and 

emphasized along lines designed to enhance capacity for  developmental 

administration. A considerable reorientation and lifting af horizons 

is in order which would place more emphasis on broad human resource 

capabilities and less on pubiic management techniques. 



4- AN INCREASED USE OF PARTICIPATING AGENCY SERVICE 
AGREEMENTS FOR PROGRqM TECHhT'ICAL SUPPORT 
SERVICES SHOULD ALSO BE ANTiCXPATED AND ENCOURAGED 

Foreign assistance programs have been effectively supported by 

many federal agemies for  many years. &AID currently has a number of 

general and project agreements ( PASA Is -participating agency service 

agreements) In effect with several federal agencies under which AID. 

is abie to acquire technical personnel, substantive technical back- 

stopping, and plan~ing and implementation assistance. While there 

have Seen, and still are, many problems associated with interagency 

contracting for p r o f e s s i ~ z ?  servfces, the concept is basically sound 

and its increasing tise should be expected and encouraged in the f ~ t u r e .  

ATD should strengthen its permanent general agreements as a 

basic framework for interagency cooperation during the renegotiations 

now under way by TCR. It should also make more intensive use of 

special agreements for pzrticalz-r projects or programs, identifying 

the same detail that would normally be included in a contract with a 

private concern f ~ r  techxlcal. services fv iz . ,  objectives of t h e  PASA, 

accomplishments sought, general activity scope, level and quality of 

personnel. required, cast shari3g arrangements, manpower plans, and 

special admi~is t ra t ive  arrangements) . 



The goal should be to delegate, through t h e  PAS-4, major re- 

sponsibizity for  support to be provided under jointly agreed terms and 

working arrangements, with retaining overall accountability and 

control of the program or project, Increased reliance on the P A S  

device s h o d d  serve not oli?y to enrich and strengthen A D ' S  technical 

assistance program, but should also operate to reduce administrative 

burdens in ways and degrees s imi la r  to t h o s  &scribed above for 

contract services. But if these benefits are t o  be derived, partici- 

pating federal agencies must assign a top priority to these activities 

and encourage t h e i r  best people to take advantage of opportunities for 

AID service. 

5. AN INCREASING FOCUS AND RELIANCE ON PRIVATE 
ENTERPRISE AS A DEVELOPMENT TOOL WILL REQUIRE 
AUGlMENTED EMPHASIS 

Foreign assistance agencies have always recognized the  irn - 

portance of private enterprise in the development process. AID has  

articdated policies and programs to this end and h a s  encouraged 

country planning and programs desiped to produce growth of the 

private sector in less developed countries. It has also expressed the 

desirable intent to bridge the  gap between t h e  American investment 

potential and foreign oppaf-tunities. 



While recognizing the importance of private enterprise to the 

development process, the ageccy has done very little to give full 

force and effect to t h e  objective in its operating policies and priorities. 

Generally, what is being done is performed well. Thus, a good job is 

being done on investmezt guarantees, liaison with ,American business, 

and information and communication services. However, there appears 

to be substantiially less program emphasis in t he  Eelcl. Leadership 

and guidance from IVashington are weak in terms of specific approaches 

to the difficult area of f~s t e r ing  Industrial and commercial investment. 

Staff resources are limited in both Washington and the field for this  

purpose. 

We strongly recommend al; increasing stress an t h i s  function 

in the future. While recognizing the difficulties attached to any 

government - to-government program fostering private investment 

activities, we are convinced that a number of tangible benefits to the 

development objective can r e su l t  from a more forceful and positive 

approach. &"lasures to be taken igclurfe: 

Asslgnrnent of more mafipower to the  task, in ViTashington 
and irr the  field, ixtilizing contracts as appropriate with 
realistic standards and criteria 



Selective research and counseling in the techniques, 
mottvations, anCi practical considerations underlying 
the  es tabiishment of a favorable private enterprise 
climate In developirrg countries 

Ixmovatiionaf thinking about wags of transmitting the 
American pribate enterprise system, tailored as 
necessary but not compromised, into the cultures and 
political and economic structures of less developed 
countries 

Increased emphasis in the formulation of country programs 
on measures to foster private enterprise 

These are  challenging 'tasks, but t h e  consequences of t h e i r  

successfui attainment are so favorable, to both t h e  posture of t he  

agency and the  aacc2ss of the 3nited States fcreign assistance Frg- 

gram, that a sustained effc-t is justified. 

6 - A NUMBER OF ADDITIONAL SHIFTS IN PROGRAM 
E MPHASIS MiAY BE ANTICIPATED - 

In addition to the likely and desirab?,: developments in program 

scope and compositiorx discussed --: 2s = I .  I sections, there are a 

number of other sh i f t s  in emphasis, and posslble new program develap- 

ments, that are likely to occur in the future. These include the  

following: 

An increased emphasis is expected to be placed on the 
I? self-help" p r i ~ c i p l e ,  both as it applies to specific 
project considerations 2nd as it applied to aggregate 
c o ~ n t r y  efforts. Th i s  trend should be encouraged to 
marshall individual country resources, structure in- 
centives, and otherwise foster maximum country 
development. 



Increasi~g emphasis is likely to be put on the long-range 
projection of U. S- foreign assistance plans, within a 
f ram ev~ork of global need, global resources, international 
ccnsequezces, 2nd specific United States policy 
considerations - 
An expanding effort wil l  need to be made to  develop new, 
different, and better techniques for  fostering productive, 
stable growth and political stability in the less developed 
areas of the world. 

These anticipated sh i f t s  in program emphasis wi l l  likewise 

have implications on organization planning? management, and man- 

power considerations in the future. 

7- IN TERMS OF FUTURE PROGR4-M SUCCESS, THE GREAT - 
NEED IN AID IS TO SPEED UP AND IMPROVE THE - 
IMPLErnNTATlON PROCESS 

In the final analysis, the success or failure of foreign assistance 

wifl be determined by how effectively AID programs are implemented. 

It is with respect to this functicn that AID faces both its greatest 

opportunity f o r  unique achievement and some of its most  enervating 

problems. 

T h e  need for  improvement of the implementation process has 

long been apparent. AID and its predecessor agencies have a31 been 

preoccupied with measures f c r  expediting and strengthening t h e  

impXementatiox1 process. I t  provided one of the  principal justifications 

for  the major reorganization in 19 6 1, creating strong regional bureaus 



and shortening the  lines of communica'iioas. These changes aided the 

kmplernentztion process in part, but aim introduced a few additional 

problems and failed tn so;ve others. A continuing need exists to find 

additional solutions acd wags to improve an4 streamline the imple- 

mentatiofi process, 

Some implemerrtation problems that  still require solution 

include the  need to: 

Improve the contrzcting function by: 

- Providing a basic framework of agency-wide policy, 
s t a ~ d a r d s ,  azd crlterla within which contracting 
officers operate 

- Decentralizing contracting to field missions and 
reclpiest countries to the maximum practicable 
e x t e ~ t  

... Emphasizing the contrzct role as an instrument for 
advancing major projects rather than strictly as a 
coatr*ol device 

Improve the  sensitiveness anG capacity of alf implemen- 
tatton processes ta recognize and respond to differences 
in priorities of progrzrr, need and emphasis. 

Develop axl overall pervadtng sense of urgency in handling 
Fm piernentzticn a c t i o ~ s  and impatience with unnecessary 
stress on form and detail. 

Focus on Wasc?_ir,gtc>r+-field re ia t i~nships? seeking to obtain 
the  maximum benefits available from responsible dele- 
gation of authority, within the realities of staff limitations, 
the  agency !s external accountability, and the  public 
scrutiny applied to most  major judgmenis. 



Develop new means of exploiting the global experience 
of the agency in planning and implementing future de- 
velopmental activities. 

The solutions to these implementation problems wi l l  place 

different requirements fin the  agency's organization structure and 

its management processes* These are considered in addithnal detail. 

in subsequent chapters of t h i s  report: 

8. BROAD AND GRADUAL REDEVELOPMENT OF PERSGmEL 
IS CALLED FOR TO REFLECT P R C G M M  TRENDS 

The many trends in AID program scope and emphasis, dis-  

cussed earlier: wi l l  require broad and gradual changes in agency 

management. A number of structural,  process, and manpower 

changes can be anticipated to accommodate increasing emphasis on: 

Long- range program planning 

Effective country development planning 

Private enterprise promotion 

Development research and evaluation 

Use of contract services 

Implementation actions 

Further delegation of loan and contract responsibilities 
to USAID'S and country governments, and other prajecteu 
program developments. 



In summary terms, we recornme~d the ZoEowiag mar,agernent 

policy directiorm as bei~3.g called for ta conform with 2nd accsmmoriate 

to the program trends presented above: 

Resort to direct h i re  of techaical and other persamel 
only on demon;strztlozz tha t  nc sther suitable resource 
is avai3.a.ble for the particular as sig~m ent . 

Gradua"if;- reduce the number of direct h i r e  technical 
persnnzel; piace more emphasis on program manager 
types; and rely on contractor and 3ASA arrangemeats 
for  an iscreasing proportion af technical staff ~ e e d s .  

. Strengthen the loan functions in both beadquarters and 
the field with additional qrialiEed manpower. 

Strengthen the priv2te enterprise function in t e rns  of 
bot'n program emphtisis and rnanpovwr. 

Augment the staff resources and focus responsibility 1mou.e 
sharply for program impPern entation and project 
surveSlanca. 

In addition to the effects of program reqlri~*ernlents on organiza- 

tion and management, a number of administrative factors a ~ d  prinriples 

also exert strong influences. Thzse are discussed in the next chapter. 



111. AD&ZINISTMTItSE FACTORS AND P,WNCIPLES 
_WFECTI?I;G AID ORGANTZATIGNX L DEVELOPMENT 

The present organization and procedures of A D  are the pro- 

duct of a long process of ~~eorganization and adjustrneqt over the 

years in which dzfesent administrative concepts have been pursued 

undelr a succession of administrative leaders. The power structure: 

l or balance cf influence in subordinate organization ur~der the 

Administrator has chang kd periodically, depending upon personalities, 

program emphzses, and formal structural patterns. 

For some years prior to 1961, the major influences on policy 

and program approval were  exercised by top agency program staff 

and technical personnel in the various special-ties of agriculture, 

health, public service, and so forth, organized along strong functional 

lines. The regional and country operations were ,  despite strong 

formal mandates, relatively weak and served largely in an ad- 

ministrative, coordinating, and clearinghouse role. 

Since 1961, the basic operating powers of AID have been sub- - ,  
. . 

stantially delegated to the regional bureaus. For the most part, and 

with some specific exceptions, agency-wide functional and support 

b 
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offices have been effectively removed from the decisional process 

with respect to programs and projects. Their contribution to  sector 

and project content I s  now marginzl in most cases. Personnel 

management, contracting, and other services directly bearing on 

operations have also been sulss-tantia.lly decentralized to the regions. 

This section of the report evaluates the present organization 

structure and ~pera t ing  procedures, identifies strengths and 

weaknesses, and s~ggests considerations which should govern the 

future direction ~f organizational development. 

1. THE PRESENT BASIC OPERATING PATTTEkN SKOTJLD BE 
RECONFIR&'IED, WITH SOME MODIFICATION THE 
BOWER BALANCE 

The basic concept of operating through strong regional 

entities mder officers with the status and title of Assistant Adminis- 

trator is dictated by the scope and nature of -AID'S mission. While 

braaci overall, policies and program objectives are indispensable, 

it is essential that the organization be so arranged as to facilitate 

the tailoring of programs which are responsive to the distinctive 

requirements of differing regions and the discrete needs of particular 

cmntries. This can best be done by regional organizations which 

concentrate on geographic areas with generaily similar cultural, 

1: economic, and political patterns. 



Experiezce with the 4 regional offices of AX3 in t h r ?  last 2 or 

3 years has demonstrated a number of tangible advantages: 

Massive operations are divided into more manageable 
segments. 

Responsl.bil.lity for resl ,ts is clearly fixed. 

Lines of responsible authority from the 
to the field missions ar.2 direct and clear. 

There is grecc~ter assurance of program consistency 
and validity by regions and countries. 

Decisional processes are less attenuated. 

United States policy coord.'nation is made more 
effective by organizing A D  regions in a manner 
similar to the global grouping of countries employed 
by the State Department. 

These are important benefits which should be preserved in 

any refinement or adjustment of the organization in the future. At 

the same time, it should be noted that the strengthening of the regions 

has been achieved at some significant weakening of the staff organiza- 

tions which are intended to give policy guidance and program con- 

sistency to the entire operation. kt some respects, the regions 

are too self-contained, rely excessively on their own resources, do 

not always take frlU advantage of more global experience and insights 

in central staff groups, and tend to follow the letter rather than the 

spirit of procedural requirements - These are genearlizations from 



which notable exceptions may be cited. But a better accommodation 

and power balance is needed while maintaining the operating con- 

cept of strong regional administration. 

'? 
,a s MANAGEMENT BY DELEGATION MUST REST ON A SOUND 

STR5CTUC'RE OF ORGANIZATION AND BE ACCOMPANIED 
BY STRONG POLICY AND &!IAIUAGEhIENT CONTROLS 

The formidable size of the foreign assistance program and 

the ramifying scope of operations leave no feasible alternative to 

a policy of management by delegation. Substantial Gelegations hsve 

already been effected by the Administrator throughout the range of 

functions. In some areas and for  some functions these should perhaps 

even be extended. There are other areas in which it is possible 

thzt delegation hsa gofie too far and does not give adequate oppor- 

tunity for  top agency adrninistratcrrs to make prereden-t or important 

decisions. Furthermore, these are cases ii which first-line of£ice-r*s 

have failed to redelegate appropriate sectors of authority to sub- 

ordinate offices and field missions, clinging to practices of central 

control over minutiae which are not consistent with sound adminis- 

trative doctrine and which distort control priorities. Whatever the 

defects in the present system. the point made here is that AID has 

wisely fellow-eb the prb-hciple of management bj delegation. 



.A. broad delegation of powers and authorities, however, does 

iw?, a d  should not mean the relinquishing of surveillance or control 

on the part of top rnanage~ent.  The danger implicit in strong re- 

gioaa.1 operations is that the geographic offices may tend to operate 

as semiautonomous entities with disparate operating policies and 

processes. To assure that the entire agency operates as a unified 

entity finder a managerial policy of delegation and decentralization, 

the system must embody these prerequisites: 

The formulation and zrticuiation of clear, disibci 
objectives and policies based on perceptive long-range 
as we13 as short-range planning 

An organization structure which assures the balanced 
contribution of economic insights, management 
f easibdities , technical expertise , and regional 
perspectives, w-iih u i f i e d  impact 

The establishment of management policies covering 
personnel, contracting, and other supportive services 
which are sufficiently definitive and meaningful as to 
effectively govern their performance 

The cozztinuous evaluation of program results, with 
provision for sustained feedback of experience into 
both policy and operations 

The developmen% 0% a system of reporting which 
assures that top management is kept informed of 
progress and incipiezt problems in order to permit 
t imely action 

Thus, concomitant with the wide practice of delegation, there 

must be an organization pattern and a system of policy and manage- 

ment controls which, to the maximum extent feasible, not only 
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provide internal coordination, but also assure that transcendent 

issues are identified and referred or called up for top decision. The 

present organization is deficient in several. of these important re- 

spects. Some functior?~ are recognized but not performed adequately. 

Others are not adequately recognized or provided for.  Furthermore, 

the present organization tends to  be diffuse, thereby placing an 

excessive burden of coordination on top management both with re-  

spect to the various facets sf the programming functicn and with 

respect to staXf ~ f f i c e  - regional bureau relationships. 

3 .  EVALUATION IS SPORADIC, VJ'lTH LITTLE FEEDBACK 

It has often been said that AID has ar, inadequate memory. 

Evaluation reports on project 5 i;: pmcess or completed are scarce, 

and what has been done tends Po go into the fifes and disappear. 

Moreover, files become incomplete and their cozttents lost over the 

years. 

In spite of substantial evahation efforts, frequently on an 

ad ~ Q C  basis, it ia still t rue  that AID has not y e t  developed a 

systematic process to apprzise the consequences and results of its 

program operations and to exploit the rich accumulated experience 

of the agency. Self-evafuakion on the part of the missions tends to be 

of secondary importance and is frequently relegated to a low priority 



in the pressures of current events. Conversely, the missions are 

not given the benefit oof the distilled lcnowledge gained over the past 

10 cr 15 years of operation. There is little joint planning or feed- 

back of earlier successes and failures into the current review 

processes. 

Administrative arrdits , a form of evaluztion, serve necessary 

fiscal and other adrnlnistrstive prposes  but often fail to receive 

proper executive attention in either AID IWashington or the missions. 

Special teams created for specific evaluation tasks have also been 

used. Whi le  frequently of substantial value, the findings of such 

teams can represent uneven bases for comparing evaluation findings 

and frequently introduce the prejudices arid parochial views of indi- 

vidual team members. Moreover, an inordinate amount of t lme 

and energy 4s sccasianally required on the part of mission m d  

Washington personnel to acquaint, inform, interpret and accsrnmadate 

the team. 

Many other types of evaluation devices and techniques have 

been used over the years, and others are k ing  proposed. There is 

clear need ta organize the overall evaluation mechanisms of the 
s 

agency into a systematic process that will  produce critical findings 

that are shared by the agency in many useful ways and become a part 

of tornorrowls planning resources. 



4. MANAGE3IENT REPORTING IS UNSTRUCTURED, 
STAT1STICALL.Y ORIENTED, AND NOT PROPERLY RELATED 
TO THE PROGRAM FUNCTION 

There is at the present time no organization.unii in A D  specjfi- 

caUg vested with the responsibility for establishing and maintaining 

a comprehensive management reporting system consciously oriented 

to the Administrator's need. 

The Statistics and Reports Division has a limited function and 

does not embrace the rznge of program progress reporting needed 

by the Administrator in order to keep current on present status and 

to be given early warning of potential shortfalls in performance. By 

and large, the reports the top management group receive are primarily 

compilations of statisticaf detail, with relatively little analysis and 

interpretation of the significance of the data being reported. While  

the statistical reports are generally w e l l  des igned and in substantial 

detail, they do not give top management an overview which can 

qulc k3.y isolate areas reqair jag early attention. 

The present status of management reporting and the contours 

of an effective and systematic management reporting system will be 

discussed more ful?-y s-absequently . What is intended to be emphasized 

here is the clear arid distinct need for further refinement of the 

agency's important management reporting services. 



X key organizational need i s  to assign specific responsibility 

for the fundzm ental features of an effective management information 

sys tern : program analysis and reports control. The function should 

be located in the program staff area where it can serve to enrich 

and buttress the plannir,g, policy, and evaluation processes of the 

agency. 

5. STAFF FI,'NCTXUNS AFFECTING PROGMM PROJECT 
VALIDITY ARE DIFFUSED AND LACK FOCUS 

It is in the nature of AID operations that a number of diverse 

e l e m e ~ t s  and considerations must be fused into a cohesive process 

for program and project determination. Even with this requise- 

rnent, however, under the present plan of organization, the various 

structural components of the staff policy and programming process 

are too widely dispersed. These contributing elements ernbrace 

not only the Office of Program Coordination, but some or all af the 

following units as well: 

Office of Technical. Cooperation and Research 
Office of Pxblic Safety 
Ofzice of Labor Affairs  
Off ice of Development Finance and Private Enterprise 
Office of Material Resources 
Office of Engineering 



Therr needs to be a clearer designation of unified responsi- 

bility for ccrordinated overal!, program policy arid program review 

below the level of the Administrator. Through the use of such 

devices as the long-rar,ge assistznce strategies (LAS) and shorter 

range strategy and country program reviews, the agency seeks to 

accompiish suc-ll ef3ective coordination. However, this periodic 

focus of the many contributing elements of the zgency on a country 

program takes place ~ n l y  at long intervals, usuzlly not more  than 

once annually. Furthermore, the process fails to mswer the need 

for: 

Balanced emphasis in the policy and program 
guidance supplied to regions and country missions 
on a conthuh-g basis 

Consistency ir! policy interpretation and guidance 
in program planning 

Balance in the emphasis and influence afforded to 
the several technical staff offices and their relative 
impact on poficy and program decisions 

One of the principal conseqQences of this lack of a strong 

unifying influence at staff levels is that the several staff units in 

their separate and discrete workings do not make a significant 

impact as a coordinating force on the regions. Thus, there is 

something less than fully integrated and sustained consideration of 



all factors bearing on TAe adequacy and sui~abi l i ty  of particular 

programs, their responsiveness to need, and *eir conformance to 

policy and o ' ~ j  ecr  ives. 

Other comments about staff offices generally: 

There is an unnecessarily large number of implementing 
responsibilities assigned to so-me staff poiicy offices. 

There is a n  inconsistent pattern of relationships with 
correspondicg staff and service units in  the regional 
tureaus-  

5. THE OFFICE OF PROGRAM COORDINA TIOM IS STRONG, 
BUT FALLS SWQRT O F  PROVIDING C0,MPREHENSLWE 

This cffice has greatly str-eng-hened the economic validity of 

programs and prnjects. Xt is strongly oriented, however, to 

specialized economic apprcaches concer-sed wi$h developmental 

planning ar? tends to give dispropor~iunate emphasis to this aspect 

of policy throughout the entir e agency . 

The Office of Prcgram Ccrorcii-naticn .:O/PCj does no; purport 

and does ncz have a clear rnandake tc enccr-mpass ?he totality of de- 

velopment poiicy and program planning responsibi!ilies fo r  the entire 

agency. I t  has on occas i~n  served to coordinate such staff functions, 

but w i t h  uneven and unsustr,ined focus. Thus, it has tended to 

concentrate on utility arld vaiidity of program loans more than 

it has give3 atten~ion to +he whole  field of technical zssistance. 



The eoordinatihg and program policy functions of this office, 

or itits successor mi" need to be both clarified and broadened. 

7 .  THE CENTRAL TECHXICAT, SERTTICE FUNCTION IS WEAK 
AND LARGELi7 DGTERTED TO OPERATIONAL FUNCTIONS 
O!-Tl'SIDE TEE JL'IATKS~REA~~ OF PROGRA&% FORMUMTION 

TCR was stripped of many of its better perserael after the 

1961 reorganization, with most of its experienced staff placed in 

regional technicalservice offices. In spite of strong efforts, it 

has not been able to regain its orxginal level of technical competence. 

The ro'le of the Office of TecE-~1ica; Cooperation and Research 

(TCR;' was reasonably we::,:. conceived ia 19Ei when it was revamped 

as part of the reo~ganization. The formal assignment of responsi- 

bilities was sound and it was given a c 2 a r  rnand3te to participate in 

the programming process. In broad terms, i z s  functions were and 

are defined to kclade:: 

Technical scbje?;f,-matt e r  leadership and backstopping 
in sx~cii areas as: agrie~~.Lt-ire, natursl resources, 
puS1:.c administrarion , health, education, community 
devebpment, industry, housing, transportation, 
and other areas 

Externalagenc y rerat ionships in these fields 

Research and tccbic.al communications 

Evaluation 



However, with notable exceptions, particularly in the fields 

of health $=ad rura l  development (agriculture), its contribution has 

become minimal and it does not serve now as an effective force for 

prof iclency , coordjnat-ior,, and program leadership io technical 

cooperation. This unfortvnate circ.r;lmstance has come abwt because 

of a number of in tera  c t h g  factors: 

TGR' s current rof e is in practice sarnev~kiat ambiguous. 

Strong regional bureaus have rzot relied on TCR 
services except occasionaily, have not 
requested services or assistance. 

Staff inadequacies have been both a causal factor 
and a result of this lack sf contribution or lack of 
opportunity to contribute. 

yam Partly to compensate for the lack of prog- 
participation, TCR seems to be preoccupied with 
many operating respofisibilities and is further  
diverted Eram its primary functtin of technical 
leadership in most sectors - 

Tius TCR, in addi~ian to uneven staffing and a collection 02 

operating Pinetions (like the Central Book Fund, -American Schools 

and Hospitals Abroad, and English as a Second Language), has not 

been able to formulate a r ~ L e  which would make it an indispensable 

part of the whole policy and program stream. Its oxm deficiencies 

have been r e d  and these have been ma.pif led by the skeptical 

attitude of the regicns and country missic -1s generally. Beyond 



this, however, is the fact that its limited sole has not succeeded in 

bringing TCR i ~ t o  a aean-hgful relationship with the central program 

and policy flow . 

The potential soles of TCR and other techical staff services, 

are real necessary. They sho,uld be grouped so as to  obtain a 

maximum mutual reinf~rcement of their technical expertise, and to 

backstop most effectively the substantive programs they appropriately 

complement. 

8. - SPECIAL FUNCTIONAL OFFICES FURTHER F-RAG-MENT 
TECUTL'ICAL X,WEESEIP mD PRODUCE DISPARATE 
OPE1R,&TING LIRRAXGE~~~TENTS 

Thei- 3 are several techxica?. service offices that operate outside 

the TCR framework -mde~b dif'ferent marrdafes 2nd authorities. These 

is wide disparity in the respon~ibilities and operating relationships 

assigned to these units. These include the: 

Office of Public Safety 
Office of Labor 33fzirs 
Office of Engineering 

The Office of Public Safety is responsible for techica3. 

direction concerning the development and implementation of programs 

and projects design& "la strengthen the capacities of host count,ries 

far maintaking internal law and order. At one time, the :unction 



 as located within the Office of Technical Cooperation and Research, 

but the office now reports diz-ectly to the Administrator. 

Public safety was se2arated f r~ix  other technical activities 

some time $,go and gl-G en special organi.:atisnal status on xecom- 

mendation to 15e President of a Cabinet-level committee which ex- 

pressed the need for imparting reinforced emphasis and drive to 

Internal security m2asures in developing csr~ntries . The Office of 

Public Safety now administers a discrete operathg program largely 

outside the normal. program stream. While resource allocation 

and lather overall limitations apply, the office nevertheless operates 

with substactial independence. 

There may vie11 have been and there may continue to be valid 

reasons for such special treatment of this function. From a manage- 

ment poir;t of view, however, itis no more unique or indispensable 

than many other elements of country development and should be con- 

sidered an iritegral part of the regular pegramming and operztional 

process. Special organizational status is not requiree to preserve 

program thrust--AID has well proven that it is awarz of the im- 

portance of the program and will continue to give it cornme~surate 

emphasis* lt may even be argued that bringing this function back 

into the normal operating plan can sex ve to rekindle a higher sense 



of responsibijity and participation by the missions and regions which 

now consider the azti-~ity s om etvhat r enlove d from them . 

Since the pzrpos? of the special status has now been accorn- 

pfished, namely, to impart adequzte emphasis is the AID program 

scope, we recommend thatsstmc'cux-e be rationalized by bringing 

OJPS back icto its approprizte associatior, with other technical 

services. It is recogfiized that transcendent considerations may 

still require special s t a t ~ s  fo r  I)'/PS apart from conventional 

organizational principles . unifying measure 

the interest of minimizing dispersive factors in the present s t rur t~re .  

The Qffize of Labor - Affairs -we- is responsible for providing the 

Administrator top--level advice and guidance upon the irnpli-- 

f;;*-ions of AID programs for the and host country 

labor movement. Se7arate organizztional s t a b s  was accorded the 

~ f f i c e  to assure that adeq-sate emphasis Is given to labor and .man- 

power rese-irrce development, zonsiderations in country and regional 

programs. 

While the estabiishrnent of the Office of Labor Affairs has 

prov'ld.ed necessary staim and recognit ion tcr the function, such 

distinction from a management viewpoint now distorts its place 

within the total scope of agency activities. Labor cons id era ti ion^ 



should also be an integral part of the programming process and 

should be infused at all levels and stages rather than primarily on 

the occasion cfi review at the Admiaistratorss Level through a 

separate staff office operating independently from other central 

technical services. 

We, accordingly, recommend that this function be placed in 

the appropriate central technical staff. Here, too, considerations 

beyond organizational and management factors may require con- 

tinued special treatment. But, in our judgment, the entire AID 

operation will benefit from unification of this important program 

component. 

The Office of Engineering serves an important agency function. 

,AID is invalved heavily in major activities throughout the world re- 

quiring high-level engineering expertise. Its development loan 

activities alone require major inputs of engineering judgment at all 

levels within AED - - especially in the regional bur e m s .  

The reorganization of 196 1 decentralized engineering services 

to the regions. This was a sound move to insure that engineering 

competence was introduced into programs and projects during early 

review stages, There is, however, need also for top-level 

engineering judgment at the central level to insure that consistent 



policies and standards are forrnu.lated and observed with respect to 

engineering practices. Additionally, there should be a center for 

liaison with the engineering comrnul-iity as well  as provision for 

highly specialized services not available in "be regions. 

Regional bureaus tend to bypass or ignore the centrd Office 

gf Engineering. In part, this is because sf a desire to maintain 

regional self-sufficiency. and in part because the regions claim that 

no useful contribution is afforded by the Office of E~gineering. This 

attitude, whether justified or not, in no way diminishes the need for 

a high standard of engineering proficiency in the central office and 

for its fill!. participation in program and project review, either 

directly on a selective basis, or "&rough effective poiicy. 

Once again, from 'the view-point of sound organization, there 

is no more overriding justification for assigning special status to 

the Office of Engineering than there is for ma-y other technical 

functions. Its closer alignment to other services concerned with 

technical adequacy can be mutually reinforcing. W e ,  therefore, 

recommend that the office be relocated in the staff office concerned 

with capital development where its special talents can be applied 

directly and with greatest impact In the development loan policy 

formulation and review process, 



In summary-, we propose that ail three of these special functions 

be brought directly into the program structure. W e  believe the best 

interests of A D  will be served if they are now reassigned to their 

appropriate locus in the organization where they can make the 

greatest contribution - 

9. THE PRIfiELRY KEED I S  TO PROVIDE A STRONGER, MORE 
EFFECTATE MECHAN1SIvX FUR ASSTJRmE CONSISTENT 
P(3LICY PLANNING, PROGRAM FORMULATION, 
EVALUATION, REPORTING THROUGHOUT THE AGENCY 

The primary focus of AXD is toward the achievement of 

meaningful progress through the program operations of overseas 

missions. Every facet of M D  organization and rna~agernent is 

oriented to this purpose. None contributes more directly to its 

realization than the functions of overall policy formulation, program 

planning, and implementation. 

Program planning and implementation take place at all levels 

of the agency. They proceed downward from the Administrator to 

country missions in the form of policy guidance, upward from 

country missions in the form of analysis and plans, and in both 

directions to arrive at agreed program levels and scope. The 

emphasis applied to these tasks, and the involvement of the several 

osganizatiu~ levels of AID vary both with respect to the elements of 

country programs and with respect to the priorities assigned to  

country programs. 



Best Available Copy 
rCI7 lnere can be no simple, consistent pattern of involvement *h 

all instances. However, there must be well- articulated organiza- 

tional responsibilities and mznagement processes for assuring that 

whatever pattern of involvement is followed, a consistent and high- 

q d i t y  progrzrn planning, program formulation, evaluation, and 

reporting result is achieved throughout the agency E :L, - :-ldgment, 

present orgznizatian arrangements and manager: .-.: - . - .rp4 .*s do 

not provide adequate assurance tc. :3e Adxninistr; . .- . .." a L 

conditions prevail to the desired degree of consistent, - . A -  quality. 

While the Administrator is not expected to involve himself in 

all agency program matters, he does exercise a unique accountability 

for all such matters. H e  can and has, generously de:.egated authorities 

and responsibilities to staff offices, regional bureaus, and field 

missions, but he cannot and has not delegated his overall 

accountability. 

Consequently, the exercise of pruder;t executive I6 :adership 

requires that the Administrator take whztever steps he fcels  

aecessary to assure himself that: 

Adequate program policies are esta3lished an3 followed 

Acceptable standards of quality and comprehensiveness 
are achieved in program planning and implementation 

The pace and scope cf program accomplishments are 
adequate 



It is our general conchsion that the Adminiszrator requires 

further zssurance that a l l  essentiaL elements of the agency's pro- 

gram process are rezeitTlng bzlanced and adequate attention. Over- 

all, there is need to make more posit~ve t"n aas~i~rnent of more 

general responsibll~ty m a ~entraal staff svhich can assist the 

-4drnl~Astratur by  exercising a broad overview of all matters per- 

taining to program p!-annmg and implementation. W h a t  is suggesred 

is in the nature of 2 general staff to engage in a range of functions 

from policy to surveillanze of resuZts in a monitoring and "eyes and 

ears" capacity 

Such a staff fa:Li+y 1s not inconsistent tviLh the pattern of 

strong regional operations - Rather, st ;h a general staff would pro- 

vide a necessary centripef a1 Corc e to c o ~ n t e r  baianc e the unavoidable 

and even desirable csntrifllgal rhrust oE the geographic units. Rec- 

ommended actions to meet these needs will  be disiussed -in following 

chapters. 

STAFF SHORTAGES HA;'E IMPATRED T H E  CAPABILITY OF 
DFPE TO CQNTR5BUTE ITS FULL PQTENTTAL TO 
ENCQCRAGE%IENT O F  PRF-ATE EKTERPRISE 

The Ufflze of Development Finance and Private Enterprise 

(DFPE) has been assigned a combination of operating and staff 

functions but with insvfficient resaarces to perform both. As 



usually happens in such circumstances, the operating functions have 

tended to suppress or minimize the staff Fmctions . Investment 

guarantees and investmerzt surveys appear to be handled in a very 

creditzble manner. DFFE also is rnakiag a substantial contrib~tion 

to strengthening the review process for capital. development l o a ~ s .  

The leadership of DFPE is fully aware of the importance, to 

the achievement of A D 9  objectives in the less developed countries, 

of expading private enterprise- -both indigenous a d  foreign- -and 

appears fully capable of directing a meaningful attack on the problen~s 

imped%ng such development. As already noted, necessary staff 

resources have not, however, been provided in either AIDIWashington 

or in ';he field. 

The DFPE is performing an essential function in the APD 

framework and its organizational status and responsibilities must 

be not or,ly preserved but strengthened in any restructuring of "he 

general program area. 31.3 its primary need is an adequate staff 

b ~ t k  it7 support its loan Fmctions and to permit the assumption of 

strong leadership on the private en%erprise front. 



I 1 .  PROGRUI SUPPQRT FU3TCmd?$S SHOULD BE BETTER 
RATI0XALIZED AND THEIR SERVICE ROLE EIVLPH,4SIZED 

At present, the Office of Material Resources (O/&!IR) is re- 

spnsible for a miscellany of functions, These functions are largely, 

but by no means exclusively, of a program support character.. 

Nc,*,Xble exceptions are the Food for Peace Division, which is 

heavily engaged in the programming and implementation processes, 

and the International Cooperative Development Service, which per - 

forms functions much like those assigned to TCR and DFPE in other 

fields of activity. A better rationalization of the program support 

1 functions is desirable isl any organizational revision, and further 

~larificatiola of role and relationships is also called for. 

The principal deficiency of O!MR has been its general failure 

to carry out its mandate for the development of policies and standards 

governing contract services. This failure has severaly hampered 

"ihe operations of the agency. Its rectification oifers one of the 

principal opportunities to A D  for expedit7ing and improving the en-tire 

irnplem-entation procedure. 



The above presentation of issues 2nd problems provides the 

premises and considerations upon which specific organizztional 

recommendations are presented in the next chapter. 



-- - 
P R 0 2 3 S E 3  BAS12 DF ORGANIZATION 

The basic test of an;$ ~ l a n  of arganlzation and system of ad- 

rnbistration is whether they free the energies arid creative abilities 

of staff to perform cal-efzlly 2eiitnezted fu3ctions under seasonable, 

but firm aad explicit, contrsis a ~ d  coordinative mechanisms. A far- 

flung and ramified organizziion conducting a ~ a s t  program and ern- 

bracing a >.vide range of activities like AID is peculiarly dependent 

on sound crganization to  .zharir?ei psxlxctive e?fort. 

Our analysis of the AID organizatior, canvinces us that no 

fiindamental revision is warrazted or required. Nevertheless, there 

are a number of importar3 6dpstrnents whicf; can and should be made 

in the interest of prcdu~ing  a. more sharply foeused organization and 

providing improved opp~rtrsnitizs fsr caor&ination, more logical 

functional groupings, and better baZance among fcnctions. Our primary 

objectives in suggesting a number OF organizational adjustments are 

the follow ing : 

To provide a mecha~isrn for the more comprehensive 
fusion of all flaming, policy, and resource allocation 
functions b e l ~ w  the Xe-re; of the Acirninistrator 

Ta assim primary organizatior_ status t~ those functions 
and resccnsibilities which are central to A D  objectives 



TO realign certain functions in conformity w i t h  the prin- 
ciple of :xiri;ty af Furpose 

m - 
L O  ~eeeniraiize kir-ther a number of operations now vested 
in staff .;nits, -p;iacing such functions in regional. bureaus 

To strengthen the f . 3 6 ~ ~  3n prggress evaluation and pro- 
gram reporting f2&?.ctlons 

The recommended pf an of organization is port rayed graphically 

in Exhibit I, folowing this page. The specific proposals designed to 

solve the problems and rectify Inadeqcacies cited in the preceding 

chapters are disczssed in the balance af this chapter. It should be 

emphasized that the several proposals are described primarily in 

coccept witho-iit the definitive treatment tnat can only be applied after 

further de'ilneatian incident to implementation measures. 

1, BROADEN THE PROGRAM LEAGERSHIP AND OVERSIGHT - .  

RESPONSIBILTT^;ES 3F THE OFFICE O F  PROGRAM 
COORDINATION A m  RECAST IM AN OVERALL S T A F F  
CAPACITY 

In our judgment, the primary strust'tiral need of the agency is 

to clarify and stre~gthec swera!]. pragrLrn leadership responsibilities, 

It is our recsrnrnendation that this be ar;,cornplished by broadening the 

scope of responsibilities of the Office of Program Coordination as a 

principal staff arm of the Administrator. The office should be retitled; 

Office of Program Policy and Coordination CPPGj to reflect its broader 

sole and shocld be directed by an Assistant Administrator. 



FrntBrT I 

AGENCY FOR INTERNATIONAL DEVELOPMENT 

PROF05ED ORGANEZkf !ON OF THE AGENCY FOR 
IHTERNATIOHAL DEVELQPMENT 



Basically, the new offize shoutd coztlnue to perform the func- 

tions =ow assigne:! to the Off'flze of Program Coardination, placing 

increa-sed ernphasls Dn the evakatloar of overall progrzxn accompUsh- 

ments, review ~f implernentztion progress, and fcng-range pragrarn 

plannizg. A delzi ied deszr ipt im of fCnct,icns recommended for PPC 

is included as P-ppsndix A to this report. In summary, the new office 

-snould perforrrz the f~7:0wi~?g f ~ n e t i ~ n s  a s  the immediate snbstantive 

staff arm of the Ahin i s t ra to r :  

Fo: rrrzlate and m air;tain basic agency policies relating to 
program piarming, implerneiztat ion, and evaluation; re - 
v iew and evakate a:i agemy pdicies originateti within 
the agency to ascerralh their irnpar t 3n program 

Prepare ~ r o p o s a l s  for  basic resoArce allocation arncng 

Devel9.p general Lozg-range sragram plans for the zgeney; 
and pro-&ie averall guidance ior, a d  over~yiew of, the 
preparatior, of long-range program plans for  participating 

Provide er;momiz planging assistance t o  the agency 

Maintain external 'riaison for the agency in broad program 
arid glnbd eegnomZc matters (v iz , ,  P-L.  430, IDUS, 
military, excicdigg technical f l.elds) 

Prepare basic agency-wide g~ideiines far the preparation 
of an~rzai c o ~ n t r y  program plans and budgets 

Pro-vise a gel-ieral overview of the preparation, review,  
and apprarral of all = n ~ a l  corrntry program plans and 
bzdgets, bringing selected CAPTs  {znd occasionallyl 
selected projectsj to the Administrator Scsr review arzd 
approv~: 



Prepare the annual agency budget; assist in its submission 
to the executive b r a ~ c h  and the Congress 

Establish and cond~ct  an economic, statistical, and pro- 
gram report7hg system for  the agency 

Provide a selectiwe eva1uai;ion of program irnplexentation 
-&orking w-ith and throizgh the regional k~reaus  

Conduct a forrrial annual evi~luation of broad program 
accomplishments 

The intent is not to prescribe functions for the broadened PPC 

that duplicate or substitute for any progrzm functions performed 

basically at the country or  regional bureau levels, except t o  the ex- 

tent determined by the Adrninistrztor (EAS reviews, for example), 

Similarly, there will be selected instances in which it is felt neces- 

sary by the Program Assistant Administrator to focus more than the 

usual overview attention to  specific country programs and possibly 

selected projects, in order adeqrzately to represent the Administrator 

and to keep i n fomed  on the activities of the agency in program plan- 

ning and implementation mait ers. 

The nucleus of the proposed Office of Program Policy and 

Caordination shou3.d be the present 0 /PC. A l l  f ~ n c t i o n s  and units 

curreotly inclnded in O/PC woreld be absorbed in the new PPC. In ad- 

dition, the following units sholclld be transf-rred t o  the PPC as being 



directly relevant to and supportive of the basic program, policy, and 

reporting f~nct ions  vested therein: 

National Accounts and Finance Branch (SRD/NAF) 

Country Economic Data Branch (SRD / CED) 

P. L. 480 policy, global planring, and inter - agency liaison 
Zu~ctions of the Fclod for Peace Division (MR /FFP) 

The present internal structure of O/PC is diffuse, The absorption 

of these additional functions wi l l  both require and offer the opportufiity 

for further consideration of divisional, organization and more precise 

definition of assigned responsibilities. 

ESTABLISH 9 NEW BUREAU FOR INSTITUTIONAL 
DEVELOPMENT AND RESEARCH TO REPLACE AND 
UPGRADE THE PRESEXT OFFICE OF TECHNICAL 
COOPERATION AND RESEARCH 

Substantial strengthening of the top technical services of the 

agency is a major component of any further improvement program in 

A D  administration, Et is our recommendation thzt this be accomplished 

by reorienting the foccs of TCR responsibilities on a fewer number of 

technica7r services, upgrading the scope and level of technical back- 

stopping, and incorporating certain additional functionai areas into a 

new unit titled: Bureau for Institutional Development and Research (IDR ), 



The concept of this bureau is to bring together in a single con- 

centrated unit the key techica? talent of the agency concerned with 

human resources development, communications, and other social 

and behavioral aspects ef techica'f. assistance programs. This would 

include the follov~ing areas from present TCR: 

Rural development, including agriculture, natural re -  
sources, and community development 

Health services 

Population and demographic services 

Education and human resour cea development services 

. Public administration services 

Communications services 

(Note: Other TCR funct i~ns are proposed for transfer to  the 
Bureau for Capital Development and Private 
Enterprise. ) 

In addition, it is proposed to transfer the Office of International 

Training (O/ZT) from its present location where it reports to  the 

Assistant Administrator for Administration. The activities of this 

office are largely determined by mission requirements arising from 

program inzplementation. While the bulk of its activities consists of 

ministerial. type operations involved in handling the logistics of a 

large volume of trainees, discretion is involved in assigning trainees 

to  suitable insti t~tions and arranging appropriate curricula. Participant 



training is an important function which, i f  properly geared to discrete 

program needs, can make an even more significant contribution to 

,AID objectives. 

There is no m i q ~ e l y  suitable fmctioaal home for  this office. It 

could wen be left where it is because of its concern with a wide range 

of administrative arrangements. It can also be argued that O/IT repre- 

sents a program support operation and that it should, therefore, be 

transferred to the Bureau for  Program Logistics, On balance, how- 

ever, w e  are inclined to emphasize the positive -d substantive aspects 

of O/XT rather than its ministerial ful*lctiuns and to tdieve that this 

important program will  gain strength and s idance  from the organi- 

zational setting provided by IDR. This bureau has extensive relation- 

ships with the educational community and is directly involved with 

many of the programs which give rise to training needs for foreign 

nationals. IDR can, therefore, provide a hospitable and knowledge- 

able environment of supervision far OIIT, and its transfer there is 

accordingly recommended. 

It is further recomme~ded that the International Cooperative 

Development Service (MR /ICDS) be transferred to DR. There is a 

sound basis for associating 'this em-ction with the private enterprise 

activities of DFPE. On balance, 'nowe-ver, we believe that the 



institutional development character of lCDS responsibilities together 

with the fact that its sstrti'vSties are largely reizted to the agrlcuftur~l 

sector argue for its preferred iocation in the IDR setting. 

LiZcewise, we propose that the policy and overall technical sup- 

port f~nct ions of the Offices of Labor A f f a i r s  and Public Safety be 

merged herein, as previously discassed. The talents required for 

all the above areas are similar i~ nature, compatible, and, mutually 

reinforcing, 

Overall. coordination of a11 agency research activities, as wel l  

as the planning and management or' research associated with the above 

technical fields, should be assigned to this bureau because of both 

current emphasis anZ locatism in TCR, and the fact that the bulk of 

agency research falls into the fields assigned to EDR. 

The propcsed functions to be performed by IDR are necessarily 

diverse and broad. They are detailed in Appendix B to this report, and 

include the f ollow-kg: 

Provide broad agency leadership and overview in assigned 
technical areas 

Develop =d maintain agency -wide technical policies and 
guidelines; advise PPC on the technical component af 
basic developmental policies 



Project long -range plzns and requirements for the ta.ch- 
nical c~mponent s of f areign as sistancre programs 

Perform detailed technical reviews of L A S ? s  and selected 
review of the technical componezts of CASSTs, Goal mans, 
and CAP'S. 

Advise PPC in the preparation of the overall agency annual 
program arsd budget 

Undertake a general review sf all new technical projects, 
and major continuing projects at periodic intervals 

Undertake a detatlel! review of selected new projects and 
major continuing projects 

Provide technical support and backstopping services for 
regional bureatis 

,Maintain the principal external relationships of the agency 
relating to assigned techiczl fields; provide a. general 
overview of the external liaison functions performed 'by 
other A113 bureaus and offices 

Serve as the principal central. point of agency contact with 
universities and ~ t h e r  similar contractors 

Megotiate and administer inter-agency service agreements 

Coordinate a l  research activities of the agency 

Undertake selected research and pilot projects related to  
assiped technical responsibilities 

Perform selected eval?;ations of the technical components 
of AID programs and projects 

In order to  give iDH new vitality and traction, and to induce a 

focus away from a number of operating functions and procedural in- 

vofvements, the conversion of T C R  to TDR should include: 



-4 transfer of as m a y  presentTCR operating respor -.- 
bilities as possible to regional bureaus and country 
missions. Functions relating to the Central, Book Fu&, 
American Schools and Hospitals Abroad, English as a 
Second Language, and other similar TCR projects should 
be reexamined to  this end 

A substantial reorientation of manpower, involving re - 
assignmellt of some TCR staff members who are more 
s-~ited to operating responsibilities than to the more 
specialized policy and leadership role of IDR recom- 
mended for emphasis in the future 

With the infusion of a few new and different professional talents 

into the bureau, IDR should be better equipped to  provide the age~cy 

with the broad 'leadership and tap expertise required to  move toward 

a high level of technical cooperation achievements. 

3. ESTABLISH A NEW BUREAU FOR CAPITAL DEVELOPMENT - 
AND PRIVATE EFTERPRISE WITH SUBSTANTIALLY 
BROADENED RESPONSZBIZITEES 

f erhaps no other frxnctions in AID have as much potential for  

significant breakthrough in program techniques and accomplishment 

than capital development and private enterprise. In order to provide 

these with new vitality together wi th  a broader and more related scope 

of technical responsibilities, and to xpgrade their posture within the 

agency, we recommend that DFPE be merged into a new unit titled: 

Bureau for Capital Development and Privzte Enterprise (CDPE), 

under the direction af an Assistant Administrator. 



The proposed status and broader role of CDPE are designed to 

underscore the importance of expanding private enterprise for the 

achievement of viable economies and self-sustaining growth rates in 

the less developed countries. Structural ~ecognition of the role of 

private enterprise in iS. S. foreign zsslstance programs is, of course, 

insufficient. Imaginative, soundly conceived, and well-executived 

projects and pragrarns aimed at creating the environment which w - l l  

encourage indigenous and foreign private investment are the prerequisite. 

Basically, CDPE should continue to be responsible for those 

functions now formally assigned to DFPE and for extending them l o  

a number of additional. technical fields: transportation, indust sy, 

hausing, engineering, and other special services relating to  capital 

financing, investment banking, and private enterprise promotion, A 

broader technical leadership and backstopping role is envisaged and 

recommended. 

The details of functions recommended to be performed by 

CDPE are noted in Appendix C to the report. In summary, it is 

recommended that the new bureau perform the following: 

Provide broad agency leadership and overview in assigned 
tecbizal areas 

. Develop and m-a-htain agency-wide technical policies and 
guidelines 



Under-take long-range planning of technical service corn- 
ponents of foreign assistame programs 

Provide technical support and backstopping services in 
assigned technical areas, including: 

- Industry 
- Transportat ion 
- Hov-slng 
- Enginec rlcg 
- investment banking 
- Capital project loans 
- G~aranzees 

Admmlster the agencyt s responsibilities for private 
enterprise promoticn, investment surveys and infor - 
mation, r i sk  guarantees, and liaison with  American 
business snd industry 

f e r f ~ r m  detailed technical rcviews of LhS" sand selected 
review of the technical. components of CASS's, Gaal Plafis, 
and 'CAP% 

Advise PPC in the preparation of overall agency annual 
program and budget inst ructions 

Undertake a general review of all new technical projects 
and major continuing projects at periodic intervals 

Underthke a detailed review of selected new projects and 
major continuing projects 

Maintain the principal eaernal, relationships of  the agency 
relating to assigxed technical fields; provide a general 
overview of the external liaison functions performed by 
other AID bureaus and offices 

Conduct selected reviews of capital development loans 

Operate the DLC Secretariat 

f erforrn selected technical, evaluations of country pro- 
grams and projects 



As previously inbi(,ated, it is proposed to transfer and con- 

solidate the following units in CDPE: 

Office of Engineering 

Technical service staffs (from TCR): 

- hdustry Service 

- Transportation Service 

- Hotzsing Service 

It is recognized that this bum AU wil l  continue to be respons~sle 

for a mixture of staff and operating fwc::ons. In the latter category 

are the review and issuance of investment guarantees and the reviem 

of investment surveys. In principle, man:. of these responsibilities 

could appropriately be transferred to the regional bureaus. In the 

future, this should perhaps be the goal. However, these functions 

are now operating wel l  as they are, and it does not appear w i s e  tc 

disturb present arrangements at this time. Adequate and well-trained 

staffs would be a prerequisite of such decentralization. These are not 

now available. 

4. RELATIONSHIPS AMUXG STAFF OFFICES WILL REQUIRE 
CAREFUL DELIXEATION, WITH PYC SERVING AS THE 
POINT OF SYNTHESIS 

The relationships between the Office of Program Policy and 

Coordination and the two substantive technical staff bureaus (IDR and 



CCPE) wil l  r e q u i ~ e  more careful delineation and further specificity 

than is possible in this reconnaissance survey, which has concentrated 

on diagnosis and concepts, 

A11 functions encompassed by the three offices are closely in- 

teracting, Even with thoughtful preparation, a period of operating ex- 

perience wil l  be required to firm up arrangements and relationships 

which can only be suggested by the foregoing f-mctional descriptions, 

It is our intention tc establish a strong central staff core fo r  the 

Administrator in the proposed PPC. But this is not intended to supes- 

sede or t o  subordinate the other offices, although PPC must neces- 

sarily operate in a transcendent ru le  of policy and program coordi- 

nation, The other offices will  be expected to initiate policy and plans 

within their own orbits. These must, however, be validated and co- 

ordinated by PPC in terms of total agency interests and Prom the 

perspective of the Administrator. Similarly, both IDR and CDPE 

wil l  have occasion to review programs and projects on referral from 

the regions. If policy considerations require the Adrninistratorfs ap- 

proval, or should otherwise be referred for his review, these are 

intended to be submitted through PPC for staff examination and ad- 

vice in the light of all germane fzctors. One of PPCts prime obli- 

gations is to assure that IDR, CDPE, and other agency resources are 

adequately brought to bear on policy =d program issues or reviews. 



Such a relationship as a general staff arm to  the Administrator I 
on the part of P P C  in no way shortcuts the technical bureaus in their 

access to and counseling role with top management. Within their dis- 

crete areas of responsibility, they should be consider4 as housing 

the top knowledge = ~ d  wisdom of the agency, They represent resources i 
which the Administrator, the regions, and the program office wi l l  use, i 
and they wi l l  possess certain direct authorities in their own right. 

They be free to advise the Administrator, to call. matters to his 

attention, and to appeal for decision, But in matters which cut across 

policy fields, program sectors, as jurisdictional lines, the adminis - I 
trator should be expected to use his general program staff as the point 

of synthesis, reconciliation, and balanced evaluation. 

A note of caution also needs to be expressed with respect to  I 
I 

staff relationships with  regional offices. The basic operating responsi- I 
bilities of the regions should be reaffirmed and they should continue to i 

I 
! 

exercise the broad decisional powers entrusted t o  them. They must, 

however, recognize and accept the need for a closer and stronger 

oversight role by staff offices operating as zrrns of and 02 behalf of 

the Administrator, and they should look upon these offices as valuable 

resources which can help them do their jobs better, 



The staff offices, on their side, exercise their presoga- 

tives with restraint and with respect for the heavy burden of per-  

formance responsibility car-ied by the reg io~s .  Staff should have the 

right t o  call for information; ar,d in selected cases which may involve 

policy as nrecedent o r  $st impartant decisions that might not other- 

w i s e  receive coordinated review or topside attention, they must be 

able to interpose and extrachsu.ch from the operating f low. But the 

regiocs must not be harassed cr canfronted with unreasonable demands. 

They still represent the operdting strength of the agency, and their 

capacity to perform must not be diluted whi le  a,ccepting the unavoidable 

conditions of superior coordination. At the same time the power struc- 

ture needs t3 be brought into somewhat better balance wi th  both groups 

recognizing the mutuality of their relationships and reasonable 3.irni- 

tations on their authority, 

5. ESTABLFSE A NEW B-irREA-il FOR PROGRAM LOGISTICS TO 
EMBRACE ALL PROGRAM SUPPORT FUNCTIONS 

The present Office of %<aterial Reso.clrces performs a number 

of essential functions in support of general program operations. These 

activities are importax: in their Dwn right and their efficient perfar- 

mance is vital to program success, They must be service-oriented 

with recognition that their role I s  to facilitate and strengthen the 

agencyi s operational. units, 



Certain functions now in 0 /MR should be rem9ved to more 

suitable association with other relevant functions, while ather units 

should be consofidated in the logistics area. B Q ~  the complex of 

functions dealing with logistic support belongs together and appews 

to be of sufficient irnportstnce to warrant bureau status under an 

Assistant Administrator. At some later time, however, we would 

iirge consideration of an organization plan which w o d d  brying u-lder 

single supervision both the logistics and genera? adnxinistration 

areas. For the present, however, w e  propose a dual structure. 

It is accordingTy recammended that present O!MR be converted 

to  a new Bureau for Program Logistics, with certain transfers in anti 

out as indicated. The core functions of the bureau would be those as- 

signed to the followicg present 0 /P,iR units: 

Office of Small Business 

Transportation Resources Division 

Lndust rial Resoure es Division 

Procurement Policy Staff 

Government Property Resources Division 

Voluntary Foreign Aid Service 

Contract Services Division 



The bureau would also continue to provide important leader- 

ship to headquarters and field in the area of supply management and 

would work with GSA on the resolution of problems in this area, 

The Food for Peace Division, which now handles AID responsi- 

bilities in comectior, with P. L. 480, is engaged in both resource aUo- 

cation and logistical duties, Several aspects of the function transcend 

the scope and nature of the proposed b~reau and are now misplaced in 

O /MR. This refers particularly to FFP functior! s involving poiicy 

formurat ion and interagency and Congressional liaisor, which should 

be transferred to PPC, It i s  logical that all resource allocation func- 

tions be unified for both P. L. 486 and the Foreign Assistance Act  

since they form integrd and related components of basic country as- 

sistance programs. It 4s therefore recommended that these responsi- 

bilities be transferred t o  PPC. 

Similarly, implementation functions such as the negotiation of 

country agreements should be delegated to the respective regional 

bureaus - These are operzting responsibilities which should be carried 

on Sy the appropriate country and regional representatives. There 

should be retained in the Bureau for Program Logistics only those 

furrcticins currently performed for  other types of assistance. 



The Contract Procurement and Supply Branch irs the General 

Services Division perform-s purchasing for the Viiashington and over- 

seas missions consistent with GSA authority, Most of the p-itrchssing, 

as much as 90% in dollar volume, concerns commod',t~ ;3rocurement 

and genera? housekeeping services. It would be appropriate for this 

function to remain in this branch. However, about 11 0% of the dollar 

wltrme is inVolx7ed in contracting for prnfessional personnel services 

paid fo r  from administrative funds, such as data processing con- 

sultants. It is recommended that ~esponsibility for negotiating these 

special types of contracts he transferred to the Contract Services 

Division: lorated In the new Bureau for Program Logistics. That 

office is more likely to have the resources, experience, and ex- 

pertise that is require2 to  negotiate snch cofitracts. 

Finally, it is rec~rnnenZed as previously noted that the h n c  - 
t iens of the International Cooperative Development Service be trans- 

ferred from O/MR t o  the Bzreatl fo r  Institutional Development and 

Research. This is strictly a techgicai service and is now misplaced 

in 0 /MR, It shovlXd be 'located 'n IDR where it can be given the same 

role and relationships as apply to other technical assistance activities, 



6. ASSIGN BUREAU STATUS TO ADMIi\r-i:STRATIVE FUNCTIONS 

Administrative offices are now appropriately grouped under the 

Assislafit Administrator for Administration. These are essential 

functions which underp-h ar,d support the entire AID operation and 

continue to  warrant  their primary organizational status in the agency. 

W e  propose, however, that these activities be formally grouped in a 

Bureau fur Administration embracing all the internal administrative 

management programs of AID including organization and methods, 

fjaancial management, personnel management, and office services. 

In order to rationalize the scope of this bureau and to  assure 

better functional unity, the following adjustments are recommended: 

Abolish the Statistics and Reports Division and transfer 
its functions as follows: 

National Accounts and Finance Branchlto Office of Program 
C ~ u n t r y  Economic Data Branch )Policy and Coordinaticn 

Program Reports Branch t o  Office of the Controller 

Transfer the P~nctions of the Management Inspection Staff 
to the Bureau for Administration for merger with the 
Office of Security, which should be named the Office of 
Security and Inspection. Both of these functions are in- 
vestigatory in nature and should be performed under 
common direction. 

Transfer the Office of International Training to the Bureau 
for Institutional Development and Research as previously 
indicated. 



Attendant upon these several transfers, tt-e proFose that the 

Bureau fo r  Administration consist of the following offices: 

Office of the Controller 
Office of Personnel Administration 
Office of Management Planning 
Office of Security and Inspection 
Genera:! Services Division 

No recommendations are submitted which would change the 

present arrangement of staff units now attached to  the Office of the 

Administrator, This refers to  Executive Secretariat, General 

Counsel, Congressional Liaieon Staff, Information Staff, and Operations 

EvaZ.uafian Staff, There are some problem-s of relationships involved 

with some of these units, but ow- review has not been sufficiently 

definitive to warrant further comment. 

Exhibit U , f ol'iow ing this  page, summarizes proposed functional 

transfers 2nd organizational adjustments. 



Ageacy for Znremational Development 

SGZiIkfhRY OF PROPOSED FUXCTIONAL Tk4hIFERS 
AWD ORGAp2ATI@NAL ADfTSTMEWTS 

TO - 
Proposed Bureau 

Function 

A11 presem funcdoils, excep: those specified below: 

Istdsaial "Bveloprneni Transporratisrr, and Bousing 
Service (DTH) 

AU functions 

Al l  functiom 

Staff functions 
Operazing functiom 

AA/IDR 
Regional Bweaus 

A11 functions 

AU functions except rhose specified below 

h~nrenarional Cooperative Devebprnent Service <!= 
Food for Peace Division (Ff f) 

Policy forrnubt ion program planning, inter -agent y 
and congressionall liaison 

Program negodarior. and irnplernenta:ion functions 
(P. L. 480) Regional Bureaus 

AA/PL Cornmodiry technical services 

Al', functiom 

All functions except &ose specified bebw: 
Statistics and Zegorts Division (SRD) 

Nationai Accounzs u l d  Finance Branch 
C o m q  Economic Uara Branch 

Office of Inre-narioaal Training (O/IT) 



- EXECUTIVE DIEECTION AhXl CONTROL 

h aay big and ramifying agency such as AID, *he Administrator 

can be expected t o  make but a small fraction of ';he decisions necessary 

to maintaining a sound and progressive f l o v ~  of operations. H e  must 

not only be sure that he has a mature basis cf facts and judgments for  

his decisions, but that the machinery of administration w i l l  produce a 

subordinate decisional pattern which is cansistent with his policies 

and desires. The Administrator must be free to concentrate on the 

basic directional functions of planning and policy but cznnot be so far 

detached from the operating stream that he loses touch with reality. 

Essential to his  perspective is finding time for frequent field trips 

w h e r e  he can observe and communicate at first hand- 

A11 these requirements place weight upon the  devices of manage- 

ment control which permit the Administrator and his deptity to be 

broadly informed and which facilitate t he  identification of problems 

or policies to be dealt with. The administrative structure and manage- 

ment system must produce timely information and early warning of 

incipient difficulties before available options are fareclosed by 

swift- running events. There must also be adequate facilities for 

policy, technical, and administrative surveillance so organized as to 



to the Administrator the  opportunity far making those crucial 

decisions which give force and precede~t to h i s  leadership- at  

the present t ime does act. whcrl:y meet  these standards. 

1 MrlNAGEMEXT BY DELEGATIOX REQCIRES AN EFFECTIVE 
DELEGG4T30N AT433 PROGI%A%I COXTRUL SYSTEM 

From the perspective of the  Administrator, good organization 

and good pers-rAel are imperatives of successful m a ~ a g e m e n t  A 

reliable system of financial conirsi is also essential, as well  as pro- 

vision for independent ope rational inspection and evaluation of actual 

performance rn t he  field. 

In addition, there are two other prerequisites for  effective execu- 

tive direction znder a plan which relies preponderantly an management 

by delegation. 

A delegation pattern which, while broadly and progressively 
decentraliz ~ - g  responsibilities down through the hierarchy 
to t h e  field, reserves precedent and policy decisions to t h e  
Administrator as well as lhase which may embody factors 
of unusual publit or cong~essional interest. 

A management and program reporting system which keeps 
him we l l  informed and which permits him to select those 
issues on which he wishes  to exert his influence and judg- 
ment. Intervention in the decisional process must not 
ahvaps be sclely ai; the  behest of his subordinates but must 
be at his OWE discretion as wen. 



2 . THE BASIC DELEGATION PATTERN IS SOUND, BUT PROVISION 
SEUOLD BE rY,ADE FOR MORE INTENSIVE REVIEW OF 
TECHXICAL ASSISTANCE PROJECTS AT SUPERZOR LEVELS 

The keg to any Islegaiior? cstterr, 45 a cizar and uzequivocal 

body of pdicies authoritatively expressed which serve as governing 

parameters for subordinate decision-making In particular instances. 

When policies are clear and explicit, power can be entrusted dourn t h e  

line with relative confidence in its faithful exercise* A s  already in- 

dicated, continuing improvement is needed on the pol icy -making front 

in both program and operationzl. areas. 

fn spite of inadequate policy guidance in some areas and a 

tendency to retain control over some rninitiae, particularly between 

beadquarters and field, t h e  delegation pattern of A D  bas developed 

progressively, strongly, and ifi the right direction. T o  the outsider, 

t h e  delegation and redelegation instruments give the  impression of 

being fragmented, ad hoe, and piecemeal. Nevertheless, the  process 

appears to be carefully considered, and delegations are explicitly 

stated in formal written documents. Certainly there is clear need for 

clarification, simplification, synthesis, and ~odkfication. But the 

general delegation policy is sound though subject to  improvement in 

some specifics, 





we are disposed to recommend a reduction in the present high 

l imits  of r e g l m a l  au$,ho=.Ltly with respect to technical assistance pro- 

jects (up to $1 milZion for new and $7 million for continuing projects). 

No specific change in the amounts of the  formal delegation should be 

made, hawever, until  more defirritive study isolates the levels by type 

and character which should furmzl'ly be reserved for top review aad 

approval. 

In addition, however, as suggested in Chapter XV, we recommend 

that " t h e  proposed central technical staffs, specifically the Assistant 

Administrators of 3DR and CDPE, be a~tklorized to  select out of the 

headquarters review process those projects which, in their judgment, 

warrant special analysis befare fibmi approval- Such projects should 

be those -most critical in termis of achieviag LAS objectives without 

reference to time or budget cycle or whether new o~ continuing- The 

staff b~reaus may then choose to advise the regional bureau of their 

recommendations, o r  they may wish to advise the Administrator of 

their views for his further consideration and decision. Fur ther  re- 

finement and clarificatim of this propssal will  be required before it is 

ready for implementation. But such discretianary provision should 

go far to help the technical offices make their intended contribution to  

the program and project review process as a staff arm of the 

Admi~istrator. 



3 a PROGMRq FE',PORTLNG IS NOT SYSTEMATIZED A h a  IS NOT" 
ORIENTED TO TOP MANAGEIVXENT NEEDS 

Any top executive must rely on t h e  good judgment, sensitivity, 

and loyalty of h i s  subordinates to keep hin informed and to refer 

matters for his consideration which warrant top attention, even though 

the matter is covered by formal  delegation. AID Assistant Adrnin- 

istraturs and other executives are conscientious about this matter and 

refer issues and reports to t h e  Adrninistratar in which they believe 

he would be, or s h o d d  be, interested. Furthermore,  executive staff 

meetings, the Operations Revietv Committee, and o the r  devices are 

useful to keep information flowirlg and to identify problems* However, 

full reliance cstnfiot be placed on these more informal mechanisms in 

a program as wide and multi-faceted as that engaged in by AID. 

The cardinal element in achieving central control of the large- 

scale and far-flung operations of A D  is a rneanhgful and useful 

rna~nagerner..t reporting system. At present, while a mass of operational 

detail is produced by the organization, it cannot be said, with some 

exceptions, tha t  a comprehensive and adequate management reporting 

system exists in the agency. 

Instead, A D  officials are largely dependent upon a continuous 

flow of daily ac;iivit,ty information obtained through staff meetings, 



informal conversatians, and review of cables, airgrams, and logs . 

Although sxch rnezns of communization are necessary and useful, 

they do not provide the Mministrator and his principal assistants 

with the full means by which to appraise program and progress results. 

Equally important, there is little attempt to identify, through periodic 

reports, anticipated problem areas and the future implications of 

alternative coarses of aciicn. 

Principal deficieficies existing in the agency's present reports 

to the top staff in Nashington are as follows: 

Reports are p rirnarily corn pilations of statistical detail, 
with relatively iitt2e analysis and inte rpretation of the 
significance of the  data being reported. 

Report preparation offices have few guidelines regarding 
the need of tap officials for periodic information- Further, 
they have only limited recognition of the tremendous work- 
Isad pressures on these off ieials, and their consequent 
inability to f%d t ime to study and analyze reports- Thus, 
many reports submit%& to  these officials are not used, 
except accasisna3y as reference documents. 

T h e  concept of "manager nt by exception" is almost 
entirely lacking iF, the types of reports now prepzred for  
top management. 

Only limited attempts have been made to establish "bench 
marks" by which the  meaning of present actions can be 
measured and apprzised. Whether  a particular function is 
ahead of or behind t h e  target, budget, plan, o r  other type 
of predetermiaed goal is rarely indicated in reports. 

Data reported are almost entirely historical in nature, 
rather than incorporating projections or estimates of 

A Ions. future cond; t * 



With the exception of the iManagement Report, relatively 
few reports submitted to top officials  contain trend o r  corn - 
parative data desigried specif ical ly  for management 
readership. Because ~f other limitations, including some 
of those mentioned above, even the -Management Report is 
of l imi t ed  value to presenhfficials. 

Present reports are 'largely ccncerned with the rate at 
which funds are obligated, rather than the utilization of 
funds expended and the effectiveness of results obtained. 
Measurement of accomplishment appears t o  be given less 
emphasis than the sapidity with which funds are committed 
and expended. To put this shortcoming another way, AID 
reports stress accounting for  funds rather than determining 
the value received from thei r  use. 

4 - A COMPREFXNSIVE MANAGEMENT REPORTING SYSTEM 
SHOULD BE DEVELOPED AND INSTALLED 

A broad-based and systematic plan of management reports is an 

indispensable component of any management system for AID. Properly 

conceived and constructed, it can serve as one of t h e  principal hstru- 

ments of the Administrator in his continuing efforts to stay abreast 

and to give him the  opportunity to  select from the  massive flaw of 

operations those issues, projects, o r  problems over which he wishes 

to assert jurisdiction, regardless of formal lines of command or 

delegations. We urge that  the rationalization of present reporting 

media and delineation of a total and meaningful system be undertaken 

as a priority measure by the agency. 

Basic concepts to be incorporated in a management reporting 

system for  AID are as follows: 



Inf ormatior, s i l t ~ i i t t ~ d  t~ each level or" rnanagrzrne~t should 
be related to the level of responsibility of the person 
re ceivi~g it. 

* Actual need for informatian by the recipient should be 
clearly estaWiished. 

Clear dlsthctiolr should be made among the following 
basic types of rna~agement information needs in order 
to establish the  cmtent, frequency, and t imeliness of 
data reported: 

- Action 
- Pla3ning 
- Pciicy dete rmk-at ioxz 
- Irdo m a t  ion 

v Data reparted must be readily usable for management 
purposes. T a  this end, infarmation shul;zXd be summarized 
as it moves zpward ixz t h e  orga~izatfon, with appropriate 
highlights of significant developments. 

f t Reports should contain sufficient "clue points, or danger 
signals, which alert management to tsaub2e spots before 
they become critical. 

Appropriate ydrdsticks or bench marks should be estaMishsd 
whenever possible fo r  measuring accomp2ishment against 
some predetermined goal. 

Reports should provide an integrated analysis of financial, 
program and personnel data in order that a corrlpositc 
appraisal of operating effectiveness and performance 
agai~st bench marks can be made+ 

Appropriate combinations of graphic presentations and 
textual explanation should be incorporated in reports when 
trend data and variances are to be highlighted. 



A sound and we21-articulated system of program and management 

reports car, well prove to  be the most constructive means fo r  maximiz- 

ing the knowledge and capacity of t h e  Administrator znd h i s  deputy in 

governing this great and complex agency. A s  indicated in Chapter IV. 

we propose t o  place basic responsibility for  th i s  function in the  Office 

of Program Policy and Coordination. 



VI. STPSNGTHENING THE PLANNING AND 
EVALUATION FUNCTIONS 

The Agency for International Development and its predece: sor 

agencies have appropriately assigned a high priority to  t h e i r  planning 

arid evaluation functions. Results have varied in their perception and 

effectiveness, and have occasionally failed t o  exert an enduring, con- 

structive influence on AID operations. For example, the inability or" 

AID regularly and rigorously to  develop an evaluative memory and the 

lack of adminisisativc procedures to apply acquired experience t o  

similar  problems on a w o r l d ~ ~ i d e  basis have been noted. 

Evaluation receives considerably less formal attention than 

plannhg, but is present informally in most planning judgments. Whi le  

~ I D / ~ a s h i n & o n  is vitally concerned with the implementation process 

and with efforts to speed it up and make it more  effective, it h a s  

necessarily assigned a hig'oe r priority to its planning and evaluative 

roles* 



1. SEVERAL DISTiNCTIVE EFFORTS H64VE BEEN MADE IN 
RECEBT YEARS TO STRENGTHEN PLANNING AND 
EVALUUkTiON 

A number of actions have been taken in recezt years to strengthen 

AID ' s planning and eva.lu;lf,ion funet ions : 

The program planning process h a s  been carefully organized, 
set for th in writing, and tightly scheduled- 

* Increaszhg emphasis has been placed on long- range planning 
through the developrne~t of brig- range assistance strategies 
f ~ r  selected countries. 

T h e  planning process has  been generally speeded up as a 
result of the placement af technical staff resources jr, 
regional bureaus. 

Evaluation functions have received continuous attention 
(viz. , AD CUES; CA P reviews (including E- l reviews); 
selected project, sector, and country evaluations in 
depth; management and final-:cia1 audits; progress reports; 
and some global project reviews). 

Throughout the  agency, there h a s  developed an increased 
skill  in the  use of statistical data and supporting dialogue 
to describe and justify program plans. There is a more 
skillful and sophisticated use cf planning devices and 
techniques. 

I 
These have all resulted in general improvement in planning and 

evaluation functions, even though such improvement is frequently 

more apparent the form of plans and programs than in (.ontent* 

In looking to the future, present AID planning and evaluation 

functions offer a number of strengths that wil l  continue to be important 

and should be retained: 



Progrzm planning receives major agency emphasis and 
top management attention. 

. Many basic program policies relating to the allocation and 
use of resources have been fomulated and are in use. 
Qthers are in process of development. These relate to 
a31 aspects of programs: global economic, developmental, 
nandevelopm entaf, and 0th e r. + 

a Planning systems and procedures f o r  regions and countries 
are rigomus, sophisticated, and highly structured. Long- 
rang+ strategy statem ents , in particular, have encouraged 
careful, definitive, country long- range development 
planning. They have not always accomplished their  purpose. 

b Annual. country assistance programs (CAP'S) are detailed, 
comprehensive, and strongly oriented to traditional needs 
within AID for st zructuring congressional presentations, 
providing answers t o  detailed questions, and reflectkg 
evidence of sound planning. CAP'S are not intended to 
substitute for careful planning--merely to summarize the 
basis and results of such planning. 

- Diligent efforts are made to shift program scope and 
emphasis in response to sh i f t s  in U. S. objectives and 
strategies. There is frequently, and expectedly, a 
substantial differwnce in the timing of such sh i f t s  on the  
part  of AD/~ashingtan  efforts and those in field missions. 

Planning efforts frequently reflect high levels of staff 
competence varying in their comprehensiveness and focus 
on critical issues. 

I Many excellent, productive evaluations a re made of 
ger?eral and specific aspects of AD'S  operations. 

The scope and significance of these favorable aspects sf AID 

planning and evaluation functions are impressive. There still remain, 

however, a number of opportunities for fu r the r  improvement. 



2- TWE NEED CONTINUOUSLY TO STREYGTHEN PLANNING 
AND EVALUAkT?ON FUNCTIONS IYiTXLL R E W I N  IN THE 
FUTURE AS ONE OF A D  $S CRITICAL AND ONGOING TASKS 

Planning and evaluation functions are, of course, never- ending 

responsibilities of the agency. Continuous efforts are expected to be 

placed on the improvement of t h e i r  quality, consistency, and validity. 

A number of opportunities for improvement w e r e  noted during 

the study: 

Long- range program planning is incomplete. Some 
countries and geographic areas are wel l  covered; others 
require long-range planning. The content of LAS's and 
Goal Plans is unevezl in quality, 

Country program planning remains the  most critical 
element in the entire planning process and continues to 
offer opportunities for improvement. 

Agency programming procedures are tending to  become 
overfarmalized, too structured, too demanding of field 
and %rashington staff time and talisnts. These procedures 
may have exceeded the point of diminishing returns, in 
some elements, and may require simplification and mure  
selective emphasis* 

Country assistance plans (ChPqs)  tend to become too 
verbose and fail to focus on critical information. Activity 
targets and sector goals are occasionally too general, and 
progress is evaluated more frequently in terms of the use 
made of AID resources rather than in terms of changes in 
the activity or sector goals sought. 

Agency reviews of country program and project plans are 
uneven, lack  focus, and are frequently more rigorous in 
form and procedure than in substantive content. 



The ;ldrnhistrator is occasionally invdved too heavily ;in 
capital project loan matters ,  insufficienty in technical 
cooperation prsject matters. 

Technical sllppor'z of agexy  planning and programming 
filncti3n3, at both r eg io~a i  and staff levels, is uneven in 
quality, scope, and emphasis. 39th TCR and DFPE 
contribute to6 little to the plannjng and programming pru- 
cesses of the agency, and are underutiiized, in large part, 
as sources of technicaz support. 

The crversiew functicns of O / P C  and TCR, as wel l  as 
other staff offices, in general are not performed con- 
sistently or In sufficient scope and depth. 

Evaluations of program plans and accomplishments tend 
to be unstructured and not part  of a general plan to focus 
on the most critical global needs of the agency. The 
quality and usefulness of evaluation findings vary and 
result in uneven fallow-up zction. 

A number of t h e s e  opportunities to improw program planning 

and evaluation can be rea'iized is t ime through a :kprupriate remedial 

actions. Some, however, wil l  be restricted as a cofiseqtlence of 

unavoidable rigidities built into t h e  structure and   per at ions of the  

agency. 

A VRav KEY ASPECTS OF UNZTED STATES FOREIGN 

EFFORTS 

AII) has  a nurn be r  of characteristics that wi l l  limit its ability 

to accommodate ftiliy to opportunities for i rn~raving its program 

planning and evzluation funct ior,s. These Include : 



Manpower resources mil l  likely never be so wrestricted 
as lo permit every desired and necessary aspect of planning 
and evaluation *to be completely staffed- It m i l l  likely 
always be necessary t o  accommodate to manpower ceilings 
and apply judgm ezts selectivelyl 

AID can never be so complekely thorough and precise in 
its operations as to avoid errors. Efforts should be made, 
through organizaticln structure and management processes, 
to minimize the chances for gross error, but complete 
avoidance is unattainable. 

. Manpower quality will  always reflect a range in competency. 
A1Towances in orga~ization str-uct,.dre and management 
processes can provide for checks and balances, frequently 
with some loss of efficiency, but can never make up fully 
for  such deficiencies. 

Resource limitations, foreign policy objectives and prior- 
ities, political ccnsiderations, ar,d mpredictable develop- 
ments in the governments and economies of less developed 
countries a 3  se,v-e to restrict optimum planning and 
evaluation efforts. 

Basically, if sound program pfaming is to be done, it must  
be done in t h e  field. AID/Washington can: (I)  provide 
guidance, (2) confirm a good job, (3) recognize a bad job 
and send it back to the mission, (4) perform minor improve- 
ments in structure and arrangements, and (5) apply a much 
broader, more penetrating perspective than the mission. 
However, AfISfWashhgton c a n ~ o t  substitute fo r  the mission 
nor provide the difficult, bps la:, substantive, country-level 
input into the  planning pr-ocess. 

Restated differently, AID !Washington is faced with realistic 

limitations on what it can do to reshape a poor job of country pfanning. 

The point of diminishkg returns is reached rather rapidly when AID/  

Washington regional and staff efforts become out  of proportion to any 

substantive benefits that might accrue to the plan itself. A s  a 



consequence of these efforts, the  plan might read better and more  

convincingly; it is not likely "t be e better plan. 

With these restricting forces ia mind, there are a number of 

actions that can be taken to i a p s ~ v e  program planning and evaluation. 

4 . FOCUS XDDTTIOXAL EFFORTS ON LONG-RANGE P U m I N G ,  
AT ALL LEVELS 

T h e  benefits that accrue to A D  from effective long-range planning 

are substantial and well. recognized. To name just one, annual pro- 

gram planning is substantially more sound and in better balance when 

structured within the  context of a fsri~r cstab!isked long-range plan. 

The development of comprehensive country planning mechanisms and 

the long- range assistance strategies within AIE (plus tbe national 

policy papers of DUS) are important long- range planning devices. 

Elowever, they are largely country-oriented. Moreover, they do not 

exist for all. countries, or in reasonably similar form and depth. 

Further,  they tend to be structured around t h e  economic aspects o f  

national devslapm ent, and do notiirsclude equally detailed proj ections 

in depxh of the possible political developments, human developments, 

and severzl nondevelopm entar considerations that are essentiai 

ingredients in shaping future AID programs. 



Long- range plail~ing is of such transcendent importance to the 

strengthening of U. S .  foreifn assistance programs that special efforts 

should be made to improve such planning. The following actions are 

recommended: 

Streng*,hen the staff resources of the new Office o f  Program 
Policy and Coordination to enable it to devote additional 
professional attention and support to  the long- range 
planning function- 

Develop more comprehensive long-range projections of 
global, regional, and area requirements and plans for  
possible A D  involvement, as a basis for appraising short- 
range policy and allocations of resources. 

Develop long-range strategies (LAS!s) for all countries 
and political jurisdictions expected to remain AID recipients 
for a reasonable number of years. 

Continue to make major  use of LAS reviews, Goal Plan 
appraiszls, intensive evaluations of Parts I 2nd 11 of 
CAPT§, and continuous intensive t e  cbnical dialogues as 
the principal devices for  focusing on long- range policy 
irnp2icatio~s and compliance. 

Strengthen the  staff input to LAS reviews- T h i s  is e x -  

pected to continue to be the  single most important 
long- range planning mechanism for  couatrg xsrogram 
planning. Specifically, 

- Continue to bring together key mission and L41D / 
Washington staff and DOS ancl other agency staffs 
for LAS reviews. 



Require written staff inputs to LAS reviews 
(reactions, comments, s~ggestions, questions), 
not only from AD, but from DOS and other federal 
ageccies k~volved in such evaluations. Negative 
responsesi sr siient participation, should not be 
acceptable. A technical. input is likely always 
required and every feasible effort s'nodd be made 

L QCeSS- to extract such contribrltions to  the planning pn 

Continue to use the present policy and procedural guidcv.ines 
prescribed in the 1020 Manual Order series.ffor the develop- 
ment of long-range assistance strategies. This  is an 
excellent set of policy and procedural guidelines and will  
contime to be valid- 

The agency has mzde commendable progress in recent years in 

the development of long-range plans, and should continue to focus on 

t h i s  key function, at all levels. 

5 - STRENGTHEN PROGKkM POLICY GUIDANCE 

Program policy guidance is available today in considerable 

depth and detail. The need is t o  strengthen the role of PPC as the  

single point in AIL) respcns ible for coordinating all policy mat te r s  

and determining which have application to overall program pfanniag, 

allocation and use of program resources, and s imilar  program 

consequences. 

T h i s  judgment cannot be eleft t ta  the discretion of originating 

offices. Procedures should be strengthened to assure that all policy 

determinations are reviewed by PPC before approval so that  t h i s  



office can ascertairi their  effect an program considerations- Once 

approved as policy, the  AA/B shouid continue to exercise responsibility 

fo r  assuring that impiementing manual orders are in full  compliance 

with the intent ar,d scope of t he  basic authorizing policy. 

6. IMPROVE PROGRAM PLANNiWG THROUGH MOItE EFFECTIVE 
EMPLOYMENT OF EXISTING PROCESSES 

An exceilen+, though v e r y  detr;Led program plaming and review 

process has been estzbllshed by AID through its 1020, 1200 and 1300 

Manual Qrder series. Ex?ending from detailed, comprehensive in- 

structions on the development of LAS's, C A P t s  (CASS), Gal Plans, 

and project details <E - l :s) to the equally comprehensive Lrnplem enta- 

tion procedures for  capital development and technical cooperation 

programs, these series provide detailed guidelines for program 

plznnf ng and irn plem entation purposes 

The need is t o  improve the judgments, precision, an? rbinking 

that comprise t h e  substance or" plans prepared u n i ! ~ . ~  established guldt-- 

l ines and also to simplify the procedures alzd gradually delegate more 

of the detail  to field commissions. Several actions are recomn~endeci 

with i b i s  goal in mind: 

I I Continue to use t he  call for budget estimates, " CAP 
(CASS) reviews, project (E- 1) reviews, and special 
communications as the rnaj~r  de-:ices for  focusing on 
poiicy implementation and review in annual country 
progrzrn planning. 



- Obtain a positive PPC, XDR and CDPE contribution 
(not simply a clearalzce> t o  the "call for budget 
estimatesfL-the basic instructions f o r  preparation 
of CAPrsc  

- Use LAS's as the means of projecting specific country 
program trends, shifts in policy and emphasis, check 
points h r  review of policy, and other program 
planning guidelines that extend beyond the budget 
year. 

- Upgrade the quality and precision of regional staff 
reviews of CAP'S, especially project details for  
technical coopel-ation projects fE - 1 's) and capital 
development loan projects - T h i s  w i l l  require up- 
grading the staff selectivity in concerned regional 
affices. 

Bring IDR and CDPE into the review cycle when they can 
be helpful. AX1 new technical cooperation (and capital 
development projects) should be reviewed by technical 
staff offices at both the regional and agency levels. Pro- 
jects over limits established by policy, or selected by the 
regional bureaus or by t h e  agency technical staff bureaus 
for that  purpose, should be approved by the A d ~ ~ i n l s t r a t ~ r .  

The geographic area desk officers and country desk  officers 
should exert primary efforts to catzse the mission to focus 
on planning at least 2 years ahead of the budget year. This 
is an effort compiementary to, aad based on, the LAS 
determination and review. Tbe mission must  be guided to 
a practical review - -well ahead of the  intensely time-phased 
annual budget cycle. This  s h o d d  be directed to program 
composition and balance 2nd project content in order to get 
early A f ~ / ~ a s h i n g t o n  notice of general concurrence to  
actions t'nzt require substantial advance notice ( e .  g. , 
project terminations, staff reductions o r  increases, new 
sector programs or major  sh i f t s  in activities, etc.  ) -  
T o  do this most effectively, couotry desk offices and 
geographic area offices should be strengthened. 



Seek wags to simplify agency program procedures and 
guidelines, especially with regard to AID / ~ a s b i n g t o n  
involvement in review and approval procedures- Under- 
s*andably, this must d e p e ~ d  upon a concomitant develop- 
ment of programming expertise in field m i s s i ~ n s .  One 
way to develop field expertise is not to make agency pro- 
gram planning procedures more complicated, but to make 
AID / ~ a s h i n g t o n  review more perceptive and analytical. 
This  can be done t b r ~ u g h  transmission of constructive 
guidance relating more t o  the substance of programs and 
projects and less to  arithmetic and format. 

Frequently, the field attitude is to  meet minimum standards, 
get the program approved and funds allocated, conform to  
the requiremects of the  current AID / washington budgeting 
exercise wit'n the least time and energy input required, and 
then focus on field irnplem entation matters.  Superficial o r  
low- level technical re% ctions to fief d subrnis sions rein- 
force this attitude. 

PPC should continue to be involved selectively in the review 
of CAP:,$ in the regions. Similarly, IDR and CDPE should 
receive notice of CAP reviews and exercise a choice of 
participating (TCR has had such choices but has  seldom 
been able to respond effectively). They s h o d d  exercise a 
positive overview function, ascertaining that adequate 
technical and overall program reviews are conr?ucted by 
regional burreatls - 

Ove raU, every reasonabLe means should cor;tinue to  be exploited 

to strengthen the capabilities of field missions to p r e p a r e  meaningful 

country programs. AID / ~ a s h i n g t o r .  efforts can help in this process 

but cannot substitute for mission inpiit. 



'7- PLAN AND VALIDATE f'ROZ;RAM EVALUATION PROCESSES 
SO AS TO FOCUS SUCH EFFORTS WITH GREATEST EFFECTS' - 

The agency 4s i~volved in a, constant stream of eva^ruaticm efforts- 

These are perforxed at all levels of A D ,  by ail major staff offices, 

and by ezch of the four regional bureaus. Special ad hoe evaluation 

teams are used occasionally for special tasks. Ail  of these effo-rts 

result in a bewildering array of evaluation findings that serve many 

purposes. 

In general, evaluation functions within the agency need t o  be: 

Structured according to plan 

Reviewed in advance against a few key policies and deter- 
mir,ed to be valid and necessary 

Conducted so that their results are used with t he  broadest 
possible effect to benefit the agency 

This  is r,ot to suggest that there should be a single focus fo r  

act~ally conducting all e~rafuatiolrz efforts of the agency. There are 

many good and sufficient reasons for many evalriatiari efforts by 

separate AID offices- The recommended reorganizations of BPC, 

IDR, and CDPE provide for  each to exercise selected evaluation 

I functions. SSm iLa TI,)-, regional bdreaus, USAID ' s ,  and technical 

support offices of AID have requirements far specialized evaluations. 

But we suggest that FPC be designated as the office responsible for 

I overview afid coordination of th is  function for the entire agency. 



T h e  problem is intensely complex and detailed. The terms of 

reference for  this survey did not permit  us t o  examine th is  area of 

AID operations in depth. Mevertbeless, enough general insight was 

gained to permit the following courses of action to be recommended: 

A detailed review should be made of the evaluation efforts 
of AID as a basis for  subsequent improvements in 
management. 

A single office in AID ought to know at a11 times what 
significant evaluation projects are completed, under way, 
contemplated, or required, T h i s  should be PPC. 

New thhking is required to  devise ways of incorporating 
I t  evaluatian findings into AID1s memorytf where it can be 

readily re called and applied to future judgments. 

Evaluation techniques and devices need to be reappraised. 



VPI. REGIONAL OPERATIONS 

The regions1 bureaus of AID w e r e  created in their present image 

following the reorganization of f 96 1. They exist today as strong, 

largely self-contained units responsible for directing the field opera- 

tions of the agency, principally through country missions. 

These bureaus represent the primary front-line strength of the 

headquarters organization. Our limited observation of their operation 

indicates that they are given firm, conscientious, and perceptive 

leadership with appreciation for both the policy and management 

implications of program administration, 7fihile generally operaticg 

well  in their own orbits, some sections of regional operations appear 

to be sorne~hat  bureaucratic 113. outlook vis-a-vis field missions and 

other headquarters offices. Regional office performance, tho'ilgh now 

good, can be further Improved. 

1. REGIONAL BUREAUS KAVE SIMILAR FUNCTIONS BUT TEND 
TO ADOPT DISCRETE ADNIf NfSTRATIVE AR-RANGEMENTS 

Although highly independent, and with due recognition of the 

amalgamation of the Bureau for Latin America (AID) with the Bureau 

of Enter- American Affairs (STATE), the four regional bureaus have 

approximately the same functions and basic operating systems: 



Each has responsibility for, and is staffed t o  provide: 

- Developrnect planzing services 

- Capital development services 

- Teclmical support services, including engineering 
and loan services 

- Management support services 

- Country and geographic area desk services 

With some differences in procedures and delegations, each 
region provides a number of sinilar management support 
services, including contracting, personnel, central. files, 
and other administrative services. 

BUR/AFR is responsible for a number of field operations 
serving rnor3e than one country, which have been con- 
solidated in a separate unit titled: Regional USAID 
(AFRIRUA). 

Because wide latitude has been granted the regional bureaus in 

their administrative arrangements, significant variat i o ~ s  have developed. 

In part, this reflects suitable response to dissimilarities in geographic 

regions and programs as well. as differences in individual executive 

practices amrJng the Assistant Administrators. Thus, there is rather 

considerable difference in patterns of delegat i ~ n  to field missions. 

Different internal functional groupings of staff services are employed* 

Also  the role of desk officers varies quite widely. 



Strict uniformity in administrative structure and operating 

practices is neither possible nor desirable. But, in our judgment, 

some of the differences among the regions do not comport with general 

agency admir~istrati.ve policy and are subj ect to some fur ther  measure 

of standardization, Criteria for delegation of program and admin- 

istrative authorities to the field would be a particularly fruitful. area- 

for study to this end, 

2. STRONG REGIONAL BUREAUS BRING h-ZAPu'"Y ADVANTAGES 
TO TEE AGENCY AND THIS "PATTERN OF ORGANIZATION 
SHOULD C ~ N T I ~ W E  

As described in Chapter fII of this report, there are a number 

of basic advantages to a regional. form of operations. In addition to 

th~se cited earlier in an overall context, it should be noted that the 

regions have demonstrated capacity to adjust ae l r  patterns of organ- 

ization and operation to: (1) accommodate differences in program 

composition and magnitude, (2) capitalize on unusual staff resources, 

and (33 adjust to varying regional urorkloads. 

Compared to the problems and frustration encountered in the 

review of cozlntry programs and projects before 196 1, the present 

regional operations accommodate more expeditiously to program 

planning and review requirements. CAP 's, E- l ls, clearances 

{IAD1s), and related communications travel shorter internal. AID 



routes, are more easily followed up and expedited, and geiierally 

receive more rapid attention, The scope and depth of technical review 

and upgrading have been improving but, in many fields, is felt to be less 

penetrating and comprehensive than existed prior to 1961. 

It may also be noted that engineering and development loan ser- 

vices are reported to show distinct recent improvements. 

3. THE REGIONAL EUEEAUS SHOULD MOVE TO PROVIDE 
INCREASINGLY EFFECTIVE SUFF"SR'I' OF PROGRAM 
PLAhWNG A'i"3F)IMPLEMENTATXON ACTIVITIES 

The regional bureaus have performed with increasing effective- 

ness since 1961, during a difficult ppeiod of transition, and their 

 pera at ions have now settled down into a reasonably predictable pattern. 

One visible need is to strengthen program planning and implementation 

support. There are several, opportunities common to  all. regfans that 

can be exploited to strengthen their capacity in this respect. 

The role of the country desk officer is unique in AID in 
contributing to the orderly and effective support of country 
programs. This role needs to be given clearer focus and 
responsibility. 

Engineering, industry, private enterprise, and related 
functions will  likely receive increased AID program 
emphasis in future years and should receive a corresponding 
emphasis In regional organization and operating patterns. 



- Some functioml groupings and organizatior, titles in 
regional bureaus need to be revised to reflect changing 
circumstances. 

. Increased delegations to field m i s s i a~s  and cooperating 
countries are indiczted as likely future needs, to  reduce 
AID/Washir,gton inv01vemer;t in program operations, and 
to accelerate implementation actions. 

REGIONAL OPERATIOXAL POLICY SHOULD ENCOURAGE 
WIDE FLEXIBILITY AND THE EXERCISE OF DISCRETIONARY 
J L D G ~ ~ N T  AT OPER~TIXG LEVELS, WITTHIN MANAGEMENT 
AiW POLICY CONTROLS 

The orgardza'cion 2nd operating systems established for the 

governance of the AID program should be foimded on and accommodate 

these basic premises, with respect to both headquarters and f ield 

relationships : 

Headquarters should reserve those judgments and decisions 
that must be based on global o r  regional considerations. 

. Judgments and decisions that are based primarily on an 
evaluation of country conditions o r  which involve coordi- 
nation of elements in the country program should be re- 
served to the field, 

Generally, headquarters control should be directed to 
prescribing limits of discretion and broad program changes 
rather than attempting to stipulate particular types of 
activity or program content. 



. Procedures designed to prevent mistakes and which 
necessarily introduce restrictive esnditians should be 
balanced against a procedural patterzl, designed to encour~tge 
the exercise of sound jcdgment within basic policy and 
program limits. 

. A D  must be prepared ta take the risk of possible m_ist&es 
of commission in the field and accept this as preferable to 
likely errors of omission for untimely performance. 

.5 . STRENGTHEN ThT TECHSIICAL ADVISORY SERYICES IN 
REGIONAL BUREAUS 

While notifig that the seririces provided by technical staffs in 

the four regional bureaus (technical. cooperation and capital develop- 

ment fxtnctions) have been improving during recent years, there is 

still room far improvement. These services aye of such importance 

to the regions that every reasonable means should be taken to strengthen 

them* This should take the form of improving the professional com- 

petence of '-.zhn.ical staffs, relieving staff members of many routine 

involvements, and, En a very few instances, adding additional staff 

members. 

Again, in rec~gnition of regional. differences, no single plan sf 

improvement will  be suitable for all regions. However, the following 

courses of action are likely to have some application to each region, 

arid should be employed to the extent they are appropriate: 



Reexamine the scope asd depth of techtlltcal expertise now 
available. Are the right fields represented? In sufficie~t 
depth? A r e  the numbers of people right for workloads? 
Should there be new technical fields added ? Can better 
use be made of contracts for scarce technical services, 
including PASATs ? Is adequate use made of D R  and 
CDf E ((formerly TCR and DFPE) ? 

* Discontinue a number of personnel functions oT a non- 
substantive nature now performed by many technical 
staff personnel. Regional technical staff technicians 
should continue to  assist in the location and evaluation of 
direct h i r e  personnel, but transfer other personnel-related 
fuac5ions to regional 2nd agency personnel offices. 

Reestablish the primary focus of regional technical stzff 
efforts on the review of country programs and projects. 
Minimize their involvement in per soanel, contract, and 
administrative support functions. Encourage increased 
review and appraisal of the technical components of 
country programs during periods of time between annual 
CAP and 33- l reviews. 

Develop techniques whereby new and major continuing 
technical cooperation projects are given the same intensive 
staff review (in the regions) as capital development pro- 
ject loans- 

+ Develop a closer, continuing professional relationship 
between regional and agency technical staffs. 

The objectives of thorough, competent technical support at 

regional levels are sound and attainable. Reasonable effort should be 

made to strengthen these services at this level. 



6 .  E m 4 N C E  THE ROLE OF THE COUNTRY DESK OFFICER 

Possibly no other position in is subject tc such varied 

demands and stresses of time and circumstance as is the country desk 

officer (and the geographic area desk officer). $,.ttempting to bridge 

the gap between -qID/Washington and field USAIDts can be a most 

frustrating experience. The opportunities to apply one's energies 

and time are almost limitless, The key problem is to  determine with 

what priority and emphasis these ought to be applied, This is not an 

easy judgment to make, and it will vary from time to time and from 

country to coui i t~y* There is no standard answer. 

The key role of the desk officer is clearly evident, and many of 

our recommendations impinge t o  some extent an this funczion. While 

the specific role of desk officers varies from region to region, they 

perform a numbe1- of key services and their effectiveness should be 

enhanced. A number of steps are suggested: 

Develop the concept of the country desk officer as a 
counterpart to  the USAID program officer and, to a lesser 
extent, to other first -line mission administrators. 

Develop the concept of the geographic area desk officer as 
a counterpart t o  the mission deputy director, and as a 
direct representative of the Assistant Administrator. 



Place the desk officer in an "action responsible" position 
for as many A L D / \ a  acticirss as possible, even 
though the substantive input mag be made by some other 
office (el g .  : capital development project loans contracts, 
PIO/T1s, E- l ' s ,  and so forth). This wi l l  result in: 

- A clear focus on the responsibility of the desk officer 
to evaluate priorities and establish deadlines 

+ A more effective coordination of staff contributions 

- Fewer delays and s focusing of executive attention 
on bottlenecks 

- Impraved consistency in AID; Was hifigton-field 
communications 

- A generally applied pressure to keep things moving 
throughout the agency, since few staff officers feel 
as personally motivated to serve the needs of field 
missions as do the desk officers. 

Preferably, rotate field personnel into country desk positions 
for at least a 2-year tour of duty. Geographic area officers 
should serve longer tours in Washington and in general be 
fully acquainted with the problems and processes of AID/ 
Washington, so as to effectively backstop country desk 
officers. 

Appaise  the entire scope of responsibilities and duties 
requiring the attention of country desk officers. Determine 
if this work is better accommodated by: (1 )  assigning 
additional specialized staff to selected desks (now done to 
some ex%ent), (2) similarly staffing geographic area offices, 
or (3) rigorously shunting many duties and responsibilities 
to other offices. 

The optimum role and function of country desk officers still I 
remains a difficult judgment and will require continuing appraisal. 1 

I 



7. INCREASE DELEGATIONS T O  FIELD MISSIONS 

The pros and cons of field delegations have been the subject of 

many thoughtful agency discussions over the years. Positive steps 

have been taken to focus on the issues. A s  noted in other chapters 

of this report, many specific delegations to field missions have been 

made. In addition, there is still in progress a pilot s-tsdy of almost 

complete delegations to USAID / Ethiopia. The results of this experience 

are inconchsive at this point although it is apparently prcceeding 

satisfactorily. 

In general, w e  recommend increased delegations to field missions 

in most A D  matters. The agency should establish a minimum standard 

set of delegations to field missions which regiotlsi bureaus may exceed 

at their discretion, but cannot fail to provide without specific author- 

iz ation by She Adrninis?ratar. 

This will: of course, require the development of the necessary 

ski l l s  in participating countries and field missions- It wii l  also re- 

quire AIDlWasfiington to design administrative systems and procedures 

that wil l  enable these delegations to be irnpie mented successfulfy, 

without the i~.itroductisn sf so many checks and balances as to counter- 

balance the p ten t la f  benefits of increased field delegations. Progres- 

sively, w e  envision a iredeployment of personnel, perhaps of signifi- 

cant dimensions, from. headquarters t o  the field. Buttthis wi l l  require 

much careful study, 



VZI, LOGZST'ZC AND COhTRACTmG FUNCTIONS - 

The Office of Material Resources performs a wide variety of 

services essential. to effective program implementation and to insuring 

conformity with ground rules established by the Congress and other 

government control zgencies, f hrougb its Transportation Resources 

Division, it maintains cornplianc e with the so-called 50 15 0 provisions 

of the Foreign Assistance Act of 1961; the Industrial Resources 

Division provides teshnical services required by regional. bureaus 

and suppliers in the frnp~ementaatlon of commodity import programs; 

t k  Office of Small Business brings AID- financed trade opportunities 

to the attention of American business; various other divisions and 

staffs provide equally important, and necessary services. 

Uur survey did not encompass a review in depth of the several 

divisions comprising OjMR, In many areas and on some special 

projects, OJMR appears to  be doing a satisfactory job. However, 

implementation of the proposed revisions and transfers suggested 

earlier should be the occasion for a reexamination of the organizational 

arrangements, methods and systems, and manpower requirements of 

the unit and its components. 



The principal problem confirmed in this area related to con- 

tracting, the subject of the remainder of this chapter. 

1. FORMULASTION AND RECOMMENDATION OF CONTRACTING 
POLICY IS THE P,ESPONS43ILi:T'Y OF THE PROCUREMENT 
f QLlCU STAFF OF O/ Rill3 - 

Contracting for services has been a persistent problem for  AID 

and has constituted one of the most serious impediments t o  prompt 

and effective program implementation. The contrasting function was  

decentralized as part of the 1961, reorgsnisation, with each regional 

bureau maintaining a unit for this purpose. A fifth unit> the Contract 

Services Division 3.f O/ &4R, performs contracting functions fi;r other I 
than the regional bureaus. 

A Procurement Policy Staff, also in O/MR, has been assigned 

responsibility for formulating and recornmendlag agency-wide policies, 

standards, and criteria to govern all AID contracting for services* 

This staff is also responsible for the performance of similar functions 

concerned with commodity procurement. Establishment of this staff 

constituted AID'S response to  the call enunciated in the 1961 Click 

report for a strong central policy staff to  perform such functions. 

The need for a uniform framework within which the regioml 

bureau Is contracting units would operate was clearly recognized at 

1 



that time. OH the other hand, the Click report also secognizsd that 

Assistact Adrnixlistratsrs %-auld find it necessary, on occasion, to 

set aside considerations of uaifosmity. The report therefore recom- 

mended that such authority be delegated subject to the requirement 

that the responsible Assistant Administrator document his reasons 

therefor. 

2. WHILE AID ELAS UPDATED Ah- RECODIFXED REGULATXCPNS 
GQVERKqNG COMMODITY PROCURE&KEWT, LITTLE OR YO 
PROGRESS HAS BEEN MADE IN THE SERV?CE CONTRACT 
AREA -- 

The special "Project Implementation" focused on the need for 

I agency-wide policies, standards, and criteria to govern procurement 

of both commcdities and services. Task forces w e r e  assigned to both 

aspects. The revision and recodification of Regclaticn I, recognized 

as a basic nee$ for m-aQy years, constituted a substzmtial achieve- 

ment by the commodity procurement task force working in conjunction 

1 with the banking and business community. 

In the service contract area, however, the assigned task force 

did not accomplish similar results. This group reaffirmed the recom- 

mendation for a strong central policy staff and identified rnzny impor- 

tant policy problems in need of resolution. However, when the task 

force wzs disbarzded, many basic problems were  'Left to the 

1 
Procurement Poiiey Staff for resolution. 



Although the Procurement Policgr Staff has been in existence for 

some time, a basic framework of contract policy still is lacking. 

Contracting officers are, therefore, still largely dependent on 

Regulation 6, promulgated on a trial basis in 1959, which, with the 

passzge of time, has become increasing2y less useful as an adequate 

gui5e to contracting for AID. In addition, there is a broad area of 

guidance still required for borrower/grantee contracting. 

3, THE PROCURENfENT POLICY STAFF ELAS NOT DEVELOPED 
A TECHMQUE FOR DEFINING POLICY ISSUES A h i  UNTIL 
RECENTLY LACKED A FORUM FOR RESOLUTION OF SUCK 
ISSUES 

Except rarely when unanimity on the resolution cf a problem 

existed through~ut  the agency, the Procurement Policy Staff has been 

unable to promulgate doctrine concernislg contract services, This 

area of concern is admittedly complicated and extensive, but no 

technique hzs been developed to  approach the problems as they occur. 

Rather, there appears t o  have been an ur?L'ortunate tendency to attempt 

to tackle broad areas in massive proposals not subject to assimilation. 

Fur example, a very voluminous document, intended to be AID'S 

version of the Federal Procurement Regulations, was  drafted and 

circulated. Its volume alone was  enough to discourage the busy 

recipient from reading, let alone studying it and preparing thoughtful 

comments. To make matters worse, the document failed to dis"cin.pish 



those parts of the Federal Procurement Regulations left unchanged 

and those parts which would be amended, Accordingly, the document 

had t o  be compared, page by page, with the equally voluminous 

Federal Procurement Regulations to gain complete understanding of 

what was intended. Had the dr-afters taken one section of the regula- 

tions at a time and indicated clearly the manner and degree to  which 

it w a s  proposed that AID deviate, much more productive results 

caufd have been obtained. 

In those instances where  farrly discrete subject matter has been 

chosen, the Procurement Falicy Staff seems to have been umble ~ C J  

consider the various dissenting points of view, define the issues, and 

develop pros and cons for resolution. Moreover, until the recent 

establishment of the Operations Review Cornmitt ee, a proper forum 

for  the resohkicn of defined issues was not in existence. 

4. AID MANAGEMENT IS AWARE OF THE PRESSING NEED 
FOR A BODY OF SERVICE CONTRACT POLICY AND 
CONSTITUTED A NEW TASK FORCE TO DEVELOP THE 
BASIC FRAMEWORK 

Upon the joint recommendation of the Assis tant  Administrators 

for Materia? s Resources and Administration, the AID Administ rator 

has established a new task force under the leadership of a senior 

officer with headquarters and field experience to  develop the basic 

framework of a body of sewice contracting policy. 



This action, plus the planned redrafting of the uniform .~?-riversity 

contract and the establishment of the Operations Review Committee, 

creates the environment in which a basic policy framework may well 

be developed and promulgated. Such En authoritative body of policy 

is indispensable to confident, prompt, and faithful execution of the 

contract responsibility throughout the agency* 

5, SERTnCE CONTRACTING SHOULD C O ~ I ~ E ~ Q N  A 
DECENTRALIZED Bi!SIS 

At the preseTlf time, there a r e  about the same number of positions 

allocated to service contracting policy and operations as was allocated 

when the function %vas centralized. Nea-nwhile, the number of service 

contracts (other than the simple interpreter contracts) and amend- 

ments negotiated has risen from 742 in fiscal year 196 1, the last full 

year under a centralized organj-zation, to 1,231 in fiscal year 1964. 

While not conclusive, this would indicate some improvement in 

performancs . 

Decentralization of contract negotiations and operations is 

strongly favored by regional offices, which understandably prefer to 

have their awn contract staffs rather than to rely on a central office 

whose priorities may not coincide with their own. The former 



atmosphere of highly critical conplaints about delays in contracting 

Seemis to have beez; largely muted. There is no factual basis for 

judging relative efficiency in practice, but it mzy likely be true that 

contracting services are now more responsive to  operating needs than 

under the former system. The disappearance of the previous intra- 

mural rancor i s  certainly a gain. 

Quite aside from these considerations, however, is the fact that 

the principle of decentralizing this function is sound. Given a strong 

governing policy, there is no superior discretion required which 

would warrant central. review or handling of the particular contracts. 

Determination of contract terms a ~ d  circumstances, within standard 

policy, is a legitimate and necessary exercise of implementation 

authority by regional administrators and their designees. A D  should 

avoid separation of responsibility for results from control over the 

reasonable means to achieve the results. We, therefore, propose 

no change in the basic delegation arrangement. 

This is by no means to imply that afX is well on the contracting 

front. There are still difficulties and unreasonable delays that threaten 

the desirably swif t  pace of the implementation process. Mzny delays 

are unavoidable, of course, because of substa&ive decisions or 

country negotiations on policy conditions. But those which can be 



ascribed to A D  procedzral deficiencies or rigidities are subject ta 

correction. 

Urgency is also indicated 5y the fact that the institutioml. and 

business communities have been o~tspokenly critical of apparent 

differences in policies and procedures under which the various con- 

tract offices have operated heretofore. There is also reason to 

believe that, at least in some instances, some contractors have played 

one office against another with some success. Moreover, there is 

continuing complaint about rigidiiies and negative attitudes in =go- 

tiating and amending contracts. These situations can be ameliorated, 

I not elimimted, Following are proposals to this  end. 

8 .  ,!ID SHOULD NZhm A POSITIVE EFFORT TO FURTHER 
DECEI'iTTRALXZE CONTRACTING TO MISSIONS AND TO 
-- - -  

HOST CQUNTRPES 

Policy control and program leadership are functions of AID/ 

Washington; as a matter of sound principle, operations should be, to 

the maximum extent practicable, a function of the country missions 

and the host countries. In t h e  final analysis, the success or failure 

of an AID project is determined in the field and reasonable control 

over the means to assure results should be vested therein. These 

considerations argue strongly for even further decentralization of the 



contracting process to USAD missions and in defined circumstances 

to  bos: couritries- 

At  present, contracting by host countries is virtually limited to 

contracting under loans. It is difficult to understand why AID pro- 

cedures entrust loan contracting authorities t o  host countries and 

other borrowers, subject to AID approval of the selection af the con- 

tractor and of the contrzct, b ~ t  do not extend such discretion to  con- 

tracting under grants. The fact that a loan is expected to be repaid 

is not an adequate base for the distinction. AID will shzre in any 

criticism concerning any allegedly unwise assistance measure, 

whether  loan or grant. In the interest of both country participation 

and -4ED administration, zve urge that th is  policy be reexamined. 

In only a few instances has AID/ Washington def egated authority 

to  mission directors to  consummate contracts in excess of $25,000. 

This limit renders the delegation of' authority virtually meaningless 

since few important co~ t rac t s  are below this level in amount. W e  

believe that authority to contract substantially in excess of this amount 

should be progressively and selectively delegated t o  mission directors. 

When such authority is exercised by the missions, A1Z)lUiashington 

should r ev i ew (not approve) the contracts consummated and provide 

additional. ==idance tomission directors as the review process indicates 

necessary. 



7. AID RELIES TOO HEAVILY OX COST-PLUS- FIXED- FEE 
CONTRACTS A h 9  SHOULD - ADOf T A MORE FLEXIBLE 
POLICY 

AID Manual Orders permit contracting on a lump sum (fixed 

price) basis, a cost-plus-fixed-fee basis, or a time-rate basis. 

I I However, lump sum contract; are supposed to be used . . . .whenever 

the objectives and scope of the work to be performed may be definer! 

with sufficient precision to enable both contracting parties to identify 

and evaluate the manpower and other requirements necessary for the 

r Y performance of the contract. In practice, CPFF contracts are used 

almost exclusively for se svices. The rationale offered by contracting 

officers is simply that the scope of work is nsually not sufficiently 

defined t o  permit fixed price arrangements. 

There is a fallacy in the widespread belief of contract offices 

.that CPFF contracts offer better protection to  the government and 

assure lower cost. CPFF agreements impose no obligation and of-fer 

no incentive on the part of the contractor to keep costs to the minimum. 

I t  can almost be claimed that the contrary is the case. Furthermore, 

CPFF contracts impose a requirement or, the agency to audit the costs 

for which reimbursement is claimed with consequent increase in audit 

workload. This is not to suggest, however, that such contract types 

should be abandoned, since CPFF arrangements are appropriate and 

useful for some services. 



Tfie advimtage of fixed price contracts lies in the fact that they 

place rnaximxm risk and respozsibility upon the contractor and afford 

the greatest incentive for efficient performance with resultazt benefit 

of economy. For many, if nut m ~ t ,  projects it is entirely feasible 

to define the specifications sufficient for  fixed price proposals. 

Question may we12 be raised as to the maturity of the proposed under- 

taking when such is not the case. O n  occasion, it may be desirable 

to arrarge for a preliminary survey or pilot operation in order to 

perm3 more complete and infarmed definition of the total project, 

foliowing which more informed cantract judgment can be applied. 

For these reasars we recommend less reliance on CPFF con- 

tracts and greater flexibility in the use of other appropriate types. 

8. REGIONAL ASSISTANT AD3KFCEI"11ATORS MVST EXERCISE 
POWERS OF INTERVENTION AND DEC3SION 

Government contracting is a highly technical, process governed 

by a large body of law, Comptroller General regulations, and court 

decisions. In addition, the contracting process continuously involves 

the exercige of discretion and judgme~t  on matters not precisely 

defined in l aw o r  regulations. 



f.Y*nile a clear b&y of agency-wide policy 2nd standards wil l  do 

much to establish the norms within which contracting officers operate, 

it cannot: and is not intended to eliminate the need for the exercise of 

substantial discretion by such officers or by superior authority when 

necessary. Regional Assis tant  Administrators and comparable officials 

in staff offices now have the authority, on their awn initiative, to re- 

solire issues of judgment or to set aside standards when in their view 

the prescribed stzndards are inconsistent with the fulfillment of pro- 

grzrn requirements. The problem is that this authority is not adequately 

exercised. Iate~vention in contracting issues is infrequent, fezving 

the process preponderantly in the hands of subordinate contracting 

officers who do not ordinarily carry responsibility for program progress. 

It is recommended that Regional Assistant Administrators more 

broadly delegate contracting authorities to responsible staff and line 

officers with a broader judgmental base and who are prepared to 

exercise the discretion intended. Even thcugh tbe details of contract 

preparation arrd negotiation are entrusted to technical contract officers, 

responsibility for  their oversight and for making discretionary decisions 

should be vested ir, the operating superior. No subordinate contract 

officer should be allowed to enter negotiations without such direct 

supervision and immediate point of decision, 



9. TECH3ICAL CONTRACZlNG OFFICERS SliOULD BE CAST 
IN A SEPPORTXTE RATHER TH-AM J U D G I Y ~ T X C  ROLE 

Con~r.actors, both prafit and nonprofit> to a large extent are 

familiar with laws and regulations governing government contractors. 

It map fairly be assumed that those contractors who are nut. so familiar 

are willing to learn and that they also fully understand the force of law 

in these matters. Prablems with prospective or current contractors 

are, therefore, substantially iimited to the areas in which ground 

rules are not precisely defined and latitude exisis for discretionary 

deterrninaJtions. Xeduced to its simplest terms, the problem in the 

initial instance is t o  motivate contracting officers to avoid narrow 

protective attitudes, viaich do nat serve the government wel l  in any 

case, while properly inststing on comp?iance with the specifics of Taw 

and regu'laticn or advising their superiors thcreor". 

It must be reccrgnizrd that contracting o2ficers assume persoml 

respo~sibility when signing contracts :lot only for compliance with  

pertinent laws and regulations but also for the exercise of judgment. 

2: : - S - L ~ L  .-acting officer can be directed to  s ign  a contract if he believes 

it in error as to either law or judgment. 

The problem has Seen that technical contracting officers have 

been given too much responsibility and latitude for negotiation 2nd 

decision on behalf of the agemy- Because theyaw knowledgeable in 



the intricacies of federal procurement, while but f ex? ape rating officers 

are so informed, they are put in leadership or decisional roles often 

beyond their  competence or level of responsibility. 

Career contracting ooffice~s should be used to the maximum-- 

they can be esrcremely useful and helpful. But they must be considered 

2s being engaged in a technical. ministerial role, They should an their 

own initiative refer upward for policy decision those issues not within 

their capacity or respansibil_ity. Furthermore, each contract lng officer 

should be instruebed to report upward h i s  intention to reject proposals 

or reqzests of contractors which have been endorsed by the country 

desk o r  area officer when such propositions do not involve departure 

from l a w  or regulations, 

Above all, regional administrators 2nd operating or staff officers 

authorized to  execute contracts must be prepared to substitute their 

judgment and sign contracts if and when t h y  believe the regular con- 

tracting officer is being unnecessarily restrictive or protectionist and 

when they are convinced it is in the best interests of the  government 

to do so, 



W; . AD&IXFZSTRATFTE AKf) FINANCIAL FUNCTIONS 

Administrative activities are suitably grouped ucder an 

Assistant Administrator though there are certain transfers and 

adjustments previozsly saggested which would represent better 

fwctionzl, association. Our general impression, based largely on 

summary observation, is that the several offices are operating well  

but with some particular opportunities far improvement discussed 

in the following sections. 

OFFICE OF THE CONTROLLER 

The Office of the Controller performs,  on a centralized basis, 

the accounting, auditing, bcdgeting, and rn isc ellaneous financial 

management functions for AID !Washington. These functions are 

pervasive and strategic in that they are an essential par t  of airnost 

every AID activity or decision. 

1 - C.OXTROLLER OPERATIONS HAVE GROWN MORE COMPLEX 
W I T H  PROGRA&l C HAKGES AND RISIXG LVORK TrOLUMES 

Examinstion of financial functions as performed today in 

comparison with the sittiation which existed a few years ago 

strikingly reveals the impact of changing organization and procedures 



on a staf f  office. The swi tch  from grants to loans 4s Illustrative. 

Loan servicing was hzndled on a reimbursable basis by tke Exp@rt- 

f T X ' ~  Or Import Bank until a short t ime ago because it required only ,.. 

three people. Today, 26 personnel with steadily increasing pro- 

ductivity are preparing amortization table s ,  maintaining loan 

accounts, billing periodically for  principal. and inte~est  due, and 

preparing reports on loan status 

Meanwhile, the work involved in processing original dis- 

bursements for loan programs and project assistance has not only 

continued but has increased in valume znc! complexity. No longer 

arc commodity impor ts  financed under one set  of ground rules .  

The "alternative" method, the special letter of credit, and other 

devices have been introduced which require custom handling of 

formerly routine transactions and which induce a vast iricrease in 

the number of such t r a ~ s a c t i o n s .  

Differences in operating philosophy and zrrangements among 

regionzl bureaus also hzve their impact and call for different handling 

of similar transactions among regions. L A  has decentralized its 

loan operations and the related financial management functions 

gravitate in large part  to the rcspectizee mission controllers. But 

AFR opeertes on a centralized basis and disbursement coi:trol over 

the loans m9st  be handled in the Office of the Controller. 



Thus, all chenges in policy, program, o r  procedures within 

AID bring swift repercussions to the Controller's Offifice requiring 

corresponding adjustment. The effect of program and policy de- 

velopments over the years has been to increase ~&e Controller's 

workload -,regressively and substant id ly .  Impmssive gains in 

productivity have greatly reduced the rate 0f necessary staff in- 

crease to handle the larger tvark volume. 

2. MEASVRES SHOULD BE TAKEN TO REDTJCE AUDIT 
WORKLOAD AND IMPROVE AUDIT QUAZITY AND - 
TIMELINESS 

The vast increase in the number of trarnsactisns havrdled by 

the Financial Review Division- - in both the Voucher Exzmination 

Branch and the Price Analysis Branch--as a result of the introduction 

of the "alternative" method of financing cilmrnodity import programs 

has been brought to the attention of the Operations Review Committee. 

The committee is now examining the possibility of placing a minimum 

value on the transactions which can be fhanced under the alternative 

method much as has alwa+ys been the case under the standard method, 

Such a move would lead to eiirnination of a substantial number of 

smal l  transactions (not infrequently of less ithar? a dollar in value) 

and mzke possible improved audi t  quality. 



In the contract area, the newly acquired authority to establish 

predetermined overhead rates for universities instead of provisional 

rates should be seized upon as an oppor.~;unity to reduce substantially 

the audit time r e q ~ i r e d  on such contracts. This will also remove 

a mzjor point of difficulty with the universities . Serious consideration 

should also be given to the possibility of "selective" auditing of such 

contracts based on audit experience with the particular contractors. 

When repeated audits in a particular university sr other type of 

institution reveal ccmsister;t reliability of the documentation, AID, 

from the standpoint of soand management and generdly accepted 

gudit principles, sheuld feel free to eliminate or reduce the Intensity 

of such audits. h c r e a ~ ? d  use of "fixed price" and "time-rate" con- 

trscts, recommended elsewhere, would also operate to reduce the 

contract audit workload and permit. better quzlliiy. 

Unless such measures and oth.ers of a similar nature are 

adopted, AID faces the prospect of ever-increasing staff demands 

to accommodate workloads in the controller area arising from 

adoption of new techniques. Factors of administrative feasibility 

should be el ernents entering the cansideration of policy and program . . 



This division performs general adrninistrztive s u p p r t  services 

organized in six branches. which encompass printing, travel, mail 

a d  messenger, property mznagement, and related services. About 

170 persons are employed in the division. Operatioas are satisfactory 

in  that the basic structure is sound, service appears adequate, mu 

the supervisory staff is experienced and capable, 

BFFIC E OF INTERNATIONAL TRAINING 

As part of iie foreign aid program, the United States finances 

the training of foreign nationals in this and other countries. AC- 

ministration of the training program is the responsibility of the 

Office of International Training. This office was recently reor- 

ganized on a geographic basis to provide greater emphasis and 

appreciation fsr the particrrlar needs of participants cornirig from 

varied ccltures and environments. 

The reorganization was a sound move, but several related 

issues remain which require f ~ r t h e r  careful consideration. F o r  

example: 



There is some mcertairrty, if not cod ic t ,  concerning 
the exact role of this  office in determiaing training 
needs. Expanded 0 f IT activity in the trainkg program 
should not modify mission responsibility for ideatify~ng 
country training requirements, defining programs, and 
selecting participants. In our judgment, the O/IT 
should be cast in *the role of a support function for 
program activities. 

The work respo~sibifities of the programming division 
and its relati.onship to the logistical and orientation and 
counseling divisions need further clarification. The 
basic issue is whether training officers, as the primary 
contact f o r  participants, can be effectively kept from 
becoming irrvolved in time-consuming nonprograrn 
related matters. 

The proper qualifications of training officers remains  
an issue and requires further clarification in spite of 
extensive recent consideration and negotiation. This 
issue is whether a single year of overseas experience, 
even though dating back many years, provides necessary 
familiarity in a geographic area and how this should be 
equated against extensive experience in actually pro- 
gramming participants. 

The workload of the unit tends to peak in conformity 
with the school year. Recently, an agreement was 
reached with a professional asscciation for assistance 
in evaluating the edzcational qualifications of prospective 
participants. Grea t e r  use of the facilities of 'itniversities 
for receiving reports, issuhg subsistence checks, and 
rnzkhg other service arrangements should be explored 
to reduce the paper work volume now being funneled 
into W a s  hirigton. 

The office is csnscientiously trying -to become a more effective 

service organization through the recent reorganization and by re- 

solving unavoidable prablems incident thereto. Further review will 

be desirable fullowing a settling- down period. 



The Office of Marragernent Planning, with a professiond staff 

of about 26, supplies expertise to the agency on management, organi- 

zation, manpower utilization, and systems and procedures. The 

Data Processing Division, with a staff of about 33, is located withi?> 

this office and serves other A D  units and the Peace Corps. Because 

O/&W represents the most strategic resource of A D  in the manage- 

ment improvement drive, it is treated in more detail herein than 

other off ices. 

O/MP has a strong and competent staff with a sound apprecia- 

tion of the management problems confronting AID. It has produced 

analyses, reports, and proposals of impressive professional standards. 

Such a. staff is an indispensable management facility in an agency as 

big m d  complicated as A D .  However, staff resources assigned 

have not permitted AID "r enjoy the full potential. of this office in 

helping to resolve either the procedural or organizational problems 

canfronting the agency. More internal management analyses and 

deeper involvement of the office in organizational matters, pariieu- 

larly below the office level, are clearly desired. 

Management Planning has not been able to devote its f u l  

energies to a planned program of management improvement for 

several reasons: 



The office is frequently assigned ad hoc but high- priority 
special assignm ents by top management without prior 
notice. This is unavoidable and necessary. But such 
special. work is performed by diverting staff from 
scheduled assignments. 

Some staff have responsibilities for several heuse- 
keeping activities that are not suitably placed in the 
office . 

The unresolved question of the appropriate sole, 
emphasis, and location for the EDP division has pse- 
vented the development of a broad management program 
for data processirzg. 

The Office of Management Planning is taking a number of 

remedial steps within its authority to  remedy o r  otherwise soften tfie 

impact of these factors upon internal operations. 

1. PROCEED WITH THE SIMPLIFICATION OF THE INTERNAL 
STRUCTURE OF THZ OFFICE 

The Office  of Management Planning has been organized into 

four divisions and a policy staff. These are: 

( 1) The Management Policies Staff, which handles problems 

of management policy and selected foreign affairs agency 

relations hips . 

(2) A Program Methods Division, which specializes in 

substantive program procedures along with responsibility for 

selected client offices 



/ 3) A BIanagernent L%ssistazce Division, which. provides 

advice and guidance on structure, staffing, and management 

improvement proMems for regional bureaus and overseas 

organizational units 

(4) An Administrative Operations Division, which is 

responsible $or such activities as delegations of authority, 

forms analysis and control, issuance of directives and manual 

orders, and space allocation, along with responsibility for 

selected client offices and manpower allocation and control. 

(52 A Data Processing Division, which has responsibility 

for machine systems development and for operation of the 

EDP equipment. 

SimpMcation of the structure has been considered necebsary 

3y the director, and appropriate moves are now under way. Al- 

Wough final arrangements have not been completed, one plan 

includes : 

( 1) The dissolution of the Administrative Operations Div is io~  

by transferring space allocation and several other housekeeping 

activities out of 0 /iMP to the General Services Division and 

distributing the remaining functions between the Program 

Methods Di~ i s ion  and Managemerit Assistance Division. 
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(2) The assignment of all program systems development 

responsibility, including machine systems development, to 

the Program Methods Division. 

( 3 )  Thc assignment to the Management Assistance Division 

of expanded responsibilities for client office functions, the 

manpower management program, and management policy. 

W e  support the general sbjectives of the proposed structural. 

changes being undertaken. The assignment of responsibility for all. 

systems development to a single unit is particularly desirable. 

2. PROVIDE DATA PROCESSING EXPERTISE TO THE PROGRAM 
METHODS DXVISION TO ASSIST IN SYSTEMS DEVELOPMENT 

Several years ago, the data processing unit was part of a 

Systems Development Division. However, the function apparently 

needed additional status and more continual su~erv i sory  attention. 

Consequently, the unit was given divisional status. 

Since then, a question has persisted as to which unit is re-  

sponsible for total systems development. The Program Methods 

Division, lacking data processing specialists, has not been able to 

assume leadership. At the same time, the data processing staff 

has not had a sufficiently broad perspective of operations or authority 

to do so. Consequently, systems development has not received 

desirable attention. 
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If pas: history could be discounted, we would endorse a single 

systems development division with the data processing function in- 

cluded therein. However, the operational problems in data pro- 

cessing dictate a less ambitious move at this time. Therefore, 

with the assignment cf systems development responsibility to the 

Program Methods Division, it is recommended as a first step that 

a management-oriented dzta processing expel-t be added to that unit. 

This professional should help identify data processing potential 

in the program area and define the practical limitations and sequire- 

rnents imposed by the +,echnsiogy. H e  would be expected to draw 

upon the expertise of the data processing staff as needed- 

3 .  FXI'SIATE AI?: E D P  TRAINING P RUGRAM FOR MANAGEMENT 
AWALYSIS 

Another step should involve placing proper emphasis upon 

imparting general data processing knowledge to the analysts in 

0 .  It is recommended that an EDP training program for rnanage- 

rnex~t analysts be initiated along the following lines . 

An initial 2-week course in basic computer 
programming 

A 6- to 8-week working assignment in the agency 
data processing unit 

An ad&t.tional week's  course in computer programming 
which is more advanced than the basic course 



An 8-week assignnlent in prograr~rn~g a project 
within the individual's work area 

W e  understand th2t plans for such training are included 

within a broad training program tvhich 0 IMP is initiating with the 

assis tmce of outside help. 

4.  PLA.N EVENTUALLY TO RECOMBXPIIE THE PROGRAlM 
METHODS AND DATA PROCESSIXG DIVISIONS 

At an appropriate future time, when the program methods 

staff is strengthened with data processing expertise, the data pro- 

cessing unit should be reabsorbed within that division. This arrulge- 

meni would provide the best assurance that data processing potentials 

in the agency receive continual attention. This move has several 

prerequisites as follows: 

( 1) A broad- gauged, management-or iented division chief 

who is equipped by training and background to give unified 

direction to the program rneihods and data processing staffs 

and provide a comprehensive data processing program for  

the agency. 

(2) f rogram methods staff analysts with some data 

processing training as noted earlier 

(3) A  ell-rnafiaged data processing unit that is providing 

responsive, high- quality service to agency units 



The following sec"tio2 pertains to the steps needed ta achieve 

this last condition. 

5 .  IMPROVE THE illi.mAGEMEKT OF DATA PRQC ESSING 
OPERATIONS 

The data processing unit, with 33 employees, has both AID 

and Peace Carps -work responsibilities. The division is equipped 

with an IBh4 1401 computer and is now operating two shifts daily. 

The services to using offices are considered unsatisfactory in terms 

of both timeliness and quality. Furthermore, as noted previously, 

there is little new systems development work, and staff t ime is 

spent preponderantly upon systems maintenance - -that is, revising 

and updating existing applications. 

A program required for improving the internal operations 

of the data processing unit - This progrzm should include: 

Strengthening management leadership within the 
writ 

Improving documentation which today is considered 
to be virtually nonexistent 

Reviewing the techziufogy of the system to imprsve 
programming language, to increase memory 
utilization, and to assure that the approprizte equipment 
is being used 

Measuring workload and studying machine utilization 
to  determine the need for currently contracting out 
certain work 



6 .  DEVELOP A COBIPREHESSXVE D,%TA PROCESSING PRW-RLtI 

In working toward a resolution of the orgz~izationa? and 

operational problems of data processing, the agency s h o ~ l d  have 

the firrn guide af f~rued  by a comprehensive EDP program. Several 

basic categories of potential, applications appear to fall within such 

a program: 

Substantive program systems applications- -Virtually 
no work  has been done in this area as of today. 

Further administrative a~wlhcations- -The number and 
quality of applications now on the equipment can be 
expanded. ~ l rhough  there are several applications on 
the machines today, i1he.x-e is still much mere to be 
done. The Controller's area alone has several proposed 
applications which are waiting upor! the data processing 
unit for atter~tion . 

Scientific applications- -This potential area involves - 
broad considerations affecting resource allocations 
and the resaltant consequences. 

The first f;ws areas are considered to be within the long-term 

capability of present data processing resolrrces in AID. Successfuf 

applicztion in the scientific field will ,  however, require expertise 

not now- present. 



The nature and magnitude of the AID program and its pervasive 

effect on our international relations pose an insistent requirement for 

a personnel force of' exceptional competence, maturity, and discretiorz- 

The agency recognizes this  need and is diligently seeking to develop 

and institutionalize a comprehensive, positive personnel program. 

1. COMMEh9ABtE PROGRESS HAS BEZN ACHIEVED, BUT 
MAJOR HANDICAPS TO A S O U & l  SYSTEM OF PERSOWXEL 

Freq~lerat changes in agency f eaders hip, revisions of organization 

structure and operating philosaphy, the indef lnite nature of future 

foreign aid authorizat icns , ar+d understandable emphasis upon im- 

mediate operational needs have a31 been irnpedirnerrts to the develop- 

ment of a well-balzlaced and comprehensive personnel program suited 

to A D ' S  needs. In addition t o  these environmental considerations, 

AID is still hampered by a number of circumstances and factors 

directly germane to personnel management: 

The absence of a career system has made it difficult to 
attract, retain, and develop sufficient numbers of 
except ionally able personnel. 



The substantial ciecentralization of personnel authority to 
the bureaus, for overseas personnel, zlthough facilitating 
operational flexibility, has not s e w e d  broad agency-wide 
igter-ests in perscnne? empf,oyrnent, utilization, and 
development. 

The central personnel, office has not been geared t o  p r ~ v i d e  
stror,g leadership beczuse of internal staffing and s t ruct~ra l  
deficiencies. 

This  chapter discusses the problems in AID personnel adrninis- 

tralion in terms of these three related yet distinct aspects and presents 

a number of recoz~mendations. 

3 
..lr - THE AGENCY'S %TAhTQVJER REQUIFEMENTS ARE BEING 

FILLED UNDER A ~ A I I I E T Y  OF SYSTEMS RESUETINGIN - .- - 
XU UhLIEORN PERSONNEL, PROGRAM - 

AID has about 1 5 , 3 5 3  employees as of October 1964, some 

8, '700 of wksoxn are foreign riationals eicplcyed in overseas missions- 

Another 3,700 are American nationals ez-iployec! overseas, and the 

balance of about 2,900 is located in the AID; Washington staff. 

At present, the  needs of the agency for American nationals are 

met in various ways. A few posts are filled by foreign service 

officers 03" the State Departnerrt serving a tour of duty in AID. There 

are also AID foreign service reserve officers, some 40% with limited 

appointmenis. In. Washington, hcwever, the preponderant number of 

employees are i n  the classified civil service, possessing the security 

and tenure rights of the regular federal. employlment system. 



In AID, therefore, t he re  is ;lo single integrated personnel pro- 

gram 7.v.r;itE; uniformly applicable conditions, rights, and privil.eges+ 

The conditions of employment for the various staffs depend upon t h e  

particular circumstances of their initial se-mice with AID. This 

situation, plus the decentrahzed arrangement, results in a carps of 

employees possessing career service rights and privileges without 

providing the agency with the positive elements for employee develop- 

m e ~ t  and full utilization in z single unified system. 

3. PARTIAL DECENTRkL1ZZ4TION - OF PERSONXEL 
aUANAGEh3EXT HAS NOT ASSURED THE blOST EFFECTIVE 
Ul'lL1ZATfON O F  PERSON'ii!L RESOURCES 

Authority fo r  personnel nanagement in AID is naw dispersed in 

a numbex of organization units. The Office of Persorrnel Administration 

ins responsible fcs the iormulation of general policy governing all 

~ ~ X I P L Q ~ ~ ~ S  and for adrninistratlon of "Lhe personnel program of a11 

AID/\Vashingtor, psrsonnei. Th i s  latter responsibility covers recruit- 

ment, placement;, classification, evaluation, promotioo, and training. 

Wizll respect to overseas personnel, the office is responsible for 

evahat ion, training, promotion; standard posit ion desc riptioris, 

employee relations; and broad policy - About 1 3.6 employees are 

assig;raed to the central tlfiice to discharge these duties. 



Each regional bureau has authority ffiy recruitnent, placement, 

and reassignrne~t oi most overseas personnel wi.thin its own area. 

There are 126 employees distributed among the fcur burems to  per- 

J' ?or:1 these versonnel dtati-.ts. Responsibility for overseas public safety 

employees has now heen removed from the bureaus and cer$raFized 

in the Office of Public Safety. Thus, there are slx offices in AID 

vested with  formal persarmel autktorfties. Some 250 employees are 

assigned to personnel functions in these offices; a number over 25% 

larger than the r.-,f,al engaged in these functions when it was  centralized. 

In addition, many of the regions9 technical employees are involved in 

persannel operations, particulariy recruiting. 

The decision. in mid- 196 2 to decentralize stlbstantial authority 

for personnel. management to  the regions was reportedly made because 

of ciaimed fa i lu se  to perform adequately on the part of the central 

personrid oflice. There were ch2rge.s that the central office was 

dilatory and unresponsive to urgefit regional needs. A decentralized 

personnel system for overseas posiiions was adopted to permit the 

regions to take direct and prompt action within their own discretion 

for their respective areas. In t'nese terms, delegation of personnel 

authority has beer, of advantage t,o the regions: 

. Each oureauzs operating needs nsw rcceive top priority. 

I Applicant grocessing takes less tiride than previously and 
receives more irnntdiate a t t en t i~n .  



Positions are filled! more q-izickly than.forrnex-ly. - 

Personnel may be reassigned more rapidly within each 
region* 

This tangible improvement should be terny-ered by the recognition 

that there are now 50 more persons engaged in personnel operatiocs 

than previously and that the retrenchment program during the past 

yeas has reduced the number of vacancies to be filled with correspond- 

ing redcction in workload. Looking t o  the future, it may also be 

anxicipated that fewer direct hire techccal pecsorme'l w i l l  be retained 

as discussed in Chapter 11. 

While it is likely that the system adopted ir, 1963 h a s  been of 

definite benefit to the regions in terms of flexibility and quick action, 

these advastages have been bought at the price of both higher cost and 

weakening of the general pzrsonnel system- Unfortunately, decentral- 

ization took place in %ke absence of a body cf strong central personnel 

policies an2 standards. Conseqtiently, each regional bureau proceeded 

along its own way, leading to significant differences in operating 

procedures, standards, and the contributing role of desk officers and 

technical staff. 



Substzntial progress has been made by the central. personnel 

staff in formulating standard policies, but there are inherent weak- 

nesses in the decentralized personnel system stemming from each 

bureau's preoccupation with its own operating needs and the dilution 

of central perspective in dealing with total personnel resources. 

The p-ersonnel. office has recognized that agency-wide interests in 

terms of e;mployee utilization and development are not wholly served 

by the present system for overseas personnel. It has, therefore, 

attempted to overcome the problem through coordinating committees 

on recruitment and placement. These committees are intended to  give 

unity to bureau recruiting efforts and to facilitate the transfer of avail- 

I sbie manpower among bureaus. The committees a r e  commendable in 

that they are trying to make the present system operate more effectively, 

but as discussed subsequent2y, the results to date cannot be judged as 

adequate o r  as a substitute for mope positive involvement. 

Many of the specific problems with which central personnel 

management has been attempting to cope under the present system 

still largely persist, principally because they tend to be products of 

the system itself: 



Despite BjPA efforts in developing training opportinlties, 
insufficient consideration is still being given to individual 
career developmentneeds or overall agency manpower 
and ski l ls  reyl;iisernen%. Although the bureaus are expected 
to recommend persons for training, they do not always 
nominate those persons who would benefit most. Tas often 
they view training assignments as coavezzient niches for 
shunting incapable people out of operations = 

The reassignment of overseas gerscnnef by the bureaus 
sometimes results in underutilizatior of employees. There 
is no central control for assuring that employees without 
assignrfienls are rapl.dly transferred to other bureaus or 
are terminated. As a consequence, in October there were  
about 225 persons on bureau availability lists, some of 
whom had been there for 6 02 more months. 

A person appears m an availsbllity list only after a bareau 
decides it cannot use him. The impression is widely held 
that, except in instances when their skills clearly are no 
longer needed, only unsatisfactory ernpiayees ever appear 
on the lists. To counteract this impression, the evahations 
of some employees are occasionally softened to make them 
more attractive to other bureaus. 

Bureau recruiting efforts are generally conducted indepen- 
den$ly of each other t,.riihotit assura?nce that uhiform qualifi- 
cations and standards are being applied. Separate contacts 
with a single source have occasionally occurred. Thus, 
the quality of personnel may vary from bureau to bureau. 
Xn addition, the supply of applicants for one bureau may 
far exceed its requirements, but there is no procedure 
which assures across-the-board considerations for: all 
potential needs. 

Thus, in operating practice, several problems have developed 

in the decentralized personnel system which the central personnel 

office has not been able to overcame by clearance and csnsu2tation, 

committee devices or by other informal means. The central personnel 



office, lacking the authority, is essentfaffy removed from the process 

and has no basis for direct interveation. 

In summary, these are sound reasons for retaining a pattern of 

personnel management which vests wide discretion in operating units 

for employee decisions that relate to its own interns1 operations. 

This should not, however, extend lo decisions which inhibit either fke 

career development of the employee or impair the agency's capacity 

to make maximum use of its personnel resources.. 

Clearly, there must be a urLfied personnel system for the entire 

agency with uniform policies and practices, assuring equitable trl.eat- 

3netl.t of all employees and protecting overall agency interests in 

matching jobs and manpower. Derentratization of many facets 0f 

persofinel operations is rnt inco~sistcnt with this objective. But some 

modification in present delegated authorities is called for to achieve 

central objectives 

4 . THE CENTRAL P E R S Q ~ E L ,  OFFICE MAS IMPRO~~EII ITS 
POLICY GL?DANCE FZJNCTION, BUT INADEQUATE INTERNAL 
STRENGTH AS WELL AS ITS DETACHED ROLE HATJE 
IMPAIRED ITS EFFECTIVENESS 

In any critique of AID personnel operations, it must be recognized 

that the present decentralized personnel arrangement for overseas 



employees was instituted in mid-1962 because it w a s  claimed that the 

then central personnel cffice had been unable to meet the bureaus ' 

oge=ting requirements. That office allegedly functioned at lower 

than desirable professional levels and did not exhibit a capacity or 

appreciation for irrgent operating needs * 

Substaxztistl progress has since been made in improving the leader 

ship role of the central personnel office. A Persoa~e'i Council, undez 

the 'leadership of the Personnel Director, cam-prised of officers from 

both the central office and the regional bureaxs has been established. 

Significant advance has been made in developing uniform personnel 

policies and procedures and setting them forth in writing. In addition, 

employee evaluation techniques are being improved and the promotion 

process for Classification Act employees in Washington is being re- 

vamped to equalize opporturity for  promotions throughout the agency 

and to assure a broad base of qualified zpplicants. I t  is significant 

that authority in these areas has never been decentralized, 

However, parallel success has not been achieved in coordinating 

decentralized activities. A coordination committee to minimize over- 

lapping and duplicative recruitme fit efforts and a placement committee 

to facilitate the t ransfer  of available personnel from bureau to bureau 

have been established under the aegis of the personnel office. But 

these committees have not been wholly effective for  several reasons. 



&SIC authority is vested with the  bureaus and the com- 
mittee cannot enforce decisions 

• me committees become in%-ohed oizly after the bureaus 
have ru1.r into z part-iculzrly difficdt recruiting or place- 
ment problem. The cl-lanccs of making a significant con- 
tribution are minimized because the most difficult problems 
tome before thesz committees only after other options and 
opportunities have been foreclosed. 

The burezus feel no obligation to participate in the sessions 
of the committees or the particular projects. 

The professional leadership provided from the central 
office has not been sufficiently stroag or of sufficierrt 
stature to command respect and cooperation. 

Thus, although the personnel office has initiated various useful 

measures, the problems of dispersion and compaz-trnentalization still 

persist, and the agency has little asstlrance thzt overseas personnel 

are being assigned and handled in the optimum interests of AID 2s 

well as of the employees. 

The personnel office has faithfully applied i t s  best efforts to 

making the present s y s t e i ~  work.. Improvement has been tangible and 

further refinements and advances are being planned and implemented. 

Yet, in addition to the impediments inherent in decentralized operation 

the office is hampered by several internal problems: 

Frequent changes in leadership and the sometime use 
of the position of Personnel Director as a teur of duty 
for foreign service staff deprives the office of continuity 
and stability- 



The professiolza3. staff, despite many exceptions, generally 
lacks expertise commensurate with the requirements of 
rising personnel standards in the agency. 

The internal organizational str~cture places heavy operating 
responsibilities upon top officials and thereby precludes 
adequate time for proper performance in staff roles. 

Tkas, in summary, the agency's manpower needs are being filled 

b,v a variety of systems which csqlicate the whole personnel manage- 

mt:nt function. Efforts to upgrade the quality of agency staff are 

hampered by the lack of career opportunities within AID. Secondly, 

existiag delegat ions of authority to regional bureaus are meeting 

operatkg requiremeats but are not zssuring adequate consideration 

oP overall agency manpower and career development needs. Corn- 

mendable efforts by the personnel office to  overcome this problem 

kiavs had only partial success. Finally, the centralpersonnel office 

has not been as effective as desirable in assuming a strong leadership 

role because of several internal staffing and stmctural problems. 

The balance of this chapter presents recornn~end~,tions for overcoming 

5, DEVELOP A CAREER SERVICE FOR AID 

Although events clearly indicate that the assistance needs of 

emerging nations wi l l  persist for many years and that U. S. involvement 



ir, a foreign aid program is unlikely to be terminated within the near 

fzture, the AID personnel progfam is not founded on these long-range 

expectations, A comprehensive foreign development career service 

uniformly zppficable t o  all AID personnel and embracing well-defined 

career development opportunities should be canside red a pre -*equisite 

of effective foreign aid administration 2s enunciated earlier by the 

Merier Cornmitt ee . 

A career service far AID would be a distinct asset to the program 

in that it would provide a more stable, long-.term source of required 

expertise, contribute stability and permanence to  operations by reducing 

frequent changes in key positions, improve employee status and morale, 

and enhance the agency's attractiveness to  competent personnel. A 

career service for a11 personnel no= in A D  is not considered feasible 

or necessary since some are filling a short-term technical need. 

However, career opportunities r;hould be offered to program develap- 

merit personnel whose skills are expected to be utilized on an agency- 

wide basis and for extended periods of time. Such personnel would 

include program officers, loan off leers, exeeut ive and administrative 

personnel, and some chief technical positions. These employees would 

constit-rite a long-term cadre of foreign assistance expertise. 

The need for  technical personnel for proj ece implementation 

overseas varies and thus does not offer or require career 



opportunities, The particular ski l ls  required at any given time or 

within particular geographic areas wil l  change with shifts in program 

emphasis a d  country needs. Therefore, a career opportunity for  

these types of personnel is not feasible or necessary. 

Bxt the establishment of a foreign development career service 

should be a priority objective for the agency as a prerequisite founda- 

tion for sound personnel management. The recent establis hrnent of 

an FSO information cadre for cayeer USIA personnel might well serve 

as a precedent for AID. Acknowledgement is due the personnel office 

for the extensive work it has been ..?ing in developing career service 

proposals for consideration by the Administ rator, 

5. REVISE PRESENT PERSONNEL AUTHORITIES TO PRQ.VIDE 

POSITIONS 

The present delegation of authority to  the regional bureaus would 

W e  to be subslantiaP2y revised if a career service were instituted. 

in order more fully to guarantee employee development and utilization 

agency-wide. However, an early resoiation of the career service 

question is not likely. Therefore, the agency is s t i l l  confronted by 

the problems of ddegation under the present systel;~. 



It is recomx-neaderi that irrespective sf the decision on a career 

service, the agency modify regional authority for certain overseas 

personnel actions affecting career-type positions. Specifically, it is 

recommended thzt the following steps be taker?. at this time to strengthen 

agency personnel administration: 

Identify those positions in AID for which a career oppor- 
tunity clearly exists. The "hard core'hconcept widely 
discussed in the agency is valid in recognizing a continuing 
need for certain professional.  pertis is^. The personnel 
office should prepare lists or position categories for such 
purpose fur approval by the Administrator. Initially, such 
categories should be quite limited with progressive e&xten- 
sions as experience dictates. 

Place responsibi'lity for administering these career-type 
positions within t k ~  central personnel office. These 
posit ions would ioclude some number currently being 
administered by the Zlureaus as  wel l  as those now admin- 
istered by the zetz* ,~~? persoililef officec That ofTice should 
then conduct all recruitment, initial, placement, annual 
evaluation, and reassignment functions relevant to personnel 
in these positions. 

Vest responsibility in the personnel office for determining 
career development needs of these employees and providing 
training assignments fur these purposes. 

Fallowing determination of assignment, the processing 
of aPI personnel and related actions should be performed 
by the operating bureaus. 

7. RETAIN REGIONAL, AUTHORITY FOR PERSONmL 
MANAGEMENT OF THE TECHNICAL, NONPERMANENT 

It is recommended that the regions retzin their present authority 

for administering the personnel function affecting technical employees 



engaged in project implementation. Several considerations support 

this judgment: 

The immediate operating requirements of the regional 
bureaus generate the need for such personnel. The 
bureazs now have the ability to respond rapid"l,y to meeting 
these needs* Therefore, since no long-term, agency- 
wide personnel consideration is present, the bureaus should 
continue to be responsible for such personnel functions- 

Crezter emphasis is now being given to  securing thsse 
services through contract rather than direct hire personnel. 
This arrangement diminishes bureau personnel operations. 
At the same time, greateT emphasis wi l l  be placed cpon 
measuring t echnicai proficiency and expediting the pro- 
cessing of contract agreements. Personnel considerations, 
in the classic sense, are not of priority consideration. 
The burems aye best able t o  determine these immediate 
technical needs, identify the logical sources, and make 
the selection. 

Central pctlrcy control and coordination will, of course, continue to be 

required for purposes of guiding thzse individual regional operations. 

8 -  STBENGTHEN THE CAPACITY OF THE CENTRAL PERSONNEL 
OFFICE FOR MORE EFFECTIVE PROFESSIONAL 
PERFORRtLPfNCE 

The career--type positiorrs that would be administered by the 

Office of Personnel. Adrfiinistration under our proposal. would eventually 

place extensive additional responsibilities therein for perhaps some 

1,500 additional. overseas personnel. There is now lacking within 

that office safficient professiorcla? expertise to  assume the extensive 

recruit meat:, placement, assignment, evaluation, and training 

responsibilities such personnel. 
-Y 
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T:L? question is zot more perso~ne'l, but better gualsied prcr,- 

fessiana? employees, Xany strategic positions within the personnel 

office today are occupied bj' employees who have ascended a promotion 

'ladder without acquiring necessary horizon and technical competence 

on the way. Many concelve personnel administrztion as a requisition 

processing operation designed to refill. vacizp-t positions. 

Thus, as a prerequisite t o  revising the bureaus1 personnel 

autharity, khe professional capabilities of the personnel. o,ffice should 

be strengthened, This er"fort should be directed along several lines. 

s Provide strong professional personnel leadership to the 
program on a sustained basis rather than relying on tem- 
porary duty a s s i g ~ ~ z c t s .  

Minimizr. the frequent changes in top superv tory positions 
within the office. Over the fast 5 years, 25 different 
i~dividuais have occupied 5 key positions in the personnel 
office. 

* Zedistribute f he personnel staff of the bureaus to  r,djust 
to the changed workload and to provide the central office 
with additional positions. 

Upgrade the general level of supervisory competence by 
setting and maintaining high performance standards. The 
evaluztion process must be used to identify employee 
weaknesses and to provide a basis for removal if such is 
needed. Proper and vigorous use of the evaluation pro- 
cess to ideasy  performance that is not commensurate 
with job requirements is indicated. 



Seek to imuse the s ta f f  with younger, profzsslonally 
trained, management-srieated employees to provide a 
source of future leadership requirements. The average 
age of profession%? pcrsomel in the central personce'l 
office at this time is about 45 years. The office in the 
past has resisted the errxrance of competent yoqng people 
on the  theory that they were  inexpesiencec2. m e  present 
iazk of ' jrozdly trained staff in that office i.s the result of 
such policy. Therefore, z vigorous effort should be made 
t o  place each year several manageme~t interns in the per- 
sonnel office as the nuzleus of a future cadre. 

Adoption or" these measures wi l l  help to overcome the problems 

that srrt now co~tributing to perforolance that is no better than adequate, 

in a2di"tion, a reorganization of the personnel office along the following 

lines wil l  help equip it to a,ssum.e fhe proposed hroader responsibilities: 

Foc.ti;is responsibilitie~ for a11 personnel poiicy activities 
with z central policy staff. The personnel ofx"ice is small. 
Therefore, staff men in the policy unit will  nut be too far 
removed from line gersonnel problems. 

Establish functianal units for  basic personnel operations 
such as recruitment, classification, employee evaluations, 
and traiging . 

* Piace the program eva'luacliorx staff in either the policy group 
or In the Directark office according t o  the preferences of 
the Personnel Director. 

Q R e ~ o v e  the executive placement Function from the personnel 
office, as proposed subsequently. 

Assign responsibility to the functional units fo r  coordinating 
central and b~reag personnel activities. 



Such reorganizatioi-;, xwoufd allow the development of a strong 

policy staff to give basre direction and guidance to the personnel pro- 

gram and permit other personnel. office employees to focus upon their 

operating responsibilities 

9 A S S E N  RESPONSIEILITY FOR EXECUTIVE RECRUITMENT 
IN A SPECIAL ASSISTAhT TO THE AD&!lINTSTRATOR A m  - 
PLACE THE FUNCTION EN TEE OFFICE OF THE ASSISTANT 
ADTJnNISTRATUR FOR A D ~ N I S T R A T i O N  

There are approximately 150 positions ir+ the agency which are 

reserved to the Administrator for appointment. These include 51 

administratkzely determined super grades, 17 GS super grades, and 

82 mission appointments. In addition, there are 12 presidential 

appointments in the top management structure. Ni; change in the 

Administrator% role in these key appointments is proposed* This 

represents a key device for  direction and control. 

The executive staffing section in the personnel office is generally 

responsible for locat irg and screening candidates to be considered for 

these positions. The operations of this unit are not meeting; the agency's 

needs for several reasqns: 

t There is virtually no external recruiting. Applications 
are either sgonsored to the agency or s~bbmitted by 
individuals on their own initiative. 



The knction is inappropriately placed in the perssnnel 
office, being submerged and not given statas requisite to 
its importance. 

fnsufficiezt prestige and status are granted to personnel 
involved in the activity, although a considerable portion 
of their work requires direct contact with top agency 
officials . 

To revitalize this fu~c t ion  acd to  give it appropriate emphasis, 

it is recommended that seveiaai steps be initiated: 

. Place responsibility for executive recrui'lment and pll;ce- 
ment in a Special Assis tant  to the Administrator. 

Elevate the function by placing it within the Office of the 
Assistant Administrator for Administration. 

* Place greater emphasis upon aggressive recruitrnerzt 
from external sources. This activity should include 
the use of executive placement organizations and extensive 
and more frequent contacts with professional organizations 
and universities. 

Comb the agency staff on a regular basis to identify em- 
ployees with potential for advancement- 

A top-level professional in the field of executive recruitment 

should occupy this post. The title of Special A s s i s t a ~ t  to the 

Ad,-ninisf rator is suggested for prestige purposes in external contacts 

rather than primarily for. reasc?ns of internal status. 



10. ASSLGX THE OFFICE OF PERSOmEL ADMINISTRATION 
RESPONSIBILITY FOR PLANNING, PROGRA%4&IING, AND 
COQRDnTATING THE BUREAUSf RECREPTING EFFORTS 

The retention by the bureaus of responsibility for  technical 

short-term positions admittedly places a difficult recruiting task 

upon them. Rec ruiiing for nonpermanent overseas positions has 

inherent handicaps and therefore the central personnel office should 

plan, program, and coordinate the bureausr recruiting effort more 

actively and positively. This role should follow these general lines: 

Utilize the soon-to-be -implemented rnmpower programming 
system developed by OIPdP to identify the numbers and 
kinds of specialists that wi l l  be required in each geo- 
graphic area, 

Identify the common needs of bureaus and offices for 
certain professiona2 sk i l l s .  

Compile data on the expected zvailabi'fity of currently 
employed nonpe rrnanent personnel who can be utilized 
to f i l l  anticipated needs. 

Determine the logical sources of required manpower and 
the agency's contacts with  such S O U ~ C ~ S ,  particularly 
other government departments. 

Plan the recruitment programs for  common bureau needs 
and assign responsibility to bureaus to avoid overlap and 
to utilize resources most effectively. 

Provide support services for common recruiting efforts. 

Operating responsibility for recruiting nonpermanent personnel 

should thus remain in the bureaus, with the central office playing a 

stronger planning and coc~dinating role. Bureaus should continue 



to be resonpsible for recrugting to f i l l  unique needs, but they should 

have the improved resources of the central office available upon 

request - 

I .  RESTRICT PARTTCIPATION OF TECHBICAL PERSONNEL IN 
TRE RECRTUITING PROCESS TO IDENTIFICATION OF SOURCES, 
EVALUATION OF TECNh3CAL COMPETENCE, ANB SELECTION 

The involvement of technical employees in personnel matters 

has been a point of contention for some time. There seems to be 

excessive involvement of technicians in personnel matters, particularly 

recruiting. This often serves to divert technical staff in the regional 

bureaus from more important sgbsta~tive duties, In recognition of this 

problem, several bureaus are transferring processing operations to 

their internal personnel offices. This transfer should be intensified. 

Recruitment activities should be conducted primarily by personnel 

employees with specific input at appropriate times from technical staff. 

For example, the technical pecrple may well participate in the 

. Defining the kind 3f experience and training needed to per- 
form a given job 

Identifying the logical sources for such personnel and in- 
stituting, with the help of recruiters, the initial contact 
if such is deemed necessary 

Interviewing potential employees on referral. to measure 
their technical proficiency against the requirements of 
the job.. 



Participating in the final selection to 'she exterrt of making 
a recommendation on an applicant. 

Under th is  arrangement, bureau personnel employees w-ou3d be 

responsillle for initial Interviews, preliminary evaluaf ion of applicants ' 

qaalifications, and all paper processing. Technical staff would partici- 

pate in the process only at those points at which their contribution is 

unique and dependent upon specialized expertise. They should not 

dissipate their time and efiergies on a volume of miscellar~eous min- 

isterial. functions. 

12. CONTINUE THE PRESENT CENTRALIZED CLASSIFICATION 
AUTHORI'TY FOR A L L  WASFENGT'UN PERSQhWEL AND 
E X T E m  TO ALL BUT THE TOP OVERSEAS POSITIONS 

The central personnel office is now responsible for all classi- 

fication activities with the exception of overseas positions, Respon- 

sibility far classification of overseas positions w a s  transferred to the 

Office of Management Planning in 1958 in order to  simplify and stream- 

Pine the process and to apply hierarchical rather than civil service 

standards to the functions. QJME decentralized responsibilities for 

all but  FSR-2 and FSR-1 grades t o  the regional bureaus in 1963 within 

criteria provided by Manual Order, 



W e  recommend that authority f u r  c?assification of W-ashineon 

positions be retained by the central personnel office. In addition, the 

celltra'l personnel office should assume responsibility for c'lassifying 

overseas positions below FSR-2 by transfer from the regional bureaus. 

Present authority for classifying FSR- 1 and FSR- 2 held by O/ MP 

should be continued. 

13. CREATE CEhTRAL EVALUATION P-4PJJLS FOR ALL 
PERSONKCEL ALONG THE L3hTES NOw BEING ESTABLISHED 
FOR OVERSEAS PERSONNEL AP'lTD STREEGTHEN 
EVALUATION PROCEDURES 

The overseas personnel. evaluation panel has been an effective 

arrangement and is cor st'antly improving. W e  recommend that this 

device be extended tc include TVashington personnel. The panels are 

now being asked to distinguish between employee performance and 

potential and are evaluating each. We support this innovation and 

urge rapid implementation. 

It is also recornme nded that evaluation procedures be slightly 

revised to require contributions from persons who do not have super- 

i7isory responsibility for aa individual but who are yet in a position to 

judge performance in a particular functional area. For example, 

although a missfor_ director should evaluate an auditor in his units 

personnel in the Controller's office who have reviewed h i s  work 

should also have an opportunity to register an appraisal of technical 

proficiency, particularly when such work has been unsatisfactory. 
,\P 
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The evaiuatiorz panels are necessarily confined to a paper review. 

Hawever, since their  findings are basic determinants of promotion 

Estings, the record presented for evaluation should be as complete 

as possible. 

14. DEVELOP A COWREHENSIVE TRAINING PROGRAM BY 
IDENTIFYING CAREER DEVELOPMENT NEEDS AND 
PLAhT\J'IhTC THE EFFECTIVE USE O F  AVAILABLE 
RESOURCES 

The present training resources of AID do not offer systematized 

prograJms of instruction for employees. The resources available to 

the agency are impressi-ve, bl~t excessive reliance is placed upon 

exnplogree initiative for identifying their own needs and selecting 

courses of study. Although. counseling on training is available, there 

is no assurance that training activities include the right employees 

or are geared ta their best career interests and to agency needs. 

Despite the persenne'l office's appreciation far th is  need, AID units 

are not committed to the need for trainiag. Thus, waivers and ex- 

;leptions are frequrgtly asked for when training opportunities are 

available. 

In the interests of improving performance, the agency should 

ident2fy the particular training needs of its employees as w e l l  as 

those of the organization. The proposed evaluation system should 



provide the basic data on individual training needs. The needs can 

be summarized as follows: 

Specific training prograns in substantive matter for 
improved on-the-jab performance. Such programs should 
be administered by operating units with the support of 
the personnel office. 

Training programs to develop p~tential  ski l l s  and abilities 
of individuals, Such programs should be administered by 
the central office. 

. Supervisory and management trsining to provide potential 
managers with expertise in supervisory methods. Such 
programs should be centrally administered by the personnel 
of fie e . 

Once s. training need that relates to future performance has been 

identified, it should be placed upon the employee's personnel record. 

The need should then be considered by the Assignment Panel and 

assigments to training programs made on a regular basis. 

15. CONTIhn7E THE CQWILATIQN O F  A SKILLS INVENTORY 
TO I&@RBVE THE PRESENT PROMOTION PROCEDURE 
FOR WASHING.Tr3N PERSONNEL 

AIDiWashihgton promotions are administered by placing notices 

of vacancies on bullet in boards and receiving applications from 

employees over a fixed tine period of ; days.. This procedure is 

not satisfactory since: 



Worthy applicants are not always assured an opportunity 
to be considered. 

The bulletin board technique does not result in a wide 
range of applicants. 

The agency has no assurance that the best qualified per- 
sonnel were being promoted. 

In recognition of these s homc.onmings, the personnel office has 

been dievelaping a skills inventory of all overseas and Washington 

employees so that the particular requirements of a position can be 

matched against employee capzbilities in order to identify prospective 

appointees. A skills inventory, if adapted satisfactorily to data pro- 

cessing, should remedy the shortcornin.gs of the present promotion 

system. We urge that the project conticue to receive top priority. 

18, USE EXISTING AUTHORITY MORE AGGRESSIVELY TO DEAL - 
WITH THE PROBLEM OF MARGENAL FERFORMANCE 

T h r e  is widespread impression that some, or even many, 

agency personnel are not competent and equal to their responsibi'ltties . 
Because of such claims, action w a s  initiated Last year to obtain 

selection-out authority from Congress for CZas sification Act employees 

at grade 3 3 levels and above. 

I t is  likely that a number of employees are occupying positions 

beyond their capsbilities or are not performing satisfactorily. 



However, their namber is subject t o  exaggeration and the problem 

can easily be nlagSied out of proportion. Specificzlly, 

4,100 of the agencyrs 6,700 American nationals are in 
foreign service categories and are subject to existing 
selection- out authority. About 40% of these persons have 
limited appointments with nu tenure or security rights, 

About 200 persons are on miscelLaneous schedules and 
retain their employment at the pleasure of the Administrator. 

There are only 2,400 Classification Act employees against 
whom removal procedures are admittedly difficult and 
attenuated. However, even this n u d e r  does edt pose as 
large a problem as may appear on the surfacec 

- About 1,670 employees are in grades 2 t h r o ~ g h  12 
and do not occupy positions critical to agency 
leadership. 

- There are only 700 employees in grades 13, 14, and 
15 with security and tenure rights that could posz 
prabiems in terms of desirable personnel flexibility. 

Thus, the problems of rigidity and inflexibility are centered in 

some 700 employees, all of whom are obviously not unsuitable or 

incompetent - -to the contrary. Significantly, about 50% of these 700 

were  employed only withir, the past 5 years. 

Nevertheless, we confirm the existence of a problem of marginal 

performance in AID. Huwurreser, the problem requires more explicit 

definition and isolation so that a more irJormed determination can be 

made of possible utilization of existing powers and of the need for 

further authority. The record ta date indicates that existing authority 



has not been fully utilized despite persistent complaints about the 

severity of the problem. 

Even though present separation processes should be used more 

vigorously, we acknowledge the formidable difficulties izivolved in 

their implementation. Accordingly, w e  support the need for more 

discretionary power in the Administrator to separate rnargirial staff, 

but recommend a sharper focus on the exact nature and magnitude of 

the problem. W e  also urge a more discriminating use cf the perfor.- 

mance evaluation system "co identify unsatisfactory service and to. use 

such a ~ecard  as the basis for separation action. 
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FTSNCTIONAL RESPONS'rBILZTTES OF THE 
OFFICE OF PROGRAM ?OLICY AND 

COORDINATION ( PPC) 

The Office of Program Poiicy and Coordination should perform 

+he following functions: 

PROGRAM POLICY FOR&IELA'I'ION AND PRCGRA1YI 
PLANMNG {This is a continuing, enlarged responsibility of 
the present O/PC. i 

Formulate and maintain basic agency p d i  cies relating to 
broad program matters (viz. , international economic 
concerns (trade, stabilization, and exchange practices), 
basic developmental criteria an6 priorities, and non- 
developpental cri?eria and priorities, including P. L. 480 
policy!. 

. Formulate general long- range program plans fo r  the 
agency {5 to 10 years in the future), i~c lud ing  projections 
of objectives, goals, priorities, and strategies of the 
United States relating 10 glob21 C O ~ C ~ T ~ S .  

Provide overall guidance fo r  and overview of the pre- 
paration of long-range program plans for  geographic 
areas and specific countries. Exercise overall respon- 
sibility for the preparation of LAS' s;  establish guideiines 
and selectively evaluate completed CASS's, Goal Plans, 
and other program plans extending beycnd the budget year. 

Provide economic planning assistance to the agency. 
Evaluate and re comm end improverr;ents to agency program 
planning and implementation processes, Provide selective 
technical assistance 'backstoppizg to field missions and 
participating countries in  economic and developmental 
planning matters. 
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Provide liaison wiE2 other United States agencies, 
-,- 

especially xhe State Department, 2nd wiLh international 
organizatioyl,~ concerned with global developmefit and 
related matters (IIDOS function, P, E. 480, znd relations 
with 9 t h ~ ~  U ,  S, agericies, including military liaison). 
(Excludes parely technical liaison. 1 

Frovide a general overview of external liaisor, functions 
performed by other AID offices and bureaus (including 
technical staff bureaus and reg3om;al bureaus) as these 
relate to basic program planning, impleaentation, snd 
eval.~zation matters, to assure adequate agency represen- 
ta.tion and dissemirration of discussion highlights. 

2. PROGRAM FORMULATION AND RESOURCE ALLOCATON 
(This is a continuing responsibility, with country statistics 
transferred from SRD, and increased ernpkras;~ on selected I 
country program reviews. 3 I 

Develop agency-wid2 program formulation policy and 
procedures, relating to tile form and contentof annual 
country program plans and regional consolidated 
programs. I 

P 
Provide guidance and counsel to the regions in the review 
and strengthening of cor~ntry programs f 1) as rleq~~ested 
by regions, and (2) as determined by PPC fa be necessary ! 
to assure the continued suitability of agency policies and . I  
standards. 

Establish and conduct an economic, statistical, and , . 1 
program report& system for the agency, including I I 
participating country economic statistics. I 

I 

1 
Conductselected C A P  reviews for the Administrator, as I 

I 
requested, and a;; provided by policy. I 

i 

Prepare the annual agency budget for submission to "the 
i 
I 

executive SrancEi and to Congress. Coordinate the I 

requests from regional bureaas and other staff offices 
in AID/Washingtsn, negotiating differe~ces within limits 
of established policy and referring matters requiring 
superior judgment *to the Abinis.trator for review. 
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A s s i s t  the Administrator in the presentation of the 
annual 'ou d.ge t. 

3. PROGRAM IiLIPLEMENTATION AhlR PROGRESS EVALUATI9N 
(This is a substantially broadened responsibility- fo r  PPC. 
Responsibility for operations should remain in the regional . 
bureaus. ) 

Provide a selective evalustion of program implementation, 
on a regular periodic basis, as the senior staff program 
office for the Adrninistrator, working with and through 
the regional bureaus. Provide brief narrative reports 
periodically to the Administrator, interpreting global 
program status and progress, enabling t h e  ~dminis t ra tor  
to focus in depth on issues of his choice, 

Conduct a formal evaluation annuzlly of broad program 
accompli sbrnents, focusing on global and inter- regional 
considerations, as a basis for: major policy reevaluations, 
possible shifting of United States priorities: and other 
longer term considerations. 
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RESPONSPBIEITf ES OF THE 
BtTBEAU FL7R IWSTITUTIOXAL, DEVELOPMENT 

AND RESEARCH .IIDR> 

The Bureaii for Institutional Development and Research should 

perform t h e  following functions: 

Provide brad agency leadership in the technical areas 
assigned, including counsel on prof essiunal and technical 
matters ,  exercise of persorial influence and stimulation, 
and development of innovational and creative approaches 
to specific technical f ie lds  in the development process. 
Leadership wi l l  also entail assistance in t he  staff develop- 
ment process of technicians throughout the agency while 
avoiding presccupat ion with personnel processing details. 

Develop agency-wide technical policies and guidelines to  
assist regional b u r e a ~ s  and field missions in their 
planning and evaluztion of country programs and technical 
projects. This  will  also involve assisting the  central 
program office in the  preparation and evaluation of the 
technical components of basic e c o ~ o m i c  and deve;oprnental 
policies. 

Project long-range technical program and lor project 
requirements,  as feasible and necessary, on a global 
area and country basis. T h i s  may be done on t he  
initiative of IDR itself or as a result  of regional. or country 
needs.. Such plans must be coqsolidated ultimately into 
t h e  overail long-range prr>grzrm plans to be prepared by 
PPC or participating countries (Examples: malaria 
control, popufat ion plannigg) . 



Provide technical support 2 n d  backstopping services to 
field missions, regional bureaus, and other AfD staff 
offices. These services may include: consultations on 
technicaf matters,  drafting of technical review guidelines, 
assistance in contract negotiatior,, arrangern ent and 
administ ration of interagency service agreements, and 
other technical services in such fields as: 

5mal development 
Agricultural and natural resources 
Health 
Population and demography 
Education 
Human resource development 
Public administration 
Communications 
Cooperatives 

Perform detailed technical reviews of all L A S k  and 
gesleral reviews of t h e  tec21nical compo~ents  of CASS's, 
Goal Plans, and CAP 's, when: (1) requested by the 
regional bureaus, or (2) as desirable at the initiative of 
the  technical office itself, to assure the continued adequacy 
of technical program policies and guidelines. 

Undertake detailed review of new or unique technical 
projects when ( 2 3  requested by regional bureaus, (2) the 
s ize  or nature of t h e  project requires approval by the 
Administrator under present reservations of delegated 
authority, o r  (3) as desirable at the initiative o f  the 
technical office itself, to assure the continued adequacy 
of technical program policies and guidelines. The central 
technical staff should continue to receive E - 1's and other 
information concerning proposed technical assistance 
projects. It shouLd be authorized to select, for more 
intensive review thase which, in its judgment, raise issues 
OP are of such importance as to warrani; advice to the  
Administrator . 
Maintain the  ~r inc i~a l .  external r e h t i o n s h i ~ s  of the agencv 
cunce mine technical assistance proie cts in the  assigned 
fields. D R  should be the main poizlt of ccntact with 
colleges, universities, and other contract groups and 
should establish policies related to the  substantive elements 
of such contracts. Furthermore,  in order to assure 



coordination in such relationships and to avoid conflict, 
duplication, us improper selection, it should be given 
responsibility for authorizing contract negotiations to be 
undertaker, with specific institutions or private agencies 
after projects are approved but before contacts are made. 
This should include advice ard clearance with respect 
to the suitability and capacity of the  proposed contractrrr. 

Provide a genersl overview of the external liaison functions 
perforned by other AID bureaus ~ n d  offices in the technical 
fields zssigned to the Zf3R for broad leadership responsibilitp 

Serve as the ~ r i l l c i ~ a ?  point of relationship with other 
federal participating agencies, including the negotiation 
and adm inistratlon of both general and project agreements 
(PASA 's). 

Coordinate research activities relating to t h e  development 
process for the agency. Alf AID research and pilot pro- 
jects should be coordiziteci through this unit. Procedures 
should be es'ablished to provide tbat any new research or 
pilot project proposed by any A D  office, not part of an 
approved country program, wi l l  be cleared through IDR 
before implementation. Xf IDR does not clear, the proposal 
should be referred to t he  Administrator for review. An 
interdepartmental committee should continue to be used 
to recornme~d general agency research policy and to review 
major resezrch proposa2s. The committee should be 
chaired by the director of t h e  unit responsible for  research 
coordination in IDR. To the maximum extent possible, 
research and pilot projects should be assigned to regional 
bureaus and country prognrns for  actual operations, with 
the i r  concurrence. A conso?idated researcb budget should 
be prepared by IDR covering all agency research activities 
except those included in c s u ~ t r y  programs. 

Undertake selected research projects and pilot projects 
related to assigned tech.r,icaL responsibilities. These 
should be designed to develop new approaches to AID tasks,  
to c a p i t a l i z e  on agency experience, and to accumulate the 
k~iowledge required to inject new ideas, motivations, and 
stimulus into AID program s . 



Perform selective evaiuations of the technical components 
of AID programs and projects fur purposes of appraising 
progress and resdis. This function should tie into and 
S U P ~ Q T ~  t he  general responsibiZfty of PPC for overall 
evaluation. IDR shcvlld prepare an annual plan for the 
conduct of technic& evztluatLorz within the agency's program 
and use its findings to reexamine technical policies and 
provide guidance fur technical program 2nd project 
planning. 
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FCXCTPBNAL FEESPONSIBXLXTIES OF THE 
BUREAU FOR CAPITAL DEVELOPMEWI' A & l  

PRIVATE Eh-TEkZPRISE (CDPE) 

- 

The Bureau Ibr Capital Development and Private Enterprise 

should perform the following functlorrs: 

Exercise broad technical leadership and overview withia 
the agency in those technical fields assigned to  CDPE for  
''this purpose. The major new element of service sought 
for  this bureau is in the exercise of technical leadership. 
This  leadership should in t ime pervade the agency and 
result in new approaches and refocused efforts on plmobfems 
of capital development and private enterprise growth in 
the less developed areas of the world. 

Formulate technical policies and advise PPC on t he  
techn.ical components of basic program economic, develop- 
mental, and nondevelopmental policies. 

Cr,de rta ke long-range planning of  technical service 
components of foreign assistance programs. Projections 
should be made of the long-range technical service re- 
quirements of AID programs, integrated into overall 
projections prepared by PPC. With these projections, 
m o r e  effective planning and implementation actions can 
be taken with respect to annual program requirements. 

Provide technical support and backstopping services to 
field missions, regional bureaus,  and other  A D  staff 
offices. These services may include: consultations on 
technical matters ,  drafting of technical review guidelines, 
assistance in contrzct negotiation, arrangement and 
administ,ratian of interagency service agreements, and 
other technical services, in such fields as: 
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- Industry 
- Transptrtztian 
- Mousing 
- Eng izee r k g  
- Inves t r n e ~ t  backixg 
- Capitzl project ioass 

Undertake a fe.3 car.efulLy p i a x e d  - - --. a1.Q - rreeded research 
pr~iecks reiz3ed to the t e z h n i z ~ '  f:eLds i n ~ ~ u d e d  in CDPE 
* V 

and especis~1Ly related to the  ident-,ificai'an anL authentication 
of possiSZe new approaches t~ the ir:c :.;cr?n2ent oc the growth 

Adtx i~ i s t e r  the age~cy 's  respocsibiiif it s for p r i m  s . - 
enterprise promollon: inchding ir-veszmeitt inform;: tion, 
specific and ex';er_ded risk guarardees, Ijaisan, with 
America: b u s i ~ e s s  arid industry, and tef:hnica9 acivicc and 
support t o  regions a2d country rnissior& .,; 

Perform d e t ~ 2 e d  techcfsai reviews of all i , 4S1s  and general 
reviews of the techrica; componerts of CASS1s, Goal Plane, 
and CAP'S, urber: :: 11 requested by the regiu~a! brzrear..t-;, 
or 12) as desirzbk at t he  izl:*;ative of the tec';rni:aZ off'zs 
itself, to  assure the cant i~ued adequacy of technical prc- 
gram polL~z-,ies azd guidelines. 

Undertake detziled re7.-iew of new o r  uniaue tr cPr?ical 
projects when: ::I' requested by  region21 bure,: ::, (2) the 
size or nature of the pr~ jec t ,  requires approval. by thc 
Administrator uzder prese~lt reservations of delegated 
authority, or '3; as des l rabk  at: the initiative of the technical 
office itseif, 5 3  Z S S U ~ E  the coxti~ued adequacy of technical 
program pclizies and guhdeillles. The ce~traf technrcal 
staff' should coztinue t-2 recei-~e E- 1 :s and other inforrnztiolz 
concerning propcsed te skica,l assistance projects . It 
should be authorized to  select for  more  htensive review 
those which, iri I ts judgrneslt, ,raise issues or are of sue:. 
irnportarce as to wzr-art zdvice to  the Administradar .  



Conduct selected reviews of capital development loans, 
while developing agency loan policies and technical ex- 
pertise and experience. CDPE shotlld continue to represent 
the  -4dministrator on DLCS matters- 

Continue to assist the Development Loan Committee (DLC) 
in its' work  through operation of the DLC Secretariat. 

P e r f ~ r m  selective technical evaluations of t he  progress and 
results sf individual country programs (sectors) and pro- 
jects, as well  as prcrjerA; cammon to several countries- 
Perfarm special evalu~sions szs requested by t'ne Adminis- 
trator or PPC. 


