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MEMOR ANDUM FOR:

Here is the Booz, Allen study we talked about.

I've asked our people to locate the summary of actions
taken. - '

-Incidentally,' I'm planning "leave' for £OrNOTTOW, Monday s
~and Tuesday. Jim Kearns will be back tomorrow..

Please return report to us when it has served its purpose. . -

Attachment
Report
“"The Administration of the
-Agency for International
Development"
Februacy 1965
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February 10, 1965

The Honorable David E. Bell
Administrator

Agency for International Development
Washington, D. C.

Dear Mr. Bell:

We are pleased to submit to you herewith the report covering our
management suivey of the Agency for International Development. The
survey was conducted dufing t’h.e months of October and November 1964
and concenira.ed on headquarters organization and processes. No field

study was inciuded in the scope of the assignment.

The survey was initiated by top managementlof AID as part of itg
continuing drive for improvement of administrative organization and
manpower utilization. The report identifies a number of areas that are
subject to managerial or operational improvement and presents a wide
range of recommendations to that end. In fact, however, practically none _
of: the problems énalyzed are new or unknown to you and your associates.

AID has =_en actively engaged in taking self improvement actions for



practically all of the problem areas discussed in the report but wished
the perspective of independent consultanis io help shape a more

confident program of action.

We should like to emphasize that the terms of our agreement
with AID called for a "broad reconnaissance study' with emphasis on
a diagnosiic approach. Time limits fixed by the agency did not permit
depth analysis of this complex organization with its vast multi-faceted
program. For this reason, while we are confident as to the validity
and feasibility of our basic recommendations, the report does not
purpcri to be definitive concerning many areas covered. Several
important recommendations will require amplification and more detailed

attention before they are ready for aciual implementation.

We are impressed with the advances achieved within AID during
the last year or two and believe that the foreign aid prbgram is likely
._'now being administered betler than at any time in its history. Wé
- salute your drive for even higher standards of efficiency and eff_e'ctiv'e._-

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

Very truly yours,
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DEPARTMENT OF STATE .~ 7

AGENCY TOR INTERNATIONAL DEVELOPMENT
WASHINGTON

. OFFICE OF L ez
THE ADMINISTRATGR ' T T DEC 2 7 Wod

MEMORANDUM FOR: ¢ /Mr. Tennant 7

~ Thanks for send:mg me the attached summary of actmns on the
- Booz, Allen and Hamilton report. :

As you know'better than I, since October 10, 1968 we have done
a good many things 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 Joel ;Bernstein; -
-operation, And there are others, I see no need to get up an -
- additional paper hstmg them all, but we should have this in mmd .
if anybody wants to discuss the report. Some of its recommendatmns,
of course, we have notf carried out. : :

William §.




DEPARTMENT OF STATE
AGENCY FOR INTERNATIONAL DEVELOPMENT

December 26, 1858

Mr. Gaud:

You might want to glance at the attached summary
of actions on the Booz, Allen and Hamilton Report,

It will probably refresh your memaory on a number
of points you are familiar with.

Please return it tc us when you have finished with it,

A,

Edward ¥, /Tennant
AAJA

Attachment
Memo 12/26 from
DeAngelis to Tennant

EFT, eth
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Memorandum —

BA/A, Mr, Edward F. Tennant . paTE: December 26, 1968

=tPronis NS S

n/Bb?»i, Maniio F. Delngelis

Status o& Action on Booz, Allen and Hwnilton Repordt om A,I.D. Orgenization & -

You asked by phone this worning if I could find in our files any report
regarding the status of action taken on the Booz, Allen and Hemilton
report on "The Administration of the A¢1.D.", dated February 10, 1965*; .

I nave found ia A/DSM Files the following material:
1.  The BAH report its L:z*’ L::i;racaeq}a

2. A dreft sction memepandim for the Admlmstvato*-, dated 10/10/66 :
Prom Mr., Hall {attached). It repcris the shatus of A,L.D. implementation
‘of BAH recormendabions as of fhat itime. Harry Fite's October 20th cover
note to Mr. Hall transmits the aoction memorc.ndtm and alsc indicates that
+there are two recomsendutions for furrher inplementation action ‘contained
in the draft wemorzndum. - {These were (1) a review of the FC organlzatlon,
ang (2) the esteblishment of a closer reletionship between TCR and the -
‘Regional Dureaus. In effect, bota of these recommendations were acted
‘upon during 1966-67 when buth TCR and EC were completely reorganized.)

3. Herder's route siip of 1/27/67 to Harry Fite indicates that the MP -
draft status report 4id not go to the Administrator.  The reorgaenizations
of BC and TCR are, I believe, the unstated events which took place im '67..

‘T do not £ind that there was any further resubmission or further szmnary

Two other BaH reports were also f,rena.red one dated 6/23/65 was enﬁltled :
”Su.wey of the Management and Operation of the A.I.D, Data Processing
Progran'; the oche* dated 3/11/66 was entitled "Top Management Renor‘lng
Rccuirements. It is my understanding that these two studies were .
-cons:!,dered separate from although follu:-om ~‘udies on A,I.D. organlza— '
tion. (I understand that Fred Fischer mus 2 set of all three of these
BAH reports in his office in cnse you want to See them, )

Attachznents
1-Copies {Nos. 9 and 10) BAH study a/s
2-Two coples cf memos referred to @bove

cc: -DAAJA, Mr. Fischer

Buy U.S. Savings Bends Regularly on the Payroll Savings Plan RS T e:‘D)
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One of the specific courses of action proposed under the
ge“e“a+ Booz recommendation to sirenglrnen Agency technical
dvisory sexvices was Lo TDeveélop a closer, continuing : _
b*o:cbs_oga# relaticnship between reglonsl and agency technicel
The lack of such & rel *iosship has veen parvicularly
with respect T0 TCR and the Rezional Bureau 5
**oha development and technical advisory staeffs. Tals
was specifically discussed with TCR by Mr. 3ell av
whe ﬁime of the TCR reorgenizetiocon in November ol 1965 In
fon with the recent AID/& manpower reviews, L &
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expressed my coumcern with this probiex in a memo te Dr. Mosemsn. R

Scme tire ago the proposal was mede that TCR siafl bear the Co
saxe relaticnshiy To The Reglonal Bureausg as dc GC sta ;f__ ¥ oo

I telieve this proposal has some merit. I therefors reccmmend

*he mechanics of institutionzlizing this proposal, &t least . . - -
2 & trisl basis, be explored with TCR. ' o
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on: (1) Trat you approve the proposals for actlon on &
T ti o =

2 Jergeel &
IR U - - . 5 e - St T .
oFf The w0 as ;‘;eJCr unl Y Jemented recomrasncaiicns ol ZO0Z,
AT e AN Tim ot TR 1 v ~1 * i" ~ ~ e ek st e = Yo
CAiZen ang Hamillon Irepoito, USesSCrLped AaDOVe and C¢onTained in

-

The aztac ed spread-sheeh.

Approved:

Disapproved:

[

-
process’ on the other 51 accepled. recommendations. shown on the
avbtached spresd-shed™.

{2) That you epprove the adequacy of the action ta ken o
A=) ¥

f 3
Anproved:
4.
., _—
Uisapproved:
—_—1
Dates
-
. 7,
fa b — TTTTTE 0T
Clearances: nHFite, A/MP
— - . e
TALrOnat, MP :

Drafted by: _._:‘Ii:__n_ler-M_?/ViG.a
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Tuprova Lhe JNHEQPMVHL of data plLQLJ AT
opor 1Ljonuh '
f

Aéccp?ed

Ix choP al LOWPPOhLﬂGIVP &uta 1r0ccasing
program. |

Acceﬁted

sery Jo Loy ATD. {pp. 150-

o o

f ;'j
: ; /f\
- Accegpted

Frovida p

pos 1LLons.

entral econbrol over carcer-type

Acceptcd

Fetain reglonal suthority fer pevsonnel
menagenent of techuical, non-permancend
employees

Aacepted

utrengthon pxofebﬂionﬁ] perfo;mancn of
A / PA

Accapted.

Avsion oxpcuiivu 1ﬁcrulup nL Lo a rev'nl

Asptotant toe the

?oL uccrpted

Admlnluurguu" lOuiLtm in

[RISPRRRIAN

‘achieved within ﬁLD'B current sdministrative suthorlty,

O AUTTOU TARE Gl AT
A hvuuhl KOHer” wlth Al was el Lo mide Ey“”illv lcﬂun.wvﬂaw
Llons L Bhis area. Mosh ol Lhese reaouagudzbjo\u have baon o

Juplenontoed, e R - .

I ]

Tmplepenbublon of this voconrendation 1s a conLInu*nJ functlon
of Lho Duto Sysbems Pilanning and Operotlons Division of MP,  The
data processing program le now being clossly relabed. Lo the
spocial cifort in the info rmatlon rﬂatemu arcé . LOW urﬂﬁrw“y.
W

in addil fon to the Agensy's endorsement of the liays Pil%, mhifh
would have Furbher contributed to achlevement of 4 career sgerylee
. number of the specifiec acbions described below, which were e
: 1 e
taken, with the’ objective of lmproving the AID caveer sorvice,
Tha yecent "A" grea paper proposing reconbralization of basle
personnc) authorities with respect. to employment and olher :
personnel. actions is belng discussed end egreex enls sz to the
extent of cenbral control arc being worked out with tle Reglonsl
Burcaus. {hese discussions fhclude consideration of personnel
authorlby with respect to bobh "ecaveev-bype posiblons " oand
"technical, non-permanent employees.!

Aze abova Yerarsis.

-

As a part of the recent roorganization of A/ h, new pocsennal hoave
beon assigned to headthe Praining Dlvision, R:a'vilncnh Division
Personnel Dats Mamgement Diviston, and Iolicy and Plouing shal
Additional intevnal reasstgnmeunts have beon wade to gb renglbon
A/}% peviormanse, ' : :

/‘
i

Mors dlsadvaninges tu A advenbooays wveve geen as vosulilug Hron
thtis proeg *mgnMaL}ov (o.y. ceparation ol execubivy Tfﬂ?ﬂ[l“”Hh
from-ags i meat p mo'"aum xﬂuxn'ﬁwnnw) S No chear advania

were appasend, - Jo “pﬁj&MI'Wﬂ- thevefore taksn,
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_program.

continue conpllation of a skills lnventory
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AﬂhjUH ﬁ/PA responsihility jur guomdinm¥
Ling recvulbing ciiurtn,

Acceypted
Continua cenbralined Wrashingbon pdﬂition
elassificalion and extend Lo n11 bub 1hc
posl! slons.

Partially acceptod . ' .
Greate centrel evaluation panels for all
personnel and strengthen evaluation
procedures. '

Accapled {

Nevelep o comprehensive caucer development
_ 2 I

Accepted

..Accepted_ﬁ

Use exigting aubhorlty more dgzto».iVDTy
on wavginal performance,

Aceepted In principle
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: P 53 Uhﬂhauv”'diupﬂfﬂ\}ﬁu:ﬂhﬂ iorhll
0ﬂponn b!i!hy for veerubting elfourts.  In additlon, the
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TR
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of all recrulting responsibility (eueeph for Viebnon vnd pth11m

safeby postbions) Lo AJPA is

undar seblve sbudy end discus

BRI

1

L]

waahifngbon position elanslilention continues to be erxO”u“d by

A/PA. Asosumption by A/PA of oversens ponlblon elogsiil
aubhority from the Reglonal Purcaus 15 one of the liars
be congildered as a paxt'of the current rev
recentralize wost baslepersonncl autno“jtic

A/PA-AME memo to A /;\]“‘) datcd Iogust eh, 1966,

Action eifech*ng this retoumendntion has been completod. Tho
pcrrormancc abing und evaluation program hag besn completely

pe-examined and revised, and manuel oxders lssued
v )
new systomus.

i

A/PA has implaented on a pllot basis a project w which 1t

PR J J O

winleh oan

]‘ o

Low of the propesal to
deserived in Lhe

0

Togtalling the

-«

sty It

i

will eventually lead to the development of & comprehonsive, long
d(.-‘\d (3] 1,0&1 -
progran

range caregr developrent plen for FSRe. fen year career
ment plans fox 200 officers will be completed wnder thls
by Decenber 31, 1966, Extension to other FSHs will then
considered,

fhe M.0, establishing and putting the AID skills 1nv ntory Inbo

effect w&s_issued_may 2h, 1966.

]mplencntqtion is bming cavried out on a case Ly cns

~warvanted,
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Discussion: s you know, the general vhrust of the Booz, Allen and : o
- Eazmilton study of AID W organizaticnal arrangemsnis was '
one of approval of the current orgapizavion, and suppory
Por continuvation end extension of current program ard -
administrative policies. The study findings pointed up: '
the need for a pericd of freedom from sweeping read*usU- ‘
menvs; the successiul policy and structural integration '
© ICL end DLP; end the Improvement in stendards of o
edministration, .
A purker of onanges=-orzZanizatlon, SYSTRmS and Drofruiiee
news token ylave Im AID since lsguznes OF e Dofnm apovi
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Tre atiached spread-gheet
reccmrendaticns {10 general, 50 spec l;lv] rede :z tha
report, ané shows that 53 were accepted or partielly ' s
socepied, while 15 were not accepted. OF the 53 accepted,
implementation action has been anﬁ/or is being taxen on 5
Thus there are oz y two recommendabticns on whieh specilic,
additional acticn is recommended. IThis tally of the status _
c? ixmpliementation and the remarks as to the need for - S SR
aidisionzl acticn reflect MP Judgment, after discussion in '
sope cases with affected offices. Thus, while somevwhat :

i judererts as to the degree of ascceptancs or ' L
A

A

ion of the recommendations affecting their
ight ve made by cother Agency offices, I believe
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roaden Lhe proqvis Jesdership and nwtluiﬁhL Thic voas one of the rajor 1*“0;;:,ﬂhtfoun refer dn tho piudy,
e ; 111ns”cdf;i}Nﬁ OI“ : VE;_P{' m Tree conceph of PAO's role seb forth In Lhoe reporl voe el o
(pp. 60T, Appendix A) Lhie pro-cwinent plaff offlen of Lhe Aporey.  Weln role Lo rot
' hictorleadly voeen played by PC, nop wae the coneeph ovdr fully
Parbinlly aceepled : pecepted &3 deplresble objeotive, A nunber o ppoesiffe plopy
hove beon telen slnee thls recommar’ - Ulon won mnde, hewivor,
which have expanded the role end re  ceedbllily of PO, fhese
actiong nre desexribed dbelow in conme ~tion wilh Lhe npueffic
recesenlublons to whigh they relste, B
A. Aspipn new and broadened responsibvilities Since Ahe precenletion of this recormandalion, PO hne boon
to PC. Yocoun additionnl efforts on long.- vselned deoderehlp reasponpibility for the Apency's Pleradin
range planningy strenglhen program policy Prograsadre-tudpeting Systemy hus eotadlivhed o Sexbor eud
pguidanee; improve progrom pleuming; desdg- Mayken Analyols Djvlrion; has beon assipned wdditionel roy
nate PC es responsible for overview and responsibilities under the Food for Pemcefier Acaluch Honpor
coordivntion of progrom eveluation pro~ Intttative; and has been hewvily Involved dn the AZD Inforp:.
cepseni agsion new and broadened responsd- tion fvplows Task Force concerncd with the whole rarge of
bilitles Tor dmplementation review, progran p?G““”m syetems in the areas of planning, imp¢ewentuLic“,
end project review, and program veporting. valuatlon end reporting,
(pp. 9h-301) .

Partinlly accepted

B, BRenoug the Offlice of Progreu Coordination yindle ro objectlons to such & changs werse wraleed, ro eleary
the Office of Program Poliey and Coordink~ sidvantegen yers secn, ' :
tion, :

Not accepted

C. Retain in AA/PC wll precent functions, o aetion necespary.
Accepted
D.  Wrensfer to AA/PC from AM/A Lle Wationsl e atletles and Reports Division wae lronsfevred inbecl te
Accounts and Finance Branch nvi The Countey 20 o Aungreb 13, 19685,

Feonomie Data Dranch of the e bintlieos and
Reports hiviclon, :

Aceopted
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s, Pransfer to A/PC from AA/MR the plamming
and intersgeney ldaison functions of the
¥ood for Peace Division,

Partinlly accepted

Ay

Study totnl AA/PC organizational structure
to mssure a more precise definition of the
responsibilities assipgned to the various
divisions,

I

Acceptled

'“"\

—

2. Pstablish a Bureny forx

mont ond Rescaveh (KA7ITH] Ee
.

e ST o MGG FIT Cogne
vell (FAJTERYT (ow. G656, Appendix B.)

Institutio

Y wl Tevelop-
Y to v

Hesen

B b

Pavblally aceepted -

P T T L T

L AGTHICH BAT

B Ko

X TV. N St repy
AN j.G;n}
A R gy g s S e vt s b T B 2 A A g B B a8 18 3 e A

as

s recomcondndion was considercd as & part of
apslignuent of Ver fgainnh Hungar/ﬁooﬂ for Pence repponsibllitie:,
A manjor AIB/W aebion rols wes assigned to PO in the weno from '
A[AID to wll fhs of August 1O elloeabing responsibilities for
the Food for Pemee Program and the planndng and programming of
the War Against Hunger Program. Apeney-wide planning functlons
hove been ossigned to PC; interagenay 1iatson with OB has boon
apsigned to PC while repponsibility for 1dalson with USDA bas
been rebained by MR, Implepentation is in process.

sture of PO 1s diffuse, The (m~

Cabsorptbion of these additlonal funstions {recommendad in
the report) wrill reouire and offer the opportunity for
furbhoy conslderabion of divislonal orgenization and movs
precise definitlion of a 1gned responsibilities.”

Lrhe plon Tov

The Booy report indicated that:

_Mfhe pregent fnternal stru

BE
Such & stpdy hus not yet been conducted, The apperent conblinuing
need Tor: eclenver functional delineation between IC diviglons
(particularly Sector and Market A-lysils, Policy Planulng, and
Keonomle Progrica); the full integ: tlon of spproprlave functlons
of the 8tutistlcs snd Reports Divi ‘on into the rainstraan of
PC operations; better definition ¢ ihe responslbilibies and
perhaps eliminatlon of duplicatory nnetions of FC Paglonal
Coordinatora; and move precision fr. specifying the PC Agency-wide
role in the areas of sector analysis, program eveluntion, o
researeh, and PPRS leadevship--all cugue the continved need for
such a study, We recommend tlevelowe that e fensibilily ol
undertaking such & study sometime this fiscal year be oxplorasd
vith FC. : ‘
While the Litle of WOR was pol ehansed, o subistantisl voorganlas
Ction was planncd, approved and dnitisted In 1905, Ib w
et o primarily to accompilsh paveral of the specific BAH
ve o candabious below.  Fmplementation of the reoyvganlzabion
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RECCHMER IWELON :'\Lll AGRRCY RiY l"("i‘l.‘if'!

ransfler Offlea of InLcrnuiiowll ﬂ“uinlng
(A/11) Trom AASA to CR.  {p. '(0)

Not accepled

rangler the MR Interstionsl Cooperatlve
Develoypment Sexvice (MR/ICDS) to feR.

Nob accepted

Transfer policy and overall tecimienl
support functions of lhe CXice of Rublie
Safeby to IDR. {pp. ho-h8)

Mol accepted

Prangler funrtinnb of Oftice of fabor
!?”airn to IPR, - (pp. W8~ )]

i\’ot acaaphed.

O e et S LT R R

ove,

J*J s

T Lt Tt L I

A(Q Pltdt }f\ "‘g (‘h } A‘f;(}‘

(h aft of the PAH re"‘orb recozpanded Lranafer of A/'J,'"t'
Tre finel veralon, while schnowledsing that TT could
be mpproprintely placed organizablonnlliy In several places,
vecownanded dbs btransfar to TCR.,  Sueh a btrensfer of csuentinlly
operabionnl funetions tp TCR, honever, rans ovunber to anobler
PAR recomrendation which proposes Ltraneferring as many opevabing
renpousibiiities oul of ICR as possibtle, In eddibion I ds
almost twice the sive of TCR in terms of stoff. Such a translfev
would chenge the funetional balance of TCR from a proponderunss
of sttt polley, wdvlsory, and support functious to a pzﬁ ponderans
of opirating functions, and would tend to requlre a aLSyIQFOTITO“
amount of TCR exceubive aitention tu such funetions, to ik /
detrinent of Lhé developrent of Apency-wide technlcal asﬁigﬁ&gge
policy, prosram guldence, and review. No petlon was therefore
taken on this recomrendation. '

W e g Ak

Tra ii:b
Lo MR,

I

i B

i i s
i

i

Yhe avafb Tal report wecowrended that ICDY be Lwansisrrad to

DEPR.  The Tins) report reconmended fte transfer to TCR,
Conmanbta on this recommzndation recelved Lrom Al?/h offices
whoen the PAN report wvas lssued jnc]uded' MR falt that 1 ICDS

AN

were movad, 1t showld go to TCR; UCR opposed the move; DI

was uneert Jiu that bhe transfer had merid; AFR questioned the

In swinayy, ICNS funetions do not £1t neatly and loglenlly
with auy of the three progrem offices (MR, TUR, PrPE).  The

luck of a vcuiﬂ111ng rationale for any move resulted 1n mo
aeblon beling taken,

Fiie tysnsfeor of OFV3 1o GC{ was bpuCiffOﬁTTV conalderd by
Mr. Rell in Februoyy of 19565 in a meebing to rovlew sod defeiaine
aehion on She RAH recomeendatlons,  The Adminishrator decilded
at bthat tdee that sueh g consolidabion was fveppropsinte,

“he tynasfer of O/IRF o T0R wo specifically constlored by
, BaldoIn Felesaavy of 1985 in s peeting to raview and dohmrining
itiion on tho AU vegmnugtd“tiO“‘ UNATY] AdJinl”wAnLuv denldod L

Lnuh greh o consobidatlion wan dneppropricie,

Y
joae

Llmg thnd

e
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v Asslpn TDR broader responsibiiltica vor
the teclnteal veview of counbry projeets,

Accepled

F. ‘fransfer.as many present operatlng
responsibllitics as possible fiowm ICH to
Reglonal Bureaus and country mnissions
inclnding the Central Pook Fund, Ancxiemn
gehools and Hospitals Abroad and Engilsh
a8 8 Second language.

pPartially accepbed

G. Tran@fér the rIndustry, Transportation aud
Housing Service from 1CR Lo CDPE,

Not accepled

O L

T o L P S T

ACHION WAKIL O KOGOMHPAYECHS

3
B LI e R T

1 edenrly hop suthoriby to review bechalenl esnistano: projueaks
pu pavevided dn M,0, 132341, Y1E, C. When MNe. Bell reviowed e
1ol peovantaation plan in Hovesber of 1955, the neced Tov S0d
o pluy aeove echlve role In this aven was phrossed by b and:
concvreed in by Dr. Hogeman, Action Lo undnrtake thin reppornsie
PLALy wesn prediceted on restefitng tha SUR Sevvieos wibh
yorsenaed. ordented toward carrying oul thls kind of Tunclion.
iese clanges in staffing.are still In tre provess of belng
eftectad, ’ '

nae Lrnnsfer-oub of operating functlons from TR hes bren prohoﬁeﬂ
periodlenlly slnce the establishment of AID in 1951, Deesnbrallze-
tion of these fynctlons (s were nost other operating prosenns )

v consldered and rejected at the time ALD wes orgunired,

Buriuyg bhe 1965 ACR reovrgenlzation, this was azadn ong of the magjor
losues eﬁﬁwinod.” At the time of the Administratorts ravizw of

{he TCR reorgenizatilon plan in Kovenber of 1965, ICR fndieated o

i ond earefully revieved 1bs centralived opsrating progranm

wlth the objective of transferring them to the Reslon:l Hursaus,
bub hed found that sueh a change with resprct to the programs
Listed by PAN would be both {mpractical and inolifcient. It
pointud oub, however, that geveral antions weve underway Lo

Alvest itself of othex operabing functlons. Sinee that tine
fonlewenbation action taken has included the abollghromt of

Eue Corsunlentions Besources Staff and the trausfer of roaronsle
Liitly for centralized coordination of the walavta exedieation
pregran to PUS. : (

Cinee # Capltal Developuent and Privoate Fntevprlse Dureaun &g (
roaons arded by BAN was pot constitbutad, the teohniclons aenlonod

i

o this Servies wvere not moved fron TR,  dhe approvpviatanoss
or thate placement in TCR rathew thon LRPS or DEOR wos velued

1 Lhe Adminfzbrabor's veview of the TCh voorgantization (Vov.,

12455), howsver, and Lt wns agread to madptain Lha glalug quo
oo the time heling, At that tlua the Adptinabton wede by He. Boll
Lobve o bhe vele of TCR and thab of PR owans Lihab T wes bo

provide pollfey leadership in the pbisulat fon ot sboengihendng

o tnoleorovs bost connbry effovta Lo ashiiave Trduetofe) prowii,
htle DRRRUs prinavy rvegponsibility vas Lo phlutate dnvaetpent
seportonditon for U8, prlvoale fuduatry In eounbyles whove AT

,,,,, o
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H, Fubstaniially reorient YR manpower and
reanplen CR pcrsonnel vho are meae pulted
Lo operating responcibilitien

Aecepted

¥sbablish a new Burean for Caplinl prveloprent
and rrivate Enterprisc with pubnlant 11y
broadened responsibiliticn. (pp. 66,

R

Partially sccepted

A. Btrengthen private enterprise enphanis,

Accepted

Renane the Office of Development Finance
and Private Fnterprise (AA/UFTE) the
Ruréeu of Capltel Developwont and Privete
Enterprise. {rrjcDPi) ' SR

liot nccepted; 

.

D
[ e Rt s ak IS

i operaling.

ccaryy oub assipned responsibilitics rorve effectively,

procesa, to sbress

PRRpPY

RCTIOT TARN O RSROM

R A T

ATEGHD
A e e e o

e only change In Lhls aren yhich hos pince
oceurred in Lbe Lrensfor of vesponsivility for pundtunyy
englneering funations Lro TCR Lo BHUR, '

Az r yresull of ihe GCR yeorganizatlion, o major efford to bring

new pergonned into I was luunched; fmplesentation of btha
perponnel. turr-avcend s 4310, wdereay, New dlrectors of

wost of the MCR Services have pow been eppoinied and obher
perponnel reassignuenls ard in process.

hile the title of DFFH was.nob chanpged, and the specifle K
vecommendabions to bransfexr ‘other organizationsl units into [
DEPE wexe not aecepbed, considerable atbtention has been glvely
by DFFE during the past year to ptrenpbhening fto capability to
Additional
netions taken in vesponse to speeifie BAR reconmendations ava
described below, e

Action teken in regponse, to this recopmendation has been pube
pumed undzy Apency echions taken dn response to the Watson
Concnitiee Kepoxbt, A progregs xeport on Wetson Commitlec
reconmendations was issued on Februnvy T, 1966,  In edditlon,

proposals to,establish an inrdepondent Office nf Private Enbeai
prise have been pub forth from coveral differer! sourcas &t
peveral diffevent tires, bub have never been ot sued,  Additional

action by VFPH may be necessary in fmplensntorion of new
leplslative requirensnts to estabiish an "effective system' -
for wiilizing non-govermsanbal resowrcas in the development {
contracting with private enterprisc, end o
esteblish & Privete Tuvesinent Advisory Cowncil.

¥o clear adventage for suth a change wag shown, No ection was
'LB.RREI. ) o

e sta
t""‘""

—y
—
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T, .o L A Ol L Ao TARRT O K

C. . Roebain cwrrent funelions of pow bureaun Her no o ol e ey : : :

Acceybed o _ ' ' S S S

P, Yranster the 0ffice of Engineering (NNGR) Cloy oo bion wan glven on coveral oncasionn o bhe trannfor ol
Lo CHPE mnd designate the head of FRGR IO ho aEle. M Bell, din Deccubedr of 1955, deoided Yo petoin
ar Chicl Fnginoer {pp. 19-51) _ en indcpendant conbrel englneering orgsndzation.

ot accepled
W, Assign expunded responsihility for pro- Accepbinee ol vhis yesommendsbion was predicuted on the trausfer j
viding technical support and backsboy ing | of the stndf and Papetions], responelbility of the Industyy, |
in assigned technieal arcas end for ¢om-= Pransporiation and Housing Hervice from UCR to D¥FH (seo BAS a
ducting reviews of {echnical. projects. Reconmondation 26 above) and the trensfer of Enoi to mrs (oes
- _ BAN Borommendotion 3D above), Non-aceeptance of theso recomia
Not accepted ' tions prooeluded acceplence of this recomendation,

B {- . e
"nropraim support" functions were not Lronslerred
mied, Lhie recommendatlon wias ot al Into ef

asbablish & new Purceaun of Progrgm,hoglsticm-ﬁp 5
enbrace o1l program suvport FImoGIons. (PP &
i et oetadad A

cbions taken on specific recommendations ere gereribed bolow.

d o ot

()
Yol necepted

A. Change name of the Cffice of Malerilald - Lo olenr advirtapges Tor such a change werc shown. Neo agilon was
Resources (Ar‘i/}'ﬂ{) to Bureaw for Progran Lakon. .
Logisties (AA/DL).

Hot accepted . _ (N

B. MTransfer Food for Peace programming The wero of Augast 18, from.h/AID to AA/A, allozating reppousis-
fauietions to the new O0ffice of Program bitities in the programuing area for the Food for Peuco pyrogran
Pollcy and Coordination (Ar/PC). pirces sobion respopsibility for development of Progrl phens

' S o with tho overcess wissions, review of plans with the Bopglonsl
pertially accepted T Bureaus, and recormondations for establisbnent of OYD wordi-wid:

‘ ' food prolgtaee sequiremsnts with PC. O and MU ave cvrvrarily

dovelooing Teol mdgeting procedures to effeet this ¢ipeributlion

of funstionued responslivl ity . :
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S.

B

Pl

D.O'

Assign Bureau status Lo the A‘wjutﬂnt Adw
trator for

R W

uwuumicr_iunetion of @idftjn“ Jeacd Lov
Yerce Snles Apvecoments nepoblabion

tnsbructions and signing aubthorlzation:
MMkwﬂ]mnﬂmu :

“,H?i!"jl!)ﬂ l(“‘! Al A( ECY RmEero

to
ot accepted
'hvnator 1osp0nh1bi]ity for negotlating

adninistrative pervsonnel scrvices
Ang frow the General Sexvices Dlivision

AJGSD) to MR's Contract Sewvices Dlvision
MB/CSD) . \
Acceptoed

g

e

(ppo

At s grean

\umint Lrahion AA A.

Al 4 ‘Pc-vwr-v"lh- gt

1B.

.,

: 'l‘}w{lhﬁf'( N b}}P hﬂ jqEal r;gwmep [, Tns j.a("L'ﬁJ} on 8o
( 5) to the AA/A moryn whih the OC"LN

Not mecephted

Retain in AAJA Office of the Controllew,
office of Management Planning, O0filce of
pPersomel Adwministration, Office of
Securlty and Ceneral Services Divislon.

hecepted

Abolish the Statistlecs and Reports
DPivision, transferring the National
Accounts and Counbry Roonomie Data
Rranchen to AA/PC and Program Report
A/CONT,

Partially accmpted

.
A=

contragler

o P

e

o APiIOI WREE (
s ﬁb_hEnmhﬂ h1‘U"bﬂ}’3LprH»‘
Powen progron plaess regronnibility fou }11u1,1p~’
wilh 1he Replonal Hureaurs,
Lillty. dhe proporal was ‘e Lo tranofer this
e tound Buvaosus bul was trnked bolh by
ands by Mite M0, 's defining AID's rolm and Lho
funebionel responsibility in this aren have been
lror foeney comgent ond clearance.

f“: Py
A

Tunebion

ol

v
e

ﬂjn Ll

trhe Reglonn

h
oo in
bul B rotadns coblon rosvoned
Tunpction Lo the
Buroaus

1

I U\.ﬁ

Tor
thin

nubion of

lepued

in drvelt
ﬂne;_requlra Peglonnl Buroean

sipnature of o Food Asslstance Approval Docurent which cubhovizes

Lo po to I8C with a pr0posal.

this transfer of ”unotiona was impiuw“nted by & neno
to AASMR dated March 29, 1965. '

K i
Mo «lear advantags Lo such a change

Lhopefore taken,

showrn,

o a:uion NECERBALY .

Reparks

Clomonks of SRD ineluding the Progranm

%) “"pﬂ to PC pending o complete ro-exsmination
Ing of the Agency reporbing and information srnagsand
MYE. was Lesnoferred fron A/ﬂ]ﬂ Lo Kﬁfﬁ el ',, 1?55.
nob voreed wiih A/HHG at thal blme, howerpoe, sinoco

o AA/?

Lo actlon

e

WiLSs
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Ny et
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“Develop a oaruer
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B..

b AA/A s ofriea,

J

!
IR
i
i

i
‘“NNPKhJﬁ“D AGW”PIlﬂ"lwm,:_d

me e

RECOMME

Tuprova Lhe JNHEQPMVHL of data plLQLJ AT
opor 1Ljonuh '
f

Aéccp?ed

Ix choP al LOWPPOhLﬂGIVP &uta 1r0ccasing
program. |

Acceﬁted

sery Jo Loy ATD. {pp. 150-

o o

f ;'j
: ; /f\
- Accegpted

Frovida p

pos 1LLons.

entral econbrol over carcer-type

Acceptcd

Fetain reglonal suthority fer pevsonnel
menagenent of techuical, non-permancend
employees

Aacepted

utrengthon pxofebﬂionﬁ] perfo;mancn of
A / PA

Accapted.

Avsion oxpcuiivu 1ﬁcrulup nL Lo a rev'nl

Asptotant toe the

?oL uccrpted

Admlnluurguu" lOuiLtm in

[RISPRRRIAN

‘achieved within ﬁLD'B current sdministrative suthorlty,

O AUTTOU TARE Gl AT
A hvuuhl KOHer” wlth Al was el Lo mide Ey“”illv lcﬂun.wvﬂaw
Llons L Bhis area. Mosh ol Lhese reaouagudzbjo\u have baon o

Juplenontoed, e R - .

I ]

Tmplepenbublon of this voconrendation 1s a conLInu*nJ functlon
of Lho Duto Sysbems Pilanning and Operotlons Division of MP,  The
data processing program le now being clossly relabed. Lo the
spocial cifort in the info rmatlon rﬂatemu arcé . LOW urﬂﬁrw“y.
W

in addil fon to the Agensy's endorsement of the liays Pil%, mhifh
would have Furbher contributed to achlevement of 4 career sgerylee
. number of the specifiec acbions described below, which were e
: 1 e
taken, with the’ objective of lmproving the AID caveer sorvice,
Tha yecent "A" grea paper proposing reconbralization of basle
personnc) authorities with respect. to employment and olher :
personnel. actions is belng discussed end egreex enls sz to the
extent of cenbral control arc being worked out with tle Reglonsl
Burcaus. {hese discussions fhclude consideration of personnel
authorlby with respect to bobh "ecaveev-bype posiblons " oand
"technical, non-permanent employees.!

Aze abova Yerarsis.

-

As a part of the recent roorganization of A/ h, new pocsennal hoave
beon assigned to headthe Praining Dlvision, R:a'vilncnh Division
Personnel Dats Mamgement Diviston, and Iolicy and Plouing shal
Additional intevnal reasstgnmeunts have beon wade to gb renglbon
A/}% peviormanse, ' : :

/‘
i

Mors dlsadvaninges tu A advenbooays wveve geen as vosulilug Hron
thtis proeg *mgnMaL}ov (o.y. ceparation ol execubivy Tfﬂ?ﬂ[l“”Hh
from-ags i meat p mo'"aum xﬂuxn'ﬁwnnw) S No chear advania

were appasend, - Jo “pﬁj&MI'Wﬂ- thevefore taksn,

RN
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HE

_ ton oversens

_program.

continue conpllation of a skills lnventory

Hhe ‘)‘f‘\‘i' ’Ih\ I(‘n ALD f\{x"‘"’"'( ?f= SN i"'?"

AﬂhjUH ﬁ/PA responsihility jur guomdinm¥
Ling recvulbing ciiurtn,

Acceypted
Continua cenbralined Wrashingbon pdﬂition
elassificalion and extend Lo n11 bub 1hc
posl! slons.

Partially acceptod . ' .
Greate centrel evaluation panels for all
personnel and strengthen evaluation
procedures. '

Accapled {

Nevelep o comprehensive caucer development
_ 2 I

Accepted

..Accepted_ﬁ

Use exigting aubhorlty more dgzto».iVDTy
on wavginal performance,

Aceepted In principle

B e o

ACTTIOH AV O HIn "‘"‘1[)?&.‘}

T = T L 14 i e e R Y Ak T st

: P 53 Uhﬂhauv”'diupﬂfﬂ\}ﬁu:ﬂhﬂ iorhll
0ﬂponn b!i!hy for veerubting elfourts.  In additlon, the

Vo "f)t)mlfll '

TR

G

;lA

of all recrulting responsibility (eueeph for Viebnon vnd pth11m

safeby postbions) Lo AJPA is

undar seblve sbudy end discus

BRI

1

L]

waahifngbon position elanslilention continues to be erxO”u“d by

A/PA. Asosumption by A/PA of oversens ponlblon elogsiil
aubhority from the Reglonal Purcaus 15 one of the liars
be congildered as a paxt'of the current rev
recentralize wost baslepersonncl autno“jtic

A/PA-AME memo to A /;\]“‘) datcd Iogust eh, 1966,

Action eifech*ng this retoumendntion has been completod. Tho
pcrrormancc abing und evaluation program hag besn completely

pe-examined and revised, and manuel oxders lssued
v )
new systomus.

i

A/PA has implaented on a pllot basis a project w which 1t

PR J J O

winleh oan

]‘ o

Low of the propesal to
deserived in Lhe

0

Togtalling the

-«

sty It

i

will eventually lead to the development of & comprehonsive, long
d(.-‘\d (3] 1,0&1 -
progran

range caregr developrent plen for FSRe. fen year career
ment plans fox 200 officers will be completed wnder thls
by Decenber 31, 1966, Extension to other FSHs will then
considered,

fhe M.0, establishing and putting the AID skills 1nv ntory Inbo

effect w&s_issued_may 2h, 1966.

]mplencntqtion is bming cavried out on a case Ly cns

~warvanted,

o

|
i
(

i

g '\r\nais ity
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IITOR AR AGTHDY Jmvaing ROFION TRY

roaden Lhe proqvis Jesdership and nwtluiﬁhL Thic voas one of the rajor 1*“0;;:,ﬂhtfoun refer dn tho piudy,
e ; 111ns”cdf;i}Nﬁ OI“ : VE;_P{' m Tree conceph of PAO's role seb forth In Lhoe reporl voe el o
(pp. 60T, Appendix A) Lhie pro-cwinent plaff offlen of Lhe Aporey.  Weln role Lo rot
' hictorleadly voeen played by PC, nop wae the coneeph ovdr fully
Parbinlly aceepled : pecepted &3 deplresble objeotive, A nunber o ppoesiffe plopy
hove beon telen slnee thls recommar’ - Ulon won mnde, hewivor,
which have expanded the role end re  ceedbllily of PO, fhese
actiong nre desexribed dbelow in conme ~tion wilh Lhe npueffic
recesenlublons to whigh they relste, B
A. Aspipn new and broadened responsibvilities Since Ahe precenletion of this recormandalion, PO hne boon
to PC. Yocoun additionnl efforts on long.- vselned deoderehlp reasponpibility for the Apency's Pleradin
range planningy strenglhen program policy Prograsadre-tudpeting Systemy hus eotadlivhed o Sexbor eud
pguidanee; improve progrom pleuming; desdg- Mayken Analyols Djvlrion; has beon assipned wdditionel roy
nate PC es responsible for overview and responsibilities under the Food for Pemcefier Acaluch Honpor
coordivntion of progrom eveluation pro~ Intttative; and has been hewvily Involved dn the AZD Inforp:.
cepseni agsion new and broadened responsd- tion fvplows Task Force concerncd with the whole rarge of
bilitles Tor dmplementation review, progran p?G““”m syetems in the areas of planning, imp¢ewentuLic“,
end project review, and program veporting. valuatlon end reporting,
(pp. 9h-301) .

Partinlly accepted

B, BRenoug the Offlice of Progreu Coordination yindle ro objectlons to such & changs werse wraleed, ro eleary
the Office of Program Poliey and Coordink~ sidvantegen yers secn, ' :
tion, :

Not accepted

C. Retain in AA/PC wll precent functions, o aetion necespary.
Accepted
D.  Wrensfer to AA/PC from AM/A Lle Wationsl e atletles and Reports Division wae lronsfevred inbecl te
Accounts and Finance Branch nvi The Countey 20 o Aungreb 13, 19685,

Feonomie Data Dranch of the e bintlieos and
Reports hiviclon, :

Aceopted



| RECOMUEPATION AND_AGHH

B T e

CY REppoisE ¢
AR

PR

s, Pransfer to A/PC from AA/MR the plamming
and intersgeney ldaison functions of the
¥ood for Peace Division,

Partinlly accepted

Ay

Study totnl AA/PC organizational structure
to mssure a more precise definition of the
responsibilities assipgned to the various
divisions,

I

Acceptled

'“"\

—

2. Pstablish a Bureny forx

mont ond Rescaveh (KA7ITH] Ee
.

e ST o MGG FIT Cogne
vell (FAJTERYT (ow. G656, Appendix B.)

Institutio

Y wl Tevelop-
Y to v

Hesen

B b

Pavblally aceepted -

P T T L T

L AGTHICH BAT

B Ko

X TV. N St repy
AN j.G;n}
A R gy g s S e vt s b T B 2 A A g B B a8 18 3 e A

as

s recomcondndion was considercd as & part of
apslignuent of Ver fgainnh Hungar/ﬁooﬂ for Pence repponsibllitie:,
A manjor AIB/W aebion rols wes assigned to PO in the weno from '
A[AID to wll fhs of August 1O elloeabing responsibilities for
the Food for Pemee Program and the planndng and programming of
the War Against Hunger Program. Apeney-wide planning functlons
hove been ossigned to PC; interagenay 1iatson with OB has boon
apsigned to PC while repponsibility for 1dalson with USDA bas
been rebained by MR, Implepentation is in process.

sture of PO 1s diffuse, The (m~

Cabsorptbion of these additlonal funstions {recommendad in
the report) wrill reouire and offer the opportunity for
furbhoy conslderabion of divislonal orgenization and movs
precise definitlion of a 1gned responsibilities.”

Lrhe plon Tov

The Booy report indicated that:

_Mfhe pregent fnternal stru

BE
Such & stpdy hus not yet been conducted, The apperent conblinuing
need Tor: eclenver functional delineation between IC diviglons
(particularly Sector and Market A-lysils, Policy Planulng, and
Keonomle Progrica); the full integ: tlon of spproprlave functlons
of the 8tutistlcs snd Reports Divi ‘on into the rainstraan of
PC operations; better definition ¢ ihe responslbilibies and
perhaps eliminatlon of duplicatory nnetions of FC Paglonal
Coordinatora; and move precision fr. specifying the PC Agency-wide
role in the areas of sector analysis, program eveluntion, o
researeh, and PPRS leadevship--all cugue the continved need for
such a study, We recommend tlevelowe that e fensibilily ol
undertaking such & study sometime this fiscal year be oxplorasd
vith FC. : ‘
While the Litle of WOR was pol ehansed, o subistantisl voorganlas
Ction was planncd, approved and dnitisted In 1905, Ib w
et o primarily to accompilsh paveral of the specific BAH
ve o candabious below.  Fmplementation of the reoyvganlzabion

L

wp iy

ey i
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RECCHMER IWELON :'\Lll AGRRCY RiY l"("i‘l.‘if'!

ransfler Offlea of InLcrnuiiowll ﬂ“uinlng
(A/11) Trom AASA to CR.  {p. '(0)

Not accepled

rangler the MR Interstionsl Cooperatlve
Develoypment Sexvice (MR/ICDS) to feR.

Nob accepted

Transfer policy and overall tecimienl
support functions of lhe CXice of Rublie
Safeby to IDR. {pp. ho-h8)

Mol accepted

Prangler funrtinnb of Oftice of fabor
!?”airn to IPR, - (pp. W8~ )]

i\’ot acaaphed.

O e et S LT R R

ove,

J*J s

T Lt Tt L I

A(Q Pltdt }f\ "‘g (‘h } A‘f;(}‘

(h aft of the PAH re"‘orb recozpanded Lranafer of A/'J,'"t'
Tre finel veralon, while schnowledsing that TT could
be mpproprintely placed organizablonnlliy In several places,
vecownanded dbs btransfar to TCR.,  Sueh a btrensfer of csuentinlly
operabionnl funetions tp TCR, honever, rans ovunber to anobler
PAR recomrendation which proposes Ltraneferring as many opevabing
renpousibiiities oul of ICR as possibtle, In eddibion I ds
almost twice the sive of TCR in terms of stoff. Such a translfev
would chenge the funetional balance of TCR from a proponderunss
of sttt polley, wdvlsory, and support functious to a pzﬁ ponderans
of opirating functions, and would tend to requlre a aLSyIQFOTITO“
amount of TCR exceubive aitention tu such funetions, to ik /
detrinent of Lhé developrent of Apency-wide technlcal asﬁigﬁ&gge
policy, prosram guldence, and review. No petlon was therefore
taken on this recomrendation. '

W e g Ak

Tra ii:b
Lo MR,

I

i B

i i s
i

i

Yhe avafb Tal report wecowrended that ICDY be Lwansisrrad to

DEPR.  The Tins) report reconmended fte transfer to TCR,
Conmanbta on this recommzndation recelved Lrom Al?/h offices
whoen the PAN report wvas lssued jnc]uded' MR falt that 1 ICDS

AN

were movad, 1t showld go to TCR; UCR opposed the move; DI

was uneert Jiu that bhe transfer had merid; AFR questioned the

In swinayy, ICNS funetions do not £1t neatly and loglenlly
with auy of the three progrem offices (MR, TUR, PrPE).  The

luck of a vcuiﬂ111ng rationale for any move resulted 1n mo
aeblon beling taken,

Fiie tysnsfeor of OFV3 1o GC{ was bpuCiffOﬁTTV conalderd by
Mr. Rell in Februoyy of 19565 in a meebing to rovlew sod defeiaine
aehion on She RAH recomeendatlons,  The Adminishrator decilded
at bthat tdee that sueh g consolidabion was fveppropsinte,

“he tynasfer of O/IRF o T0R wo specifically constlored by
, BaldoIn Felesaavy of 1985 in s peeting to raview and dohmrining
itiion on tho AU vegmnugtd“tiO“‘ UNATY] AdJinl”wAnLuv denldod L

Lnuh greh o consobidatlion wan dneppropricie,

Y
joae

Llmg thnd

e
H



e o g e M LG

* RECOMMERDATIOR AND AGERCY REAPOHN 7
v Asslpn TDR broader responsibiiltica vor
the teclnteal veview of counbry projeets,

Accepled

F. ‘fransfer.as many present operatlng
responsibllitics as possible fiowm ICH to
Reglonal Bureaus and country mnissions
inclnding the Central Pook Fund, Ancxiemn
gehools and Hospitals Abroad and Engilsh
a8 8 Second language.

pPartially accepbed

G. Tran@fér the rIndustry, Transportation aud
Housing Service from 1CR Lo CDPE,

Not accepled

O L

T o L P S T

ACHION WAKIL O KOGOMHPAYECHS

3
B LI e R T

1 edenrly hop suthoriby to review bechalenl esnistano: projueaks
pu pavevided dn M,0, 132341, Y1E, C. When MNe. Bell reviowed e
1ol peovantaation plan in Hovesber of 1955, the neced Tov S0d
o pluy aeove echlve role In this aven was phrossed by b and:
concvreed in by Dr. Hogeman, Action Lo undnrtake thin reppornsie
PLALy wesn prediceted on restefitng tha SUR Sevvieos wibh
yorsenaed. ordented toward carrying oul thls kind of Tunclion.
iese clanges in staffing.are still In tre provess of belng
eftectad, ’ '

nae Lrnnsfer-oub of operating functlons from TR hes bren prohoﬁeﬂ
periodlenlly slnce the establishment of AID in 1951, Deesnbrallze-
tion of these fynctlons (s were nost other operating prosenns )

v consldered and rejected at the time ALD wes orgunired,

Buriuyg bhe 1965 ACR reovrgenlzation, this was azadn ong of the magjor
losues eﬁﬁwinod.” At the time of the Administratorts ravizw of

{he TCR reorgenizatilon plan in Kovenber of 1965, ICR fndieated o

i ond earefully revieved 1bs centralived opsrating progranm

wlth the objective of transferring them to the Reslon:l Hursaus,
bub hed found that sueh a change with resprct to the programs
Listed by PAN would be both {mpractical and inolifcient. It
pointud oub, however, that geveral antions weve underway Lo

Alvest itself of othex operabing functlons. Sinee that tine
fonlewenbation action taken has included the abollghromt of

Eue Corsunlentions Besources Staff and the trausfer of roaronsle
Liitly for centralized coordination of the walavta exedieation
pregran to PUS. : (

Cinee # Capltal Developuent and Privoate Fntevprlse Dureaun &g (
roaons arded by BAN was pot constitbutad, the teohniclons aenlonod

i

o this Servies wvere not moved fron TR,  dhe approvpviatanoss
or thate placement in TCR rathew thon LRPS or DEOR wos velued

1 Lhe Adminfzbrabor's veview of the TCh voorgantization (Vov.,

12455), howsver, and Lt wns agread to madptain Lha glalug quo
oo the time heling, At that tlua the Adptinabton wede by He. Boll
Lobve o bhe vele of TCR and thab of PR owans Lihab T wes bo

provide pollfey leadership in the pbisulat fon ot sboengihendng

o tnoleorovs bost connbry effovta Lo ashiiave Trduetofe) prowii,
htle DRRRUs prinavy rvegponsibility vas Lo phlutate dnvaetpent
seportonditon for U8, prlvoale fuduatry In eounbyles whove AT

,,,,, o
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H, Fubstaniially reorient YR manpower and
reanplen CR pcrsonnel vho are meae pulted
Lo operating responcibilitien

Aecepted

¥sbablish a new Burean for Caplinl prveloprent
and rrivate Enterprisc with pubnlant 11y
broadened responsibiliticn. (pp. 66,

R

Partially sccepted

A. Btrengthen private enterprise enphanis,

Accepted

Renane the Office of Development Finance
and Private Fnterprise (AA/UFTE) the
Ruréeu of Capltel Developwont and Privete
Enterprise. {rrjcDPi) ' SR

liot nccepted; 

.

D
[ e Rt s ak IS

i operaling.

ccaryy oub assipned responsibilitics rorve effectively,

procesa, to sbress

PRRpPY

RCTIOT TARN O RSROM

R A T

ATEGHD
A e e e o

e only change In Lhls aren yhich hos pince
oceurred in Lbe Lrensfor of vesponsivility for pundtunyy
englneering funations Lro TCR Lo BHUR, '

Az r yresull of ihe GCR yeorganizatlion, o major efford to bring

new pergonned into I was luunched; fmplesentation of btha
perponnel. turr-avcend s 4310, wdereay, New dlrectors of

wost of the MCR Services have pow been eppoinied and obher
perponnel reassignuenls ard in process.

hile the title of DFFH was.nob chanpged, and the specifle K
vecommendabions to bransfexr ‘other organizationsl units into [
DEPE wexe not aecepbed, considerable atbtention has been glvely
by DFFE during the past year to ptrenpbhening fto capability to
Additional
netions taken in vesponse to speeifie BAR reconmendations ava
described below, e

Action teken in regponse, to this recopmendation has been pube
pumed undzy Apency echions taken dn response to the Watson
Concnitiee Kepoxbt, A progregs xeport on Wetson Commitlec
reconmendations was issued on Februnvy T, 1966,  In edditlon,

proposals to,establish an inrdepondent Office nf Private Enbeai
prise have been pub forth from coveral differer! sourcas &t
peveral diffevent tires, bub have never been ot sued,  Additional

action by VFPH may be necessary in fmplensntorion of new
leplslative requirensnts to estabiish an "effective system' -
for wiilizing non-govermsanbal resowrcas in the development {
contracting with private enterprisc, end o
esteblish & Privete Tuvesinent Advisory Cowncil.

¥o clear adventage for suth a change wag shown, No ection was
'LB.RREI. ) o

e sta
t""‘""

—y
—
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RECOSUERDAT IO AND AGERCY REGROHSE

T, .o L A Ol L Ao TARRT O K

C. . Roebain cwrrent funelions of pow bureaun Her no o ol e ey : : :

Acceybed o _ ' ' S S S

P, Yranster the 0ffice of Engineering (NNGR) Cloy oo bion wan glven on coveral oncasionn o bhe trannfor ol
Lo CHPE mnd designate the head of FRGR IO ho aEle. M Bell, din Deccubedr of 1955, deoided Yo petoin
ar Chicl Fnginoer {pp. 19-51) _ en indcpendant conbrel englneering orgsndzation.

ot accepled
W, Assign expunded responsihility for pro- Accepbinee ol vhis yesommendsbion was predicuted on the trausfer j
viding technical support and backsboy ing | of the stndf and Papetions], responelbility of the Industyy, |
in assigned technieal arcas end for ¢om-= Pransporiation and Housing Hervice from UCR to D¥FH (seo BAS a
ducting reviews of {echnical. projects. Reconmondation 26 above) and the trensfer of Enoi to mrs (oes
- _ BAN Borommendotion 3D above), Non-aceeptance of theso recomia
Not accepted ' tions prooeluded acceplence of this recomendation,

B {- . e
"nropraim support" functions were not Lronslerred
mied, Lhie recommendatlon wias ot al Into ef

asbablish & new Purceaun of Progrgm,hoglsticm-ﬁp 5
enbrace o1l program suvport FImoGIons. (PP &
i et oetadad A

cbions taken on specific recommendations ere gereribed bolow.

d o ot

()
Yol necepted

A. Change name of the Cffice of Malerilald - Lo olenr advirtapges Tor such a change werc shown. Neo agilon was
Resources (Ar‘i/}'ﬂ{) to Bureaw for Progran Lakon. .
Logisties (AA/DL).

Hot accepted . _ (N

B. MTransfer Food for Peace programming The wero of Augast 18, from.h/AID to AA/A, allozating reppousis-
fauietions to the new O0ffice of Program bitities in the programuing area for the Food for Peuco pyrogran
Pollcy and Coordination (Ar/PC). pirces sobion respopsibility for development of Progrl phens

' S o with tho overcess wissions, review of plans with the Bopglonsl
pertially accepted T Bureaus, and recormondations for establisbnent of OYD wordi-wid:

‘ ' food prolgtaee sequiremsnts with PC. O and MU ave cvrvrarily

dovelooing Teol mdgeting procedures to effeet this ¢ipeributlion

of funstionued responslivl ity . :
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B

Pl

D.O'

Assign Bureau status Lo the A‘wjutﬂnt Adw
trator for

R W

uwuumicr_iunetion of @idftjn“ Jeacd Lov
Yerce Snles Apvecoments nepoblabion

tnsbructions and signing aubthorlzation:
MMkwﬂ]mnﬂmu :

“,H?i!"jl!)ﬂ l(“‘! Al A( ECY RmEero

to
ot accepted
'hvnator 1osp0nh1bi]ity for negotlating

adninistrative pervsonnel scrvices
Ang frow the General Sexvices Dlivision

AJGSD) to MR's Contract Sewvices Dlvision
MB/CSD) . \
Acceptoed

g

e

(ppo

At s grean

\umint Lrahion AA A.

Al 4 ‘Pc-vwr-v"lh- gt

1B.

.,

: 'l‘}w{lhﬁf'( N b}}P hﬂ jqEal r;gwmep [, Tns j.a("L'ﬁJ} on 8o
( 5) to the AA/A moryn whih the OC"LN

Not mecephted

Retain in AAJA Office of the Controllew,
office of Management Planning, O0filce of
pPersomel Adwministration, Office of
Securlty and Ceneral Services Divislon.

hecepted

Abolish the Statistlecs and Reports
DPivision, transferring the National
Accounts and Counbry Roonomie Data
Rranchen to AA/PC and Program Report
A/CONT,

Partially accmpted

.
A=

contragler

o P

e

o APiIOI WREE (
s ﬁb_hEnmhﬂ h1‘U"bﬂ}’3LprH»‘
Powen progron plaess regronnibility fou }11u1,1p~’
wilh 1he Replonal Hureaurs,
Lillty. dhe proporal was ‘e Lo tranofer this
e tound Buvaosus bul was trnked bolh by
ands by Mite M0, 's defining AID's rolm and Lho
funebionel responsibility in this aren have been
lror foeney comgent ond clearance.

f“: Py
A

Tunebion

ol

v
e

ﬂjn Ll

trhe Reglonn

h
oo in
bul B rotadns coblon rosvoned
Tunpction Lo the
Buroaus

1

I U\.ﬁ

Tor
thin

nubion of

lepued

in drvelt
ﬂne;_requlra Peglonnl Buroean

sipnature of o Food Asslstance Approval Docurent which cubhovizes

Lo po to I8C with a pr0posal.

this transfer of ”unotiona was impiuw“nted by & neno
to AASMR dated March 29, 1965. '

K i
Mo «lear advantags Lo such a change

Lhopefore taken,

showrn,

o a:uion NECERBALY .

Reparks

Clomonks of SRD ineluding the Progranm

%) “"pﬂ to PC pending o complete ro-exsmination
Ing of the Agency reporbing and information srnagsand
MYE. was Lesnoferred fron A/ﬂ]ﬂ Lo Kﬁfﬁ el ',, 1?55.
nob voreed wiih A/HHG at thal blme, howerpoe, sinoco

o AA/?

Lo actlon

e

WiLSs
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irfetent bo woerrcsnb

¢, of Securiﬁy.(A/SEC Cand vermne the Offiee Ehe ndvinbiges of such o R2YEEY wers fiot Bu
of Security (A/%EC Lhe Offfce of Seeurdby | such acbion. ' ' -
and Tuspocbion (A/81) C '
. ' j :

- 1Ww“Wﬁ?ﬂHﬁHQﬂlﬂﬁlﬁﬂ@ﬁﬁ;ﬁﬁi}WEQFMM$W;;;ppwmwwggwg¢ww;éﬁl,

.Pa#tiully accepbod

! ’ s

TR ORISR S S

o N : _
6. Provisions ghould be mwade fov a more intensive | See luplementation actions laken on specilic recomsnlatlons

'fE?f?ﬁwgfmﬁgbhnigﬁﬂfﬁﬁﬁi:tnncc projects b ‘below,
puperior devels, {pp. 85-82) . ' :
P i aes 1 v«? iy ; o |- N

I . R

Accepted.

o . , _

{ . . . '

A. Isolate the kinds of technlcal assisbonce This proposal was £irst 1nitiated and considered under the (m

Th

projecls by type and chavacber which “Implementation_Project.“ AL thal time M,0. 1323.1 was 1sm
should;formmlly be reserved for top review| which reguives A/AID approval. of new projects In excess of $#1

and approval., : militon, or $7 million over the entire 1life of tre project, snd
i - projects prespnting slgnificent political, economie or strateple
Accepted _ 1sgues or deviating from estatlished stenderds or crliorin., 1hns
Ed

‘ eriteria for top level review and approval are generally ponsider

adequate, No furbher action is planved.

: | . _ _

B. Aubhorize the Assistant Administrabors of AAs of TUR and DEPE ave authorized to analyue, coprant on, and
%he new Bureaus for Tnebitutional. Develop~| ralse lssues on proposed or continuing projects. IWEE parbtielyd’
rent and Research (AA/IDR) and for Capitall in Replonal Bureau xecubive Committes reviews of caplisl projec

pevelopnent and Private Fnterprise nricr po Lheiw authorizetion and reservaes the richt to welge
(AA/CDPE) to select out of the head- probloms on sueh projects with the Administrator. IQCR receivaes
quarters review process those projects coples of all CAYs, and ig specifically authorized under W0
which, in thelr Jjudgmend, warrant inten- 1323.L to advise and comment on eny project contelned thereif,
slve enalysis before final approval. e slready existing suthority therafore 1s gouerally considerad
: : . _ | adequate, '

Acceptcd ﬁ R o A _

T DOVelopﬁﬁﬁﬁmiﬁstﬂji-%;Eﬁmﬁ??EQREEXEgﬁﬂﬁﬁﬁﬁﬁﬁﬂﬁ, As an outgrowbh of this recommendation, & second Deor, Allen and
' i Hamditon study was conducted which Poeusad on a reporting systen
. _ : | for top mnagement and Tmprovenent of data pracessing op2ravions:
oo Accepted - - e D the ¥ATMS (Porcten Alfalvs Tnformatlon Rrfors) wos undevlawsn
o PR ' Cwith State-USTA and DOBS and ‘the ATD Informalion Sysbens Taxk
Foroa was epbahlished to consilder necessary changas to tha Laslao
. prograrmling and reporiing system off the Agency. Thoaddition, U

N  iLinind

Toporting sysbem.  (pbe 8557)

e T

P

—
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o RECOMMEADATTON AND AGRHGY RESFONON ol s ACITGH NAXET ON BOROMMEHTAITONS
e ' . _ . - PAPER {Teehnlend Assisbance Project fvalunbion Roy ,
' ' ’ pesb underboken by WP wil) coiartbube towsed lumplemeniabd
- this recomrendation,
8, Strengbhen technical advisory scrvlees in the | Since {hie vecompendatlon was pade, o wannpgerenh puryvay of AFR/IB
- iﬁlggﬁﬁﬁfjﬁﬁggﬁgifWwfﬁﬁfhiﬁS;wi@f:iﬁgymwfmdwf‘ pas been completed and fmplexenbed and o simdlar elfert 1o nov
T L ' underway in HESA/LECH (planned for completion this year),  The
Accepted : . objectives of these studies have fncluded determining the
' , ST | wppropriastences of the fuheblons performed by Reglorzl Buresu
A. Reexamilne the scope, depth and composlition] technlelans and the adeguacy of the staffing levels Lo pariobn
| of available technleal cipertise (L.e, avel appropriate functions. As a result of the survey of AVR[TID, st
/ the vright ficlds represented, 1s staff personnel functions previously performed by technicluns woere
""" adequate for worklosd, should new {trangferyed to AFR/PERS thus freeing technleal staflf Lo davote !
technical fields be added.) ' jnereafed attention to project review, With respect to Lhe. |
: ' questilons as to whether the right technical flelds are rcpruncnthd,
Accepted ' ‘ : | staff is adequabe for workload, or new fields should be ndded, a
R miber of adjustments In technlcal staff conposition and organi-
B, Reeptablish primary focus of techoleal zabion have been made. In ¥FE, & geprsrate Office of lozlstics

. : staff on project review functions, has been esbeblished and the Teehntleal Advisory Stoef has been

" ‘ : inc#aased Phom 23 to k0. In IA, a new Populatfon Stafl and an

' Accepted Operation Ninos staff have been establisted and the soiel TASID

' sbaff heg ineveased from 59 to G4, In Africas, & Publle Servieos
C. Restrict particeipatlion of technienld Division has beon establivhed combining lectmlelans in housing
personnel. in the recrulling process. communisy -end urban developrent, public administretion, ard r
(p. 160) S _ . ' | supply in one organization, and & scpavate Office of frivale
. _ i Enterprise was established. , Ft
“\ Aecepled o {

{ D. Dbevaelop review techniques for wajor The ATD Information flystens Task Force has doevelopod proposals {
projects fimilar to those for caphtal in this arca which have been sent to the field foxf coxnent,
asplatance loons, ' ' !

) Accepled

7. Dovelop closev continuing professtonal hhe lack of o ¢lose, continuing prﬁfcsslonal'rulﬂiio&ship haa
yelationshdys bebweon Reglonal and Agency ; been partieulaxly fdentiried with respect to HeR snd Bl Replonal
~bechinieal gtalla,” ' Pareai nebitubional doveloprent and teehnfenl advicory ahafls,
' his problem was apecilically dlseupred with MR Ly Yr. Pell

I:
ak tha thme of the YCR woorgenluniion in Novewlor o lunh, In
' 1

S S AT ) .
conraebion wlbh the weeent ATD/W manpowod ruylewd, nﬁ/A noa

' "Aceépted-'
{
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 JECOMURNDALLON. AD) Am:m o 1 | ACYECT NG O3 RSO O

LL/IE cxpresned coutinuing concorn Wwith Lnis protliam,
e neo e proposal woas made bhal JUR ebaff booy the
Bion ‘Lmauiunﬂhtp Ho the Reglonal Buwveaus s do GO stull,  Tnis
propossl hog sone merdt. It 1s therefors recoimendad thob the
mech: nlos of insbitutionalizing this proposal, at lessb on a
Lednl baols, be crplorcd with TCR.

e

A5

9. Iphance the ro1e of the counbry desk offfcer. [BA nrowmu“d that the desk officer be the ATD/J counterpart of

Tpp. 005, 109=116Y ' _ the USATD progrew officer, and that he be responsihle for ag

3 : . {many AIB/W actions as possible, even though the substantive In-
Pavbially accepted _ put n&ghb he made by soire obther office. Thus he would cveluste

' priovities and establish desdlines, coordinate staff contrivulions,
and fosus ablention on delays and bobtlenecks., In 1953, Mp 77
prepured & concept paper for AFR on the role of the dusk officer.
Tt Wi B seepbed by AFR end implementation 1s in process. lhe
paper was algo civeulated to the other Buvesus, The MP conciph
Aflews sowevhal from the BAH concept, Its premise s that to
ephance the role of the desk officer as a Misslon progrom ofile
countarpirs, and enable him to devote weximum attenbtion to
program LOWLO review and eveluation, he must he relleved of
dublon whis ubract from his performance of such functlons.
Bpeclt LCully, he must rely on responsible project manegervs in
the Bureau Lechnical advisory staffs for necessary project
control nnl fmplementation follow-up. A second NP shuly of
NEpufnq 1 currently underway for NESA has 8s one of 1ts objJentives
a p;hklur stbrensthening of the desk of'ficer capability to carry.
Jout country program analysis activities. (

o

10, Clardfy, sjnnltfv and codify the Agonoy 8 Cod:Tlcablion of delepntions of authority and thelr fwrther
ﬁo.vnahion p“L"EH. Increase dc]ogntjond extonston 1u in lavge part dependent on the exlstence of astendonrd-
To the Fleld m. pafbno. {(pp. 79, 105, 111) = |dzed operublng polictes. Much progress has nov beon wade In thie
- T . lattor rvea, o.g. development of standard loan agveawent,
Accepted ) : _ stondard procuvenent regulations, capltal project bzo*“”vnent
. guiceliinen.  Thus work 1s now actively underway in the delejgztions
of “ch@”!Jy area, A prelimlvary List of pelnelped delegatlions
to “eslort hei been developed. Plang ave now Uﬂﬂw‘.av Lo
coutract stb n mnapemont consuliing fivm Lo codily ALl Apeacy
getosabicns of aubherlty and sol up a sysvesm Lov :tiv!iFn*nv aueh
data.  Inereaasoed subhoritics whieh have been delepsbed to tho

L 10 o oy ' . ' - 3 . : 1.. :_; _ 3 _' <
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v JECCHEERDATLIOR AND AGHHOY, RosPOis ) RGO AR O hen] .
0. . : Meld sivoe Lnls roceweondabion wee pade faclude

Ly bo speciiic miessions Lo let conbrocls
J*‘),i 303 Lo cevialn Afrlenn counbries on sdn! nh;f“f..
as woresuit ol the Hbhiopla pllob projest; to Vielnsw
'A.E.s;::.!.cms in the

attong ol

s 7
DRULE ST S

e pattoers

In pavarnd,

PO B '.‘3,' wnd to TA nissions and lavge I.,"" h
cuplicl cdovelopsant avea,
1Y.  Re-oxamine the orpanivation: 1‘_1_‘01' rngenents, Mg renr s rurveys of several major componenbs of A / wive plreeed
. WG WINPOReY TOqUL 70! "‘nL" 0£‘ heen copoleted,  Included. have been sbudles of the Food i‘OI‘ Poaos

. e . hopn - ] .
the Crfice o M Mouvco (AA/MR) and . (and the Governvent Properby Resources Divisions, and the Volurbary
3ts compononts. (p. 117 Torel.m ANl Scrvice. Surveys of remaining organizstionsl unily of

XK are plannes

Accepted

12, Conbinue decenbralized service conbracting. Ho actlon noce SO e

(po 147) ” : . -
.: ‘l
Accepted '

13. Decentrolize furlher contractlng awthoriby to | Several actions have been teken to Implewent this o someendablon:
missions nndﬂbghh‘nw,t, conwnbrics, Delepnie 1) With vefpcet to delegating conlrncting authority to nisgicns,
Higsion Divdebory aubhority €0 o r:tozrﬂ?ﬂ?ﬁ"{g TA hno delogoted authority to contract up to $1C0,C0 o Lts
CQI}.E‘.}.:&‘:@E;’."“:‘{@‘-“L"’ i al I)y' in excv% ) o£ “iﬁ‘ 003, [utssions. Other reglons have delegated autnority Lo contruct
Tpp. 1i-120) T in excass of £95,000 to pelected mlssions or In }""'-““' "1"‘!2!.:"

Instenaes. Contrvacling officers have bzon plac .#d in a wober ef
Accepted in principle : Meld minsions to facilitate the carrylng out of con ‘m- abing L

functions ut the fiold level. 2) With respect to dole
conbroeting anthordsy to host countries, AID does so e
in bther cepiial, development area., PMOs pf‘zt%i“i'w Lo tertnid

asslsbaneao n:,‘r“ clear that fivst preference 1s to oo glven to host
country contracting, although 1t s stIll Intraquent,
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REC osanuv\*aom ANDACHRCY TULCHEY

qQTY less on Loﬂinn1u:~1!\vd Alen cnn.Judnu
udopb :Lm-{ﬂ hie UJJm{ G G uee O obhen
aets, (pp. 19hA1PR)

Lypas of contr

R L LT L s s SR o )

Accapled

Reduce, audlt workloads 1mpv veo awtll qua1igy

LB oy b ‘.H“)j B et A ]

and LJWhliness. (pp. 128-129

Pty i . Pt

M

Accepted

Complete reovgonization ol A/TT. {p, 130)

P -—-4,—‘--%-«»- v—\v“‘):w»’--'-ww A A ekt s

Aceeptad

LR ot B R L I e R i

A
dbself (sueh es with englneerdng Dlwvan for ong slnecrln

fooome L
l )\{”JF\HE r}\f‘rH (')E ]u
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B L TR

P DAMTOR

Much mbtonbion has beon glven to Lhe pubjoct of A nontewebing
policy in the lost peverad yoarswerosh reecnbly by the Proourse
ment, Podiey Tosk Foree, MR fndlesbes Lrat thls pooitle vocoe-
Lhon rellects current povornwenbteyids poliey and bhab AT
follors thin policy where practloable,  In eross whove 4 londe
o opnrilecs)

the Agency hes used fixed price conbracte., an01 o opan-end
conlracbs, 16 draws on the servicees of such Flrms aﬁ {ixed
¢ally rALou, Bhe Indefinite nabure of many of thoe scuvieces ALD
buys, pavbiculnrly in the techulcal asslabance ayvea, however,
pakes other than CPEF cdnbracts dirficull to use cxiens lyely.
sbimates of regquirements for technleal nm,!aunnce prurtisuf”
vary widely as to scope, nethoed, and time rogulred and thus \
do not essily lend themselves to fixed prive conbracting. In
addibion, unlverslities with vhom ve do mach busivess, will nob
po1uyol1y conbract on & fixed price busis, Improvezant in tha
festnlques of esbimabing requirerents for tectndenl agelstanee
servicis aay well have to provada extenslon of fixad prlee
ccnu“1obing beyoui itg current level of usapge.

010 of tho "auﬂibinu' problems specifically mentfloned in Gte BAE
,Poru wag an excessive nunber of voucher trancactions processed
in! the program assistance avea, e Poliey DPeternlvabtion sinco
1gsued which exeludes AID finsnolng of any trinsection veduaed 2t
less thon £1,000 has materially improved Uhis sltuction. A ’
munual ovder on the form and comtent of nlesion audlt ltUOru”
has elco been issued; the M.0, was designed to frprove the
quality of audibt veports by plecing emphasls on subelance, \
fmportance and the need for prompl, coren JIve metlon by
pentor munagenent of fielals. Tn addition kA/ R~ Aﬁ/& action
15 underway to wove PLL, L0 Mitle TIT audit worklond from ALD
Lo the voluntary agencles,

+

e restiueturing of A/IT has been complated,

o 1)~
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CRECOMBIDATION AND ACHACY REMPONE

Rt I L S

Chwosdly ropspousibililics of A/Iﬁ‘iiupzn»
Divialon and Lt velationships with ouher
T ddvistons,

Accoepled

Clarily quolifications Tox Lrolning
‘nji‘(:jg}, . N

Accepted

Qs d v

Lin plons fov slunolifyling the futer-
btnn Of A/h;. (up. 155 S39)Y 7

R s

Accepled
Provide dnba processing experbice to
vroeceduves and Divectives Division bo
ansich in systems developmoent,

Accepted

Tnftiate an ADY tralning progrom fov
ncmagewnt analysta.

Aecepted

Yian eventually to roecombine the Procsdur
and Dimectives Division anl tha Dala
Procegning Divislon,

Tot accepled

f'i
!'Lr}xv

A m.t‘s Tk
1 {'o'sﬂ'*’) 1 ‘aj f/;“[’ tond

poauit of Lun
Lids iteonl

tablon by A/IL of Lhe recormendabions wade
seeond phose of the study should trke p
YORT.

Tuplepsnubation of tLhis recommerdabion has beon eonpleted, L

end specified. A nuxber of Wroindng Offlcers have pubencuently
been prowoted on the basis of thelr increased vgpc:!;;rv

Tre WP reorgenizabion cowbining 5 unlts into 3 has bzen
comploetbed. :

‘4 I

!
_ |

Data proccssing oxsertlsa from the Duta Syatens Plerndng ard
Olorvtiun Plvision 15 belng mode avallabie Lo Bl Vrocsdarcs
and Dzrﬂcvivvs Division as neaedad. :

A/ﬂP exomived currenbly exlsting ADP training facililles aed
Tound that there was no nead for o gepnvate Torond purogian oL

ADP training solely for ALD managemenl analysbte.  Tustead, in
implerantabion of this recompendstilon, M?P ranagoent "hx‘vﬂvw ‘T
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1. AID ADMINISTRATION IN PERSPECTIVE

Beginning with the inauguration of the Marshall Plan in 1948,
foreign economic assistance has been a vital force in U. S. international
relations and has come to be of central importance to our national
security and foreign policy objectives. For many countries, U.S.
foreign aid represents our principal contribution to their achievement
of political stability and economic maturity. Program success is
crucial, both for a world order of free naticns and for our own national

goals of prosperity and security in a peaceful international society.

The structure, manpower, and processes employed by the
Agency for International Development for the administration of U. S.
foreign assistance programs take on a critical importance in light of
the high stakes involved. Optimum standards of organizaticn and
management must be achieved for what is a large-scalc government
operation of extraordinary.complexity with profound implications for

our national welfare.



1. FOREIGN ASSISTANCE HAS ENDURED MANY TRANSITIONS
AND CONVOLUTIONS

The history of foreign assistance has been marked by periodic
and frequently disruptive structural, personnel, and policy changes.
These have occurred as the agency moved from efforts 1o achieve
economic recovery in Europe, to political and military security
objectives, and more recentiy to emphasis on economic and social
advancement in developing countries. Hardly a year has passed that
has not witnessed some major shift in the focus of this vclatile agency

with its high public visibility.

The nature of the foreign aid function demands an adaptive
organization which is flexible and subject to rapid adjustment. For
this reason many of the adminigirative 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 were motivated by a desire to improve the program.

image for public or congressional purposes with only modest change

in established functions and processes.

Whatever the rationale, the foreign assistance organization has
lacked the adminisirative stability and assured program base of older

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

full realization of our grals in this sphere of government operations.
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The mutations and transformations of the past have left their
mark on the agency. A sense of uncertainty still prevails among many
employees concerning future program levels and their long-range
career prospects. For many employees, also, there exists a "'status
anxiety' concerning their place in the foreign affairs personnel
structure. But while there will always be those who are insecure or
who have a feeling of resignation concerning their work situations, it
is our observation that morale, notoriously low in other years, is

clearly on the upgrade under present stable and confident leadership.

2. STANDARDS OF ADMINISTRATION ARE IMPROVING

In spite of difficuities and handicaps, AID administration reflects
a high standard of effectiveness and accomplishment. The agency is -
probably achieving a better record on this front than at any time in
foreign aid history. Advances in the last 2 or 3 years and strengths
in the present situation which give promise for the future may be

summarized as follows:

Executive leadership is vigorous, perceptive, and
sophisticated. There is a notable sense of management
consciousness pervading respcnsible executive and
managerial levels as well as a realistic appreciation

of the world context in which the agency operates.

There has been significant improvement in the planning
and programming process, with consistent and intelligent
professional judgment being brought to bear on the
formulation of sound regional and country economic
assisiance measures.



. The conceniration of manpower and authorities at the
regional office level under top assistant administrators
has served tangibly to improve coordination of geographic
programs and operations and hes afforded a clear and
direct line of command from the top to the bottom of the
organization.

. The "Implementation Project, ' which overhauled, unified,
and clarified the processes governing the loan, grant, and
technical assistance responsibilities, has been completed.

. Notable progress has been made in the personnel manage-
ment function, particularly wiik respect to formuleting
policy, stirengthening the emplovee evaluation and per-
formance rating system, and improving the promotion
system. These advances are helping to unify divergent
bureau personnel operations and providing a fairer and
more accurate means of both identifying marginal
emplovees and selecting those with potential for higher
responsibility. '

. The inauguration of a reviialized management improvement
program under the leadership of the Office of Management
Planning gives promise of simplifying procedures, increas-
ing productivity, and reducing costs.
Perhaps the most impressive achievement wiitin the last 2 years
has been the successful integration, in both policy and structiure, of
the Development Loan Fund and the foreign aid agency. Diverse
standards and procedures as well as conflicting orientations have been
effectively reconciled and merged info a single unified adminisirative
entity. Further evidence that AID is achieving a tangible measure of

success in its efforts to tighten administration and improve staff

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



national) has been reduced from 16, 782 as of June 30, 1963, to

15, 353 as of October 25, 1964.

These represent impressive advances and favorable assets on
whiechr to base future progress toward optimal operatihg standards.
Howesver, the road to improvement is difficult, because (1) the
magnitude and diversity of AID programs create unique problems of
interna: administration, and {2} there are external impediments to
good administration which are outside the immediate control of AID
leadership. We shall examine these latter before turning to internal
problems.

3. SOME UNDERLYING FACTORS AND FORCES CONDITION THE
QUALITY OF AID ADMINISTRATION

AID necessarily and appropriately must operate within the
bounds of superior policy and administrative regulation established by
both the Congress'and other central agencies of the executive br‘an.ch.-
AID is not and cannct be a discreie or independent égency reméved |

| from the conventional controls of government. But these controls and
relationships have direct bearing on the capacity of the agency to do |

its job well.



AID is unavoidably preoccupied with its relationships with
the Congress and with the preparation of materials justify-
ing its requests to the Appropriations and other committees
on the Hill. To the cutside observer it sometimes appears
that the entire agency is oriented to serving this oversight
function of the Congress. Certainly, it is a fact that the
iime and energy devoted to the congressional submissions
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 AID} extends over a period of 6 months or more

with appearances before 4 different commiitees.

The particular conditions imposed by both substantive
legislation and appropriation enaciments with respect

to particular countries or programs further complicate
AID administration. In a program of high public interest
of this kind, meticulous consideration by the Legislature
is understandable and necessary. It must be recognized,
however, that the situation often operates as an excessive
diversion from 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 all foreign aid legislative
history, that the program is temporary or emergency in
nature. This concept has plagued and handicapped the
agency from its very beginnings. Long-range planning

is frustrated, organizational stability is difficuit to
achieve, and personnel recruitment is circumscribed by
this ceondition.

This point has been made repeatedly by all those who have
studied the problem and need not be further belabored.

We 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 viakility in underdeveloped countries.



. A further problem for AID is the persistent ambiguity of
its relationship to the general field f foreign policy and
its status within the State Departmeunt. There is no
question but that the foreign assistance agency must be
subject {o the general policy decisions of the Secrelary
of State and operate within the purview and overall structure
of the Department. But how this 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 accommodation will be less than
satisfactory until a more definitive pattern of relation-
ships is worked out.

A final overall problem stems in part from the relative
inflexibility of the civil service system under present
security and tenure policies. AID is a fast-moving,
volatile agency that must have the capacity for swift
adjustment 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 personnel 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 being fixed by the agency
as necessary for the requisite level of accomplishment.

Unfortunately, the civil service system of the government,
grounded in strong tenure and protective concepts, is

not wholly suited in practice to the demanding standards

and resilience which are an imperative of AID administration.
The whole problem of personnel is so central to AID's
current status that further discussion is warranted as
follows.

4. PERSISTENT PROBLEMS OF PERSONNEL HAVE CONFRONTED
FOREIGN AiD ADMINISTRATION

While AID has made commendable progress on many fronts in

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



is well aware of persistent shortcomings which require correction and
remedy. Few of these problems are new, but all demand attention in

the managemeni improvement effort.

The question of manpower quality and utilization continues to be
of prime concern to the agency. Personnel are of central importance
{o any organization, but it is crucial in the case of AID, given the fact
of its role on the frontiers of int=rnational economic development.

The task of creating policy, translating intentions into concrete pro-
grams, and implementing a prodigious veolume of operations challenges

the ingenuity of the best of our scciety.

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 professionals operated as an
unfortunate disincentive for federal service generally. In addition,
for AID there has 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 organizalion
while substantially using the inherited personnel of predecessor agencies,

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

.



current operating responsibilities. In the early days of the Marshall

Plan and during subsequent changes in the early 1950's, many professional
and administrative personnei were recruited by the foreign assistance
agency hurriedly and in a limited manpower market. Many, even then,
were in the later years of their careers and at or near the peakof

their productive work life. Many served well over the years when aid

to European recovery ard assistance to military allies were primary

goals.

Assistance to developing countries, however, requires a different
cutlook, approach, and set of skills. Some employees re,cruited in
earlier days are simply not suited to present needs, or otherwise have
proved unable io keep pace with higher performance standards. In
the meantime, while waiting out their retirement or for other oppor-
tunities to come along, they occupy valuable posts and serve to augment

administrative costs.

We wish to be ciearly on record as to our conviction that the
great bulk of AID emplovees observed during this survey are capable
and dedicated public servanis who are performing at levels higher
than mere adequacy. But there are some who are not up to their
jobs or who are overciassified for the level of responsibilities they

are equipped, able, or wiiling to perform.



The problem of some numbers of unneeded and unwanted staff
members who are secure in their government status is compounded by
the decenirslized persounel system which does not adeguately center
responsibility for career development and utilization. The situation
gives rise to a futile and unproductive procedure in which names of
those "available’ are circulated among various divisions and offices
in an effort to pass off those no longer considered useful. This prob-
lem of unloading marginal or surplus personnel has proved to be most

difficult.

1t must be stated that AID bas not ful.y exercised its broad
discretionary powers in coping with the situation of unnecessary or
marginal employees. Until recently, there was no tradition in AID
of the tough exercise of evaluative judgment as a basis for personnel
actions. Only within the last year has tangible progress been made

on this front.

Nevertheless, it must be acknowledged that the complex and
attenuated civil service procedures governing separation for cause in
the classified service discourage separation actions and are not
practically usable except in the most flagrant cases. The cost in
terms of top-level time and energy to pursue dismissal actions to

conclusion is so excessive as o discourage significant reliance on
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this procedure. Similarly, reduction in force regulations, with their
emphasis on seniority and bumping rights, are not designed to retain
the best and separate the worst. Too often, the opposite is the case.
This is a fact of life in government personnel practice. Other remedies

must be sought.

It is our conviction that for reasons of efficiency as well as to
fulfill its mission responsibly and well, AID must be given some
measure of latitude to terminate »r otherwise select out employees
whose capabilities are clear!; marginal or whose performance is
mediocre and not consistent with ‘he quality required in the post.
Judicious and fair administration of such authority, with full cognizance
of both civil service and human values but with the public interest
supreme, could do much to bring AID administration closer to its
potential for optimum accomplishment.

5. SIGNIFICANT STRUCTURAL AND ADMINISTRATIVE
WEAKNESSES 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 m2nagement whose remedy ruust parallel
the continuing tasks of upgrading personnel quality and performance.

Clearly, good personnel will work best in the framework of a sound
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adminisirative system. QOur evaluation of the situation indicates that
the following represent the most critical problems of structure and

pProcess:

The Administrator and his general depuly are in a some-
what exposed position with respect to maintaining sur-
veillance and control of the organization. Of necessity,
they have had to delegate broad authorities down through
the hierarchy but are lacking adequate informational

bases and control systems which are prerequisite to
management by delegation. Management reporting is
fragmented and 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 role
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 ernphasis are not always accompanied
with reasonable prompiness 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 difficuit to carry through and
faithful performance under revised systems is not always
agssured.

AID structure is overly segmented in staff and functional
offices. TUnified 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
line and staff relationships.

- 12_



. Operating and administrative processes, while generally
sound as articuiated in manua:s and regulations, are too
often modified or circumscribed in practice. The momentum

f past practice tends 0 persist. Many administrative
procedures continue ic be cumbersome and insensitive to
program priorities; implementation actions are frequently
ponderous and drawn out.

. Staff offices that have been assigned responsibility for the
formulation of basic policies to govern and focus actions
in the regional bureaus have generally failed to perform
adequeiely.

. Many broad decis’on-making powers on final approval of
programs and projects. and their implementation, have
been widely delegated to regional offices and missions.

But onerous and unnecessary clearances with headquariers,
vis-a-vis field missions, or with higher authority for
headquarter units, are required for the minutiae of
administration. This is particularly true in the field of
personnel and centract execution.

. Manpower is not always well utilized and there are many
situations in which persons occcupying positions requiring
superior professional skills are being diverted to lower
level admiristrative chores. This ministerial level of
work is being carried cn at the expense of applying their
skilis to the more vital functions of program and project
review and implementation.

. Evaluation of program resuits, and exploiiing the judgment
and experience derived therefrom in program planning
and development, has been a notorious weakness of AID
and its predecessor agencies. There is insufficient
cross-fertilization of ideas and techniques largely because
evaiuative efforts, aithough frequently intensive, have
been uneven in the absence of a clear focus of responsi-
bility for coordinating such efforts and assuring effective
follow-up and use of findings.

These various shortfalls are discussed and amplified in subse-

quent chapters with proposals for their remedy.

_13_
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6. AID NEEDS TQ PRESERVE BASIC STRENGTHS WHILE
CONTINUING ITS DRIVE FOR ADMINISTRATIVE
IMPROVEMENT

AID has come a long way on the road to imprevement in the
direction of a strong, unified, and effective agency. Much yet remains
toc be done in the way of refinement, adjustment, and modification.
After a 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 of present operating struc-

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 adminisirative performance.

Intensify the policy of contraciing for technical assistance
projects and encourage the wider use of participating
agency service agreements with commensurate reduction

of direct hire personnel.

Strengthen the private enterprise function both in terms
of program emphasis and manpower.

Broaden the program leadership and oversight responsi-

bilities of the Office of Program Coordination, recasting
it in an overali staff capacity.
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Establish 2 new Bureau for Institutional Development and
Research by revitalizing and upgrading the present Office
of Technical Cooperation 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
all program support functions with attendant organizational
adjustmenis.

Rationalize Food for Peace responsibilities by transferring
{1) resource aliocation 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:

- Industrial Development, Transportation, and Housing
Service {TCR) and the Office of Engineering to the
proposed Bureau for Capital Development and
Private Enterprise

- The Office of Labor Affairs and the Qffice of Public
Safety to the Bureau for Institutional Development
and Research

- Office of International Training to the Bureau {or
Institutional Development and Research

- All program reporting functions other than those
clearly in the Controlier's area to the Office of
Program Policy and Coordinafion

Develop a more comprehensive and meaningful sysiem of
management reports reflecting program status and
identifying incipient probiems for betier agency control
by top management.

intensify and accelerate the process of delegating functions
and authorities to field missions; adopt the policy of
encouraging wide flexibility and the exercise of discre-
tionary judgment at operating levels, within policy and -
management controis.

- 15_



. Instruct regional officers to exercise powers of interven-
tion and decision in contracting matters; expediie the con-
tracting process by placing technical contracting officers
in a supportive rather than judgmatic role.

. Continue working toward an AID career service; maximize
personnel utilization by vesting control over the recruit-
ment, placement, and assignment of career categories of
staff in the central perscnnel coffice; and strengthen head-
quarters personnel management by clarifying and improving
internal organization structure and operating procedures.

These and related proposals are presented in detail in the

chapters to follow.
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L. MANAGEMENT IMPLICATIONS OF
EMERGNG POLICY AND PROGRAM TRENDS

Because AID operates in the unpredictable environment of de-
veloping couniries, 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 will be a prime determinant
of the program best tailored to prospective growth. Furthermore,

AID itself is constantly sharpening its tools and introducing improved
- program technigues and emphasis. It is one of the hallmarks of the
foreign assistance program that the agency has sought to adjust its
program measures to evolving couniry economic and political

situations with reasonable promptness and success.

The administrative implications of shifting programs have not,
.'however, always been carefully anaiyzed in advance and plans made

eérly to accommodate indicated changes. Steps to adjust personnel
resources, organization structures, and administrative systems have
often lagged. Processes and people are frequently less resilient than
ideas, and former patterns tend to prevail sometimes long after concepts -

and policies have been revised. Furthermore, policies or programs



are sometimes changed without considering adminisirative ieasibilities

and the prospective effect on esiablished procedures and workloads.

ince the agency’s organization structure and operating practices
should faithfully reflect pregram content, this chapter analyzes current
irends and prospective shifts in substantive policies and activities as
a guide to future structural adjusiments and manpower allocations.

i. BAILANCED RELIANCE ON PROGRAM AND PROJECT LOANS
AND DEVELOPMENT GRANTS WILL LIKELY CONTINUE

Increasing reliance is now being placed on program loans in
selectied countries, largely for imports of commodities required to
sustain production and consumption. There is some difference of
opinion among economists concerning the effectiveness of this kind of
assistance in fostering the development of productive capacity, as
compared to specific capital projects. Nevertheless, there seems fo
be general agreement within AID that commodity import loans (and
other Eaiance of payments assistance} inject money into.tbe economy’
faster and can be ‘highly effective as an economic stimulant. Many -
also believe that such program loans generally provide the United
States With betfer leverage opportunities for insisting on concomitant
economic and instituticnal reforms than do capital project loans. It

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



for selecied countries with scund economic development plans and

appropriate institutional facilities.

Program loans are a fast and direct method of providing econo_mic'
assistance and usuglly require considerably less intensive involvement
in the review and implementation apparatus of AID. Top-level econom-ic '
analysis is necessary rather than initensive application of established
project review and implementation processes. To the extent that pfb-
gram loans are used more extensively in the future and réduce the
number of individual project loans and grants, this could lead to a
lessening of review and imp.ementation 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 econc_)mic and

financial experiencs.

It seems more iikely, however, to expect that continued heavy
use of program loans will not substantially displace ioroject loans or
grarts, nor operate to diminish tize overall scope and emphasis of
technical assistance programs. Rather, it is assumed that long-term |
development objectives wilil call for a continued and balanced r_eliancé |

on both program and project types of assistance.



2. THE SHIFT IN RECENT YEARS FROM GRANTS TO LOANS
HAS NOT BEEN ACCOMPANIED BY PARALLEL MANPOWER
ADJUSTMENTS

In general, loan processes do not receive manpower allocations
equivalent to those involved in the careful examination and adminis-
tration of technical assistance preojects. This is true both in AID/
Washington and in the field. In part, this is due to recruitment and
personnel celling probiems; in pari, it represents the momentum of
historic emphasis. The magnitudes involved, however, and the general
importance of the function require that lgan operations receive more
equitéb?ie treatment when considering manpower reguirements.

3. THE TREND TOWARD CONTRACTING FOR TECHNICAL
ASSISTANCE PRGJECTS SHOULD BE INTENSIFIED

Technical assistance has been one of the principal tools éf
economic recovery and development since the inception of the program.
While results have not beern uniformly outstanding, the weight of
evidence supporis the view that one of the most effective and useful
instruments foi achieving social and economic improvement abroad
is through the export of our unique managerial experience and tech~-
nical expeftise. The emphasis placed on and significance attached to
this prog.ram are indicated. by the fact that about two-thirds of over-

Seas manpower and about 65% of headquarters personnel are primarily
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devoted to technical assistance activities which, however, absorb

only some 14% of available funds.

There is strong evidence that the potentially greatest multipler
in the growth of stable, viable nations is the development of the skills,
motivations, technology, attitudes, and instituiions to permit effeciive
resource utilization. Because of this, it is anticipated that the agency
will continue to seek ways to improve the effectiveness of its technical

cooperation activities.

Fundamentally, foreign assistance programs have relied largely
upon direct hire technical personnel for the conduct of technical
assistance programs. From the earliest days, however, there has
been some reliance on contracting with private organizations, parti-
cularly universities, for the performance of selected technical cocpera-
tion assignmentis. In recent years there hag been a policy shift to
greater use of contract services, a policy which was given strong
impetus by the present Administrator. Congressional mandate and

the recent Gardner report® have also strongly supported this trend.

s

* A.I1.D. and the Universitiegs, J. . #. Gardner, Agency for International
Development, Washington, D. C., April 1664.



The case for more intensive use of technical assistance contracts
is admirably and cogentiy expressed by the Gardner report. It seems
axiomatic that the total institutional resources of the nation must be
considered as a reservoir of potential contribution in this program.
The program is so consequential and vast that nothing but the best
individual and institutional talent in the country will suffice. The
contractual relationship can be mutually beneficial and enriching and
provides a flexibiiity not resident in the direct hire policy. AID
simply cennot expect to recruit either the amount or the level of ex-

pertise required within the limitations that exist.

For this reason, we add our voice to those who urge preponderant
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
technical assistance performance. This predilection in faver of direct
hire is partly due to a bias on behalf of deing things themselves as well
as a desire to mainiain tight control over operations by direct AID
personnel. This attitude is also partly due, it is claimed, from certain

unfortunate contract experiences.

The remedy, however, is not to discourage the 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
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of the minutiae of contract adminisiration. Technical reviews of con-
tractor progress and accomplishments (as well as the necessary
administrative audits) wiii need to continue. However, this can be
done without interfering witk contracteor performance and losing an
ovzrall perspective of accomplishment through 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

. L.ess need for highly specialized experts within the
agency, relying more on coniract personnel for such
expert services

. Greater need {or program managers in AID who possess
solid technical backgrounds but who are equipped for
broad administrative and program responsibilities

Less need to divert available technical personnel into
recruiting of direct hire personnel and other nonsub-
stantive 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
can be calied on to provide much of their own under
contract terms
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It should not be assumed that increased use of contracior per-
sonnel means increased program 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 well be true.
Freguently, the indirect costs of direct hire personnel are not included
in cost analyses; comparisons to contract personnel costs are, there-
fore, misleading. Moreover, recent upward civil service salary
adjustments have largely eliminated disparities for comparable
services that may have existed before, for all but the very top

positions.

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 seciors of national life and underpins develop-
ment efforts in agriculture, indusiry, education, and all other aspects
of social and economic growth. It is our observation that the public
administration prograi.rn needs to be reviialized, expanded, and
emphasized along lines designed to enhance capacity for develepmental |
administratidn. A considerable reorientation and lifting of horizons

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

capabilities and less on public management techniques.
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4. AN INCREASED USE OF PARTICIPATING AGENCY SERVICE
AGREEMENTS FOR PROGRAM TECHNICAL SUPPORT
SERVICES SHOULD ALSO BE ANTICIPATED AND ENCOURAGED

Foreign assistance programs have been effectively supported by
many federal agencies for many years. AID currenily has a number of
general and project agreements {PASA's-participating agency service
agreements) in effect with several federal agencies under which AID
is abie to acquire technical personnel, substantive technical back-
stopping, and planning and implementation assistance. While there
have been, and still are, many problems associated with interagency
contracting for professional services, the concept is basically sound

and its increasing use should be expected and encouraged in the future.

AID 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 particular projects or programs, identifying
the same detail that would normalily be inciuded in g contract with a

rivate concern for technical services {viz., objectives of the PASA,
accomplishments sought, general activity scope, level and quality of
perscnnel required, cost sharing arrangements, manpower plans, and

special administrative arrangements}.
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The gcal should be to delegate, through the PASA, major re-
sponsibility for support to be provided under jointly agreed terms and
working arrangements, with AID retaining overall accountability and
control of the program or project. Increased reliance on the PASA
device should serve not only to enrich and strengthen AID's technical
assistance program, but should also operate to reduce administrative
burdens in ways and degrees similar to those described above for
contract services. But if these benefits are to be derived, partici-
pating federal agencies must assign a top priority to these activities
and encourage their best people to take advantage of opportunities for
AID service.

AN INCREASING FOCUS AND RELIANCE ON PRIVATE

ENTERPRISE AS A DEVELOPMENT TOOL WILL REQUIRE
AUGMENTED EMPHASIS

G

Foreign assistance agencies have always recognized the im-
portance of private enterprise in the development process. AID has
articulated policies and programs to this end and has encouraged
country planning and programs designed to preduce growth of the
private sector in less developed countries. It has alsc expressed the.
desirable intent to bridge the gap between the American investment

potential and foreign opportunities.
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While reccgnizing the importance of private enterprise io the
development process, the agency has done very little to give full
force and effect to the objective in its operating policies and priorities.
Generally, what is being done is performed well. Thus, a good job is
being done on investment guarantees, ilaisen with American business,
and information and communication services. However, there appears
10 be substantially less program emphasis in the fieid. ILeadership
and guidance from Washington are weak in terms of specific approaches
to the difficult area of fostering industrial and commercial investment.
Staff resources are limited in both Washington and the field for this

purpose.

We strongly recommend an increasing stress on this function
in the future. While recognizing the difficuities attached o any
government-to-government prograrn fostering private investment
activities, we are convinced that a number of tangible benefits to the
development objective can result from a2 more forceful and positive
approach. Measures io be taken include:

Assignment of more manpower io the task, in Washington

and in the field, utilizing contracts as appropriate with
realistic standards and criteria
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Seleciive research and counseling in the techniques,
motivations, and practical considerations underlying
the estabiishment of 2 favorable private enterprise
ciimate in developing countries

innovational thinking about ways of transmitting the

American private enterprise system, tailored as

necessary but not compromised, into the culiures and

political and economic structures of less developed

countries

Increased emphasis in the formulation cf country programs

on measures to foster private enterprise

These are challenging tasks, but the consequences of their

successful attainment are so favorable, to both the posture of the
agency and the success of the United States foreign assistance pro-
gram, that a sustained effo~t is justified.

6. A NUMBER OF ADDITIONAL SHIFTS IN PROGRAM
EMPHASIS MAY BE ANTICIPATED

In addition to the likely and desirabl: developments in program
scope and composition discussed i1 =2 4 sections, there are a
number of other shifts in emphasis, and possible new program develop-
ments, that are likely to occur in the future. These include the
following:

An increased emphasis is expected to be placed on the
"'self-help" principle, both as it applies to specific
project considerations and as it applied to aggregate
country efforts. This trend should be encouraged to
marshall individual country resources, structure in-

centives, and otherwise foster maximum country
development.
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Increasing emphasis is likely fo be put on the long-range
projection of U. S. foreign assistance plans, within a
framework of global need, globali resources, international
ccnsequences, and specific United States policy
considerations.-

An expanding effort will need to be made to develop new,
different, and beticr fechniques for fostering productive,
stable growth and political stability in the less developed
areas of the world.

These aniicipated shifts in program emphasis wiil likewise
have implications on organization planning, management, and man-
power considerations in the future.

7. IN TERMS OF FUTURE PROGRAM SUCCESS, THE GREAT

NEED IN AID IS TO SPEED UP AND IMPROVE THE
IMPLEMENTATION PROCESS

In the final analysis, the success or failure of foreign assistance
will be determined by how effectively AID programs are implemented.
it is with respect to this function that AID faces both its greatest
opportunity for unique achievement and some of ite most enervating

problems.

The need for improvement of the implementation process has
long been apparent. AID and its predecessor agencies have all been
preoccupied with measures for expediting and strengthening the
implementation process. It provided one of the principal justifications

for the major reorganization in 1961, creating strong regional bureaus

e
%mﬁ

Ty

’ﬂ'*»‘\\i

_29-



and shortening the lines of communications. These changes aided the
implementation process in part, but aiso introduced a few additional
problems and failed to scive others. A continuing need exists to find
additional solutions and ways to improve and streamline the imple-

mentation process.

Some implementaiion problems thai still require solution

include the need to:

. Improve the contracting function by:

- Providing a basic framework of agency-wide policy,
gtandards, and criteria within which coniracting
officers operate

- Decentralizing contracting to field missions and
recipient countries to the maximum practicable
extent

- Emphasizing the contract role as an instrument for
advancing major projects rather than strictly as a
control device

) Improve the sensitiveness ana capacity of all implemen-
tation processes to recognize and respond to differences
in priorities of program need and emphasis.

. Develop an overall pervading sense of urgency in handling
implementation actions and impatience with unnecessary -
stress on form and detail.

. Focus on Washington-field reiationships, 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 appiied t¢ most major judgments.

..30_



Develop new means of exploiting the global experience
of the agency in planning and implementing future de-
velopmental activities.
The solutions io these implementation problems will place
different requirements on the agency's organization structure and
its management processes. These are considered in additional detail
in subsequent chapters of this report.

8. BROAD AND GRADUAL REDEVELOPMENT OF PERSONNEL
IS CALLED FOR TO REFLECT PRCGRAM TRENDS

The many trends in AID program scope and emphasis, dis-
cussed earlier, will 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 promeotion
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 projected
program developments.
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In summary terms, we recommend the iollowing management
policy directions as being called for to conform with and accommodate
{6 the program trends presenied above:

. Resort to direct hire of technical and other personnel

oniy on demonstration that nc other suifable resource
is available for the particular assignment.

. Gradualily reduce the number of direct hire technical’

persomel; piace more emphasis op program manager
types; and rely on contractor and PASA arrangements

for an increasing proportion of technical siaff needs.

. Strengthen the loan functions in both headquarters and
the field with additional qualified manpower.

. Strengthen the private enterprise function in terms of
both program emphasis and manpowsr.

. Augment the staff resources and focus responsibility more.
sharply for program implemeniation and project
gsurveillanca. '

In addition to the effects of program requirements on organiza-

tion and management, a number of administrative factors and principles

also exert strong influences. These are discussed in the next chapter.
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III. ADMINISTRATIVE FACTORS AND PRINCIPLES
AFFECTING AID ORGANIZATIONAL DEVELOPMENT

The present organization and procedures of AID are the pro-
duct of a long process of reorganization and adjustment ovef the
vears in which different administrative concepts have b_een' pursued.
under a succession of administrative 1eaders.. The power st’ructﬁre‘ |
or balance of influence in subordinate organization uﬁder the
Administra_tor has chang«d periodically, depending upon personélit-iés,‘

program eznphases, and formal structural patterns.

For some years prior to 1961, the major influences on policy.
and program approval were éxercis'ed by top agency program staff

and technical personnel in the various specialties of agriculture,

health, publié service, and s.b forth, organized along strong fun_ctiona};__":

lines. The regional and country Operatioris were, despi’_ce s‘f;ric_»_tig.
formal mandates, relatively weak and served largely in an ad-

minisirative, coordinating, and clearinghouse role.

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

stantially delegated to the regional bureaus. For the most pa;rt, and

E with some specific exceptions, agency-wide functional and suf?port o
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offices have been effectively removed from the decisional process
with respect to programs and projects. Their contribution to secior
and project content is now margingl in most cases. Personnel
management, contracting, and other services directly bearing on

operations have also been substantially decentralized to the regions.

This section of the report evaluates the present organization
structure and operating procedures, identifies strengths and -
weaknesses, and suggests considerations which should govern the
future direction of organizational development.

1. THEE PRESENT BASIC OPERATING PATTTEKN SEOULD BE

RECONFIRMED, WITH SOME MODIFICATION IN THE
'POWER BALANCE

The basic concept of operating throﬁgh sirong regional
entities under officers with the status and ti’clé of Assistant Admiﬁis-— '
t_rator is dictated by thé scope and nature of AID's miszion. While’
broad overall policies and program objectives are indispensable,
it is essenti_al that the organization'be so arranged as to facilitate
_ t.h.e tailo.ring_ of programs which are responsive to the distinctix:'f'_e.
.r.-equirements of differing regions and the disc_'_rete needs of part.i_.cﬁlai" | '
- couﬁtries‘ This can best be done by regional ofganizétions whi'c.h o
'-'¢0ncentrate. on geographic areas with generaily simiiar cu..ltura_.ft-,--. .. ._

_econ(}mic,_ and political patterns.
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Experience with the 4 regional offices of AID in the last 2 or
3 vears has demonstrated a number of tangible advantages:
Massive operations are divided into more manageable
segments.
Responsibility for resi . is is clearly fixed.

Lines of responsible zuthority from the Administrator
to the field missions are direct and clear.

There is greater assurance of program consistency
and validity by regions and countries.

Decisional processes are less atienuated.

United States policy coord'nation is made more

effective by organizing AID regions in a manner

similar to the glcbal grouping of countries employed

by the State Depariment.

These are important benefits which should be preserved in |

any refinement or adjustment of the organization in the fuiure. At
the same time, it should be noted that the strengthening of the régipns
has been achieved at some significant weakening of the staff organiza- r
tions which are intended to give policy guidance and p.rogram' con-
sistency to the entire operation. In some respects, the regions
are too self-contained, rely excessively on their own resources, do
not always take full advantage of more global experience and ins'ight'si | :;_
in central staff gfoups, and tend to follow the letter rather than the

spirit of procedural requiremenis. These are genearlizations from
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which notable exceptions may be cited. But a better accommodation
and power balance is needed whiie mainiaining the operating con-

cept of strong regional administration.

[igv}

MANAGEMENT BY DELEGATION MUST REST ON A SOUND
STRUCTURE OF ORGANIZATION AND BE ACCOMPANIED
BY STRONG POLICY AND MANAGEMENT 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 delegations have
already been eifecied 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
that delegation has gone too far and does not give adeguate oppor-
tunity for top agency administrators to make precedent or important
decisions. Furthermore, these are cases in which first-line officers
have failed to redelegate appropriate sectors of authoriiy to sub-
ordinaie offices and field missions, clinging to practices of central
control over minutiae which are not consistent with sound adminig~
trative docirine and which distort control priorities. Whatever the
defects in the present system,. the point made here is that AID has

wisely focllowed the principle of management by delegation.
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A broad delegation of powers and authorities, however, does
ncy snd should not mean the relinquishing of surveillance or control
on the part of top management. The danger implicit in strong re-
gional operations is that the geographic offices may tend to operate
as semiautonomous entities with disparatie operating policies and
processes. To assure that the enlire agency operates as a unified
entity under a managerial policy of delegation and decentralization,

the system must embody these prerequisites:

The formulation and articulation of clear, distinct
objectiives and policies based on perceptive long-range
as well as short-range planning

An organization struciure which assures the balanced
contribution of economic insights, management
feasibilities, technical expertise, and regional
perspectives, with unified impact

. The establishment of management policies covering
persomnel, contracting, and other supportive services
which zre sufficiently definitive and meaningful as to
effectiively govern their performance

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

The development of a system of reporting which
assures that top management is kept informed of
progress and incipient problems in order to permit
timely 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-
specis. Some functions are recognized but not performed adequately.
Others are not adequately recognized or provided for. Furthermore,
the present organization tends io be diffuse, thereby placing an
excessive burden of coordination on top management both with re-
gpect to the various facets of the programming functicn and with

respect to staff office ~ regional bureau relationships.

3. EVALUATION IS SPORADIC, WiTH LITTLE FEEDBACK

It has often been said that AID has an inadequate memcory.
Evaluation reports on preoject: s: process or completed are scarce,
and what has been done tends fo go into the files and disappear.
Moreover, files become incomplete and their cozntents lost over the

years.

In spite of substantial evaluation efforts, frequently on an
ad hoc basis, it iz still true that AID has not yetl developed a
systematic process to appraise the consequences and results of its
program operations and to exploit the rich accumulated experience
of the agency. Self-evaluation on the part of the missions tends to be

of secondary importance and is frequently relegated to a low priority
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in the pressures of current evenis. Conversely, the missions are
not given the benefit of the distilled knowledge gained over the past
16 cr 15 years of operation. There is litile joint planning or feed-
back of earlier successes and failures into the current review

processes.

Administrative audits, a form of evaluation, serve necessary
fiscal and other administrative purposes but often fail to receive
proper executive attention in either AID/Washington or the missions.
Special teams created for specific evaluation tasks have also been
used. While frequently of substantial value, the findings of such
teams can represent uneven bases for comparing evaluation findings
and frequently introduce the prejudices and parochial views of indi-
vidual team members. Moreover, an inordinate amount of time
and energy is occasionally required on the part of mission and
Washington personnel to acquaint, inform, interpret, and accommodate

the team.

Many other types of evaluation devices and technigues have
been used over the years, and others are being proposed. There is
clear need to organize the overall evaluation mechanisms of the
agency into a syste'matic process that will pr‘oduée critical findings

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

of tomorrow's planning resources.
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4. MANAGEMENT REPORTING IS UNSTRUCTURED,
STATISTICALLY ORIENTED, AND NOT PROPERLY RELATED
TO THE PROGRAM FUNCTION

There is at the present time no organization unit in AID specifi-
cally vested with the responsibility for establishing and maintaining
a comprehensive management reporting system consciously oriented

to the Administrator’'s need.

The Stafistics and Reports Division has a limited function and
does not embrace the range 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 statistical detall, with relatively little analysis and
interpretation of the significance of the data being reported. Whiie
the statistical reports are generally well designed and in substantial
detail, they do not give top management an overview which can

quickly isolate areas requiring early attention.

The present siatus of management reporting and the contours
of an effective and systematlic management reporting system will be
discussed more fuliy subsequently. What is intended to be eméhasized
here is the clear and distincet need for further refinement of the

agency's important management reporting services.
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A key organizational need is to assign specific responsibility
for the fundamental features of an effective management information
system: program analysis and reporis control. The function should
be located in the program staff area where it can serve to eanrich
and buttress the pianning, policy, and evaluation processes of the
agency.

5. STAFF FUNCTIONS AFFECTING PROGRAM AND PROJECT
VALIDITY ARE DIFFUSED AND LACK FOCUS

It is in the nature of AID operations that a number of diverse
elements and considerations must be fused intc a cohesive process
for program and project determination. Even with this require-
ment, however, under the present plan of organization, the various
structural components of the staff policy and programming process
are toc widely dispersed. These contributing elements embrace
not only the Office of Program Coordination, but some or all of the
following units as well:

Office of Technical Cooperation and Research

Office of Public Safety

Oflice of Labor Affairs

Office of Development Finance and Private Enterprise

Office of Materiai Resources
Office of Engineering

G7
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There needs to be a clearer designation of unified responsi-
bility for zoordinated overall program policy and program review
below the level of the Administrator. Through the use of such
devices as the long-range assistance strategies (LLAS) and shorter
range strategy and country program reviews, the agency seeks 1o
accomplish such effaciive coordination. However, this periodic
focus of the many contributing elements of the agency on a couniry
program takes place only at long intervals, usually not more than
once annually. Furthermore, the process fails to answer the need
for:

Balanced emphasis in the policy and program
guidance supplied to regions and couniry missions
on a continuing basis

Consistency in 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 policy and program decisions
One of the principal consequences 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
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all factors bearing on the adequacy and suitability of particular
programs, their responsiveness to need, and their conformance io

policy and cniectives.

Other commenis about staff offices generally:

There is an unnecessarily large number of implementing
responsibilities assigned to some staff policy offices.

There is an inconsistent pattern of relationships with
correspoending staff and service units in the regional
tureaus.

8. THE OFFICE OF PROGRAM COORDINATION IS STRONG,
BUT FALLS SHORT OF PROVIDING COMPREHENSIVE
PROGRAM INTEGRATION

This cffice has greatly strengthened the economic validity of
programs and prajects. It is strongly oriented, however, to
specialized economic apprecaches concerned with developmental
planning ard tends to give disproporticvnate emphasis to this aspect

of policy throughout the entire agency.

The Office of Pregram Coordinaticn {Of/PC) does not purport
and does net have 2 clear manda‘e o encompass the totality of de-
velopment policy and program planning responsibilities for the entire |
agency.. it has on cccasion served to coordinate such starf functions,
but with uneven and unsust*zined focus. Thus. it has tended to
concentrate on the utility and validity of program loans more than

it has given attention to the whole field of technical assistance.
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The coordinating and program policy functions of this office,
or its successor unit, need to be both clarified and broadened.
7. THE CENTRAL TECHNICAL SERVICE FUNCTION IS WEAK

AND LARGELY DIVERTED TO OPERATIONAL FUNCTIONS
OUTSIDE THE MAINSTREAM OF PROGRAM FORMULATION

TCR was siripped of many of its better personnel afier the
1861 reorganization, with mos? of its experienced staff placed in
regional technical service offices. In spite of strong efforis, it

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

The role of the Office of Technical Cooperation and Research
' {(TCR} was reasonably well conceived in 196i when it was revamped
as part of the reorganization. The formal assignment of responsi-
bilities was sound and it was given a clear mandate {0 participate in
the programming process. Iin broad terms, its functiens were and
are defined to include:
Technical subiect~matter leadership and backsiopping
in such areas as: agriculture, natural resources,
public administration, health, education, community
development, industry, housing, transportation,
and other areas
External agency relationships in these fields

Resgearch and technical communications
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However, with notable exceptions, particularly in the fields

of health and rurzal development {agriculture}, its contribution has

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

proficiency, coordination, and program leadership in technical

cooperation.

This unfortunaie circumstance has come about because

of a2 number of interacting factors:

TCR's current role is in practice somewhat ambiguous.

. Strong regional bureaus have not relied on TCR
services and, except occasionally, have not
requested services or assistance.

taff inadequacies have been beih a causal factor

and z result of this lack of contribution or lack of
opportunity to contribute.

Partly to compensate for the lack of program
participation, TCR seems to be preoccupied with
many operating responsibilities and is further
diverted from its primary function of technical
leadership in most sectors.

Thus TCR, in addition to uneven staffing and a collection of

operating functions (iike the Central Bock Fund, American Schools

and Hospitals Abroad, aud English as a Second fLanguage), has not

been able to formulate a role which would make it an indispencable

art of the whole policy and program stream. Its cwn deficiencies
¥

have been real and these have been magnified by the skeptical

attitude of the regicns and couniry missicas generally. Beyond
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this, however. is the fact that its limited rcle has not succeeded in
bringing TCR into a meaningful relationship with the ceniral program

and policy flow.

The poteniial roles of TCR and other technical staff serviées
are real and ﬁecessary. They should be grouped so as to obtain a
maxXimam mutuval reinforcement of their technical experti.se, and t_o
backstop most effectively the substantive programs they appropﬁately
complement.
8. SPECIAL FUNCTIONAL OFFICES FURTHER FRAGMENT

TECHNICAL I.LEADERSHIP AND PRODUCE DISPARATE
- OQPERATING ARRANGEMENTS

Therz are several technical service offices that operate outside
the TCR framework under different mandates and authorities. There
is wide disparity in the responeibilities and operating relationships
assigned to these units. These include the:

Office of Public Safety

Office of Labor Affairs
Gifice of Engineering

The Office of Public Safety is responsible for technical

direction concerning the development and implementation of programs
and projects designed io strengthen the capacities of host countiries

for mainiaining internal law and order. At one time, the function



was located within the Office of Technical Cooperation and Research,

but the office now reports directly fo the Administraior.

Public safety was separated from other technical activities
some time ago. and given special organisational status on récom-
mendation to the President of a Cabinet-level committee which ex-
pressed the need for imparting reinforced emphasis and drive to
internal securily measures in developing countries. The Office of
Public Safety now administers a discrete operating program largely
outside the normal program stream. While rescurce allocation
and otiier overall limitations apply, the oifice nevertheless operates

with substantial independence.

There may well have been and there may continue to be valid
reasons for such special treatment of this function. From a manage-
ment point of view, however, it is no more unique or indispensable
than many other elements of country development and should be con-
sidered an izztegral. part of the regular programming and operétio_nal .1
pi"ocess. Special organizational status is not required to px_'eser;'fe. o
program thrust--AID has well proven that it is awar= of the im- |
portance of the program and will continue to give it commensurate
emphasis. 1f may even be argued that bringing this function back

into the normal operating plan can serve to rekindle a higher sense B



of responsibility and partizipation by the missions and regions which

now consider the activity somewhai removed from them.

Since the purpos= of the special status has now been accom-
plished, namely, to impart adequaie emphasis in the AID program
scope, we recommend that structure be rationalized by bringing
O/ PS back into its appropriate assocciation with other technical
services. It is recognized thai transcendent considerations may
still require special status for 2/ PS apart from conventional
organizational principles. But we urge this unifying measure in

the interest of minimizing dispersive factors in the present structure.

The Offize of Labor Affairs is responsible for providing the
P P g

Administrator with top-leve: advice and guidance upon the impli~
~otions of AID programs for the international and host country
labor movement. Separaie organizaiicnal status was accorded the
office to assure that adequaie emphasis is given to labor and man-
power resource development sonsiderations in couniry and regionai

programs.

While the estabiishment of the Office of Labor Affairs has
provided necessary s*tatus and recognition *to the function, such
distinction from a management viewpoint now distorts its place

within the total scope of agency activities., Labor considerations
y
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should also be an integral part of the programming process and
should be infused at all levels a2nd stages rather than primarily on
the occasion of review at the Adminisirator’s level thirough 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 involved 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 AID--especially in the regional bureaus.

The reorganization of 1961 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 iop-level

engineering judgment at the central level to Insure that consistent



policies and standards are formulated and observed with respect fo
engineering practices. Additionally, there should be a center for
liaison with the engineering community as well as provision for

highly specialized services not available in the regions.

Regionzl bureaus tend to bypass or ignore the central Cffice
of Engineering. In pari, this is because of a desire to maintain
regional self-sufficiency, and in part because the regions claim that
no useful contfibution is afforded by the Office of Engineering. This
attitude, whether justified or not, in no way diminishes the need for
2 5igh standard of engineering proficiency in the central office and
for its full participztion in program and project review, either

direcily on a selective basis, or through effective policy.

Once again, from the viewpoint of sound organization, there
is no more overriding justification for assigning special status to
the Office of Engineering than there is for many other technical -
functions. Its closer alignment 1o other services concerned with
technical adequacy can be mutually reinforcing. We, therefore,
recommend that the office be relocated in the staff office concerned
with capital development where iis special talents can be applied
directly and with greatest impact in the development loan policy

formulation and review process.

p



In summary, we propose that ail three of these special functions
be brought directly into the program structure. We believe the best
interests of AID will be served if they are now reassigned to their
appropriate locus in the organization where they can make the
greatesti coniribution.

9. THE PRIMARY NEED IS TO PROVIDE A STRONGER, MORE

EFFECTIVE MECHANISM FOR ASSURING CONSISTENT

POLICY PLANNING, PROGRAM FORMULATION,
EVALUATION, AND REPORTING THROUGHOUT THE AGENCY-

The primary focus of AID is toward the achievement of
meaningful progress through the program operations of overseas
missions. Every facet of AID organization and management is
oriented to this purpose. None contributes more directly to its
realization than the functions of overall policy formulation, prograrh

planning, and implementation.

Program planning and impiementation 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

organization 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

There can be no simple, consistent pattern of involvement in
all instances. However, there must be well-articulated organiza-
tional responsibilities and management processes for assuring that
whatever pattern of involvement is folilowed, a consistent and high-

quality program planning, program formulation, evaluation, and

reporting result is achieved throughout the agency. i» cu. idgment,
present organization arrangements and manager: = ; cer a3 do
not provide adeguate assurance tc :he Administrz: » ¢ 9 swe
conditions prevail to the desired degree of consistenc, ..~ gquality.

While the Administrator is not expected to involve himself in
all agency program matters, he does exercise a unique accountability
for all such matters. He can and has, generously delegated 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 prudent executive le:adership
requires that the Administrator take whatever steps he fcels

necessary to assure himself that:

Adequate program policies are established and followed

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

The pace and scope of program accomplishments are
adequate
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It is our general concliusion that the Administrator requires
further assurance that all essential elements of the agency's pro-
gram process are receiving baianced and adequate attention. Cver-
all, there is need to make more positive the assignment of more
general responsibility 1n a central staff which can assist the
Administrator by exercising a broad overview of all matters per-
taining to program planning and implementation. What is suggested
is in the nature of a general staff to engage in a range of functions
from policy to surveillance of results in a monitoring and "eyes and

ears'' capacity.

Such a staff facility is not inconsistent with the pattern of
strong regional operations. Rather, such a general staff would pro-
vide a necessary centripetal force to counterbalance the unavoidable
and even desirable centrifugal thrust of the geographic units. Rec-
ommended actions tc meet these needs will be discussed in following
chapters.

10. STAFF SHORTAGES HAVE IMPAIRED THE CAPABILITY OF

DFPE TO CONTRIBUTE IT3 FULL POTENTIAL TO
ENCOURAGEMENT OF PRIVATE ENTERPRISE

The Office of Development Finance and Private Enterprise
(DFPE) has been assigned a combination of operating and staff

functions but with insufficient resources to perform both. As



usually happens in such circumstances, the operating functions have
tended to suppress or minimize the staff functions. Investment
guarantees and investment surveys appear to be handled in a very
creditable manner. DFPE also is making a substantial contribution

to strengthening the review process for capital development loans.

The leadership of DFPE is fully aware of the importance, to
the achievement of AID's objectives in the less developed countries,
of expanding private enterprise--both indigenous and foreign--and
appears fully capable of directing a meaningful attack on the problems
impeding such development. As already noted, necessary staff
resources have not, however, been provided in either AID/Washington

or in the field.

The DFPE is performing an essential function in the AID
framework and its organizational status and responsibilities must
be not only preserved but strengthened in any restructuring of the
general program area. But its primary need is an adequate staff
both to support its loan functions and to permit the assumption of

strong leadership on the private enterprise front.

-



1i. PROGRAM SUPPORT FUNCTIONS SHOULD BE BETTER
RATIONALIZED AND THEIR SERVICE ROLE EMPHASIZED

At present, the Office of Material Resources (O/MR) is re-
sponsible for a miscellany of functions. These funciions are largely,
but by no means exclusively, of a program support characier.
Notaple 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
functions is desirable in any organizational revision, and further

clarification of role and relationships is also called for.

The principal deficiency of O/MR has been its general failure
t0 carry out its mandate for ithe development of policies and standards
governing contract services. This failure has sevex-aly hampered
the opefations of the agency. Ifs rectification offers one of the
principal opportunities to AID for expediting and improving the entire

implementation procedure.



The above presentation of issues and problems provides the
premises and considerations upon which specific organizational

recommendations are presented in the nexi chapter.




4. PROZPOSED BASIT PLAN OF ORGANIZATION

The basic test of any glan of organization and system of ad-
ministration is whether they free the energies and creative abilities

-

of staff to perform carefully delineated functions under reasonable,
but firm and exgplicii, controis and coordinative mechanisms. A far-
flung and ramified organization conducting a vast program and em-

bracing a wide range of activities like AID is peculiarly dependent

on sound corganization to channel productive effort.

Our analysis of the AID organization convinces us that no
fundamental revision is warranted or required. Nevertheless, there
are a number of important adiustments which can and should be made
in the interest of preducing a2 more sharply focused organization and
providing improved opportunities for cooréination, more logical
functional groupings, and beiter balance among functions. Our primary
objectives in suggestiing a number of organizaticnal adjustments are
the following:

. To provide a mechanism for the more comprehensive

fusion of all planning, policy, and resource allocation
functions below the level of the Administrator

. To assign primary organization status to those functions
and responsibilities which are central to AID objectives



To realign ceriain functions in conformity with the prin-
ciple of unity of purpose

. To cecentraiize further a number of operations now vested
in siaff uniis, placing such functions in regional bureaus

. To strengthen the focus on progress evaluation and pro-
gram reporting functions

-

The recommended plan of organization is portrayed graphically
in Exhibit I, following this page. The specific proposals designed to
soive the problems and rectiify inadeguacies cited in the preceding
chapters are discussed in the balance of this chapter. It should be
emphasized that the several proposals are described primarily in
corcept without the definitive treatment that can only be applied after
further delineation incident to implementation measures.

1, BROADEN THE PROGRAM LEADERSHIP AND OVERSIGHT

RESPONSIBILITIES OF THE OFFICE OF PROGRAM

COORDINATION AND RECAST IN AN OVERALL STAFF
CAPACITY

In our judgment, the primary structural need of the agency is
to clarify and strengthen overall program leadership responsibilities.
It is our recommendation that this be accomplished 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 Ceoordination {PP(} to reflect its broader

role and shouid be directed by an Assistant Administrator.
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SXHIBIT I
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Basically, the new office shou'd continue to perform the func-
tions now assigned to the Office of Program Coordination, placing
increased emphas s on the evaiuation of overall progrzm accomplish-
ments, review of implementaiion progress, and lcng-range program
plapning. A detaiied description of funciions recommended for PPC
is included as Appendix A to this report. In summary, the new offlce
's_hould performn the foliowing functiong as the immediate subsiantive
staff arm of the Administrator:

. Fc:mulate and maintain basic agency policies relating tc

program planning, impiementation, and evaluation; re-

view and evaluate all agency policies originated within
the agency to ascertain their impart on program

regions and countrie

. Prepare rroposals for basic resource allocation ameng

Develop general *D::g range program plans for thP agerxcy,-:
and provide overall guidance for, and overview of, the
preparation of long-range program plans for participating
countries ' =

. Provide economic planning assistance to the agency

. Mainiain external liaison for the agency in broad program _
and gicbal economic matters {viz., P.L. 480, IDOS,
military, excluding technical fields}

Prepare basic agency-wide guidelines for the preparation
of annual country program plans and budgets

. Provide a general overview of the preparation, review,
' and approval of all annual country program plans and
budgets, bringing selecied CAP's {and occasionally,
selected projecis} to the Administrator for review and
S approval



Prepare the annual agency budget; assist in its submission
to the executive branch and the Congress

. Establish and conduct an economic, statistical, and pro-
gram reporting svstem Jor the agency

. Provide a selective evaluation of program implementation
working with and through the regional bureaus

Conduct a formal annual evzluation of broad program
accomplishments
The intent is not to prescribe functions for the broadened PPC

that duplicate or substitute for any program functions perforined
basically at the country or regicnal bureau levels, except {o the ex-
tent determined by the Administrator {LAS 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 aftention to specific country programs and possibly
selected projects, in order adequately to represent the Administrator
and to keep informed on the activities of the agency in program plan-

ning and implementation maiters.

The nucleus of the proposed Office of Program Policy and
Coordination should be the present O/PC. All functions and units
currently included in O/PC would be absorbed in the new PPC. In ad-

dition, the following units should be transf~rred to the PPC as being -
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directly relevant to and supportive of the basic program, policy, and

reporiing functions vested therein:

National Accounts and Finance Branch (SRD/NAF)

. Country Economic Data Branch {SRD/CED)

P.L. 480 policy, gicbal planning, and inter-agency liaison
functions of the Food for Peace Division (MR /FFP)

The present internal structure of O/PC is diffuse, The absorption
of these additional functions will both reguire and offer the opportunity
for further consideration of divisional organization and more precise
definition of assigned responsibilities.

2, ESTABLISH A NEW BUREAU FOR INSTITUTIONAL

DEVELOPMENT AND RESEARCH TO REPLACE AND

UPGRADE THE PRESENT 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
AID administration. It is our recommendation that this be accomplished
by reorienting the focus of TCR responsibilities on a fewer number of
technical services, upgrading the scope and level of technical back-
stopping, and incorporating certain additional functional areas into a

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

£
£€
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The concept of this bureau is to bring together in a single con-
centrated unit the key techrical talent of the agency concerned with
human resources development, communications, and other social
and behavioral aspects of technical assistance programs. This would
inciude the following areas from present TCR:

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

. Health services

. Population and demographic services

. Education and human resources development services

. Public administratiion services

. Communications services

(Note: Other TCR functicns 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/IT) 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 implementation. While the bulk of its activities consists of
ministerial type operations involved in handling the logistics of 2
large volume of trainees, discretion is involved in assigning trainees

to suitabie institutions and arranging appropriate curricula. Participant

v,
. Mi’*«,“
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training is an important function which, if properly geared to discrete
program needs, can make an even more significant contribution to

AID objectives,

There is no uniquely suitable functional home for this office. It
could well be left where it is because of its concern with a wide range
of administrative arrangements. It can 2lso be argued that O/IT repre-
sents a program support operation and that it should, therefore, be
transferred to the Bureau for Program lLogistics. On balance, how-
ever, we are inclined to emphasize the positive and substantive aspects
of O/IT rather than its ministerial functions and to believe that this
impbrtant program will gain strength and guidance from the organi-
zational setting provided by IDR. This bureau has extensive relation-
ships with the educational community and is dir_'ectly 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 for O/IT, and its transfer thei'e- is

accordingly recommended.

It is further recommended that the International Cooperative
Development Service {MR/ICDS) be transferred to IDR. There is a
sound basis for associating this function with the private enterprise

activities of DFPE. On balance, however, we believe that the
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institutional development character of ICDS responsibilities together
with the fact that its activities are largely related to the agricultural

sector argue for its preferred location in the IDR setting.

Likewise, we propose that the policy and overall technical sup-
port functions of the Offices of Labor Affairs and Public Safety be
merged herein, as previously discussed. The tzlenis required for
all the above areas are similar in nature, compatible, and mutually

reinforcing.

Overall coordination of all agency research activities, as well
as the planning and management of research associated with the above
technical fields, should be assigned to this bureau because of both
current emphasis and location in TCR, and the fact that the bulk of

agency research falls into the fields assigned to IDR.

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 following:

. Provide broad agency leadership and overview in assigned

technical areas
Deveiop and maintain agency-wide technical policies and

guidelines; advise PPC on the technical component of
basic developmental policies
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focus

Project long-range plens and requirements for the t:ch-
nical components of foreign assistance programs

Perfuorm detailed technical reviews of LLAS's and selected
review of the technical components of CASS's, Geoal Plans,
and CAP's.

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

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

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

Provide technical support and backstopping services for
regional bureaus

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

Serve as the principal central point of agency contact with
universities and other similar contractors

Negotiate and adminisier inter-agency service agreements
Coordinate all research activities of the agency

Undertake selecied research and pilot projects related to
assigned technical responsibilities

Perform selected evaluations of the technical components
of AID programs and projecis

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

away from a number of operating functions and procedural in-

volvements, the conversion of TCR to IDR should include:
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A transfer of as many present TCR operating respor -
bilities as possible to regional bureaus and country
missions. Functions relating to the Central Book Fund,
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-
assignment of some TCR staff members who are more
suited 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 pew and different professional talents
into the bureau, IDR should be better equipped to provide the age :cy

with the broad leadership and top expertise required to move toward

2 high level of technical cooperation achievements.

3. ESTABLISH A NEW BUREAU FOR CAPITAL DEVELOPMENT
AND PRIVATE ENTERPRISE WITH SUBSTANTIALLY
BROADENED RESPONSIBILITIES

Perhaps no other functions 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 with a broader and more related scope
of technical responsibilities, and to upgrade their posture within the
agency, we recommend that DFPE be merged into a new unit titled:
Bureau for Capital Development and Private Enterprise (CDPE),

under the direction of an Assistant Administrator.
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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 recognition of the role of
private enterprise in U. S, foreign assistance programs is, of course,
insufficient. Imaginative, soundly conceived, and well-executived
projects and programs aimed at creating the environment which w1l

encourage indigenous and foreign private investment are the prerequisite.

Basically, CDPE should continue to be responsiblie for those
functiions now formally assigned to DFPE and for extending them to
a number of additional technical fields: transportation, industry,
housing, engineering, and other special services relating to capital
financing, investmenti 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 fo the report. In summary, it is
recommended that the new bureau perform the following:

Provide broad agency leadership and overview in assigned
technical areas

. Develop and maintain agency-wide technical policies and
guldelines
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Undertake long-range planning of technical service com-
ponents of foreign assistance programs

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

- Industry

- Transporiation

- Housing

- Enginecring

- invesiment banking

- Capital project loans
- Guarantees

Administer the agency's responsibilities for private
enterprise promotion, investmeni surveys and infor-
mation, risk guarantees, and liaison with American
business and industry

Perform detailed technical reviews of 1LAS's and selected
review of the technical components of CASS's, Goal Plans,
and CAP's

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

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

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

Maintain the principal external relationships of the agency
relating to assigned techniczal fields; provide a general

overview of the exiernal liaison funciions performed by
other AID bureaus and offices

Conduct selected reviews of capital development loans
Operate the DLC Secretariat

Perform selected technical evaluations of country pro-
grams and projects

B <% «
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As previously indirated, it is proposed to transfer and con-

solidate the following units in CDPE:

. Office of Engineering

. Technical service staffs {(from TCR):
- Industry Service
- Transportation Service

- Housing Service

It is recognized that this bureau will continue to be respons.ole
for a mixture of staff and operating functions. In the latier category
are the review and issuance of investment guarantees and the review
of investment surveys. In principle, many 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 well as they are, and it does not appear wise to
disturb present arrangements at this time. Adequate and well-trained
staffs would be a prerequisite of such decentralization. These are not

now availabie,

4, RELATIONSHIPS AMONG STAFF OFFICES WILL REQUIRE
CAREFUL DELINEATION, WITH PPC 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
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CDPE) will require more careful delineation and further specificity
than is possible in this reconnaissance survey, which has concentrated

on diagnosis and concepts.

All functions encompassed by the three offices are closely in-
teracting. Even with thoughtiul preparation, a period of operating ex-
perience will be required to firm up arrangements and relationships

which can only be suggested by the foregoing functional descriptions.

It is our intention tc establish a strong central staff core for the
Administrator in the proposed PPC. But this is not intended to super-
sede or to subordinate the other offices, although PPC must neces-
sarily operate in a transcendent role 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 from the
perspective of the Administrator. Similarly, both IDR and CDPE
will have oceasion to review programs and projecis on referral from
the regions. If policy considerations require the Administrator's 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 factors. One of PPC's prime obli~
gations is to assure that IDR, CDPE, and other agency resources are

adequately brought to bear on policy and program issues or reviews.
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Such a relationship as a general staff arm to the Administrator
on the part of PPC in no way shortcuts the technical bureaus in their
access to and counseling role with top menagement. Within their dis-
crete areas of responsibility, they should be considerad as housing
the top knowledge and wisdom of the agency. They represent resources
which the Adminisirator, the regions, and the program office will use,
and they will possess certain direct authorities in their own right.
They must be iree to advise the Administrator, to call matters to his
atiention, and to appeal for decision. But in maiters which cut across
policy fields, program sectors, or jurisdictional lines, the adminis-
irator 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
staif relationships with regional offices. The basic operating responsi-
bilities of the regions should be reaffirmed and they should continue to
exercise the broad decisional powers enirusted to them. They must,
however, recognize and accept the need for a closer and stronger
oversight role by staff cifices operating as arms of and on behalf of
the Administrator, and they should look upon these offices as valuable

resources which can help them do their jobs better,
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The staif offices, on their side, must exercise their preroga-
tives with restraint and with respect for the heavy burden of per-
formance responsibility carried by the regions. Staff should have the
right to call for information; and in selected cases which may involve
policy or nrecedent or just important decisions that might not cther-
wise receive coordinated review or topside attention, they must be
able to interpose and extract such from the operating flow. But the
regions must not be harassed or confronted with unreasonable demandé‘
They still represent the operuting strength of the agency, and their
capacity to perform must not be diluted while accepting the unavoidable
conditions of superior coordination. At the same time the power struc-
ture needs {0 be brought into somewhat better balance with both groups
recognizing the mutualiity of their relationships and reasonable limi-~
tations on their authority.

5. ESTABLISH A NEW BUREAU FPOR PROGRAM LOGISTICS TO
EMBRACE ALL PROGRAM SUPPORT FUNCTIONS

The present Office of Material Resources performs a number
of essential functions in support of general program operations. These
activities are importani in their own right and their efficient perfor-
mance is vital to program success. They must be service-oriented
with recognition that their role is to facilitate and strengthen the

agency's operational units.
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Certain functions now in O/MR should be removed to more
suitable association with other relevant functions, while other units
should be consolidaied in the logisiics area. But the complex of
functions dealing with logistic support belongs iogether and sppears
to be of sufficient importance to warrant bureau status under an
Assistant Administrator. At some later time, however, we would
arge consideration of an organization plan which woeuld bring under
single supervision both the logistics and general administration

areas. For the present, however, we propcse a dual siructure,

It is accordingly recommended that present O/MR be converted
to a new Bureau for Program Logistics, with certain transfers in and
out as indicated. The core functions of the bureau would be those as-

signed to the following present O/MR units:

. Office of Small Business

. Transportation Resources Division

. Industrial Rescurces Division

. Procurement Policy Staff

. Government Property Resources Division
. Voluntary Foreign Aid Service

. Contract Services Division
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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 connection with P. L. 480, is engaged in both resource alio-
cation and logistical duties. Several aspects of the function transcend
the scope and nature of the propesed bureau and are now misplaced in
O/MR. This refers particularly to FFP functions involving policy
formulation and interagency and Congressional liaison which should
be transferred to PPC. It is logical that all resource allocation func-
tions be unified for both P. L. 480 and the Foreign Assistance Act
since they form integral and related components of basic couniry as-
sistance programs. It is therefore recommended that these responsi~

bilities be transferred to PPC.

Similarly, implementation functions such as the negotiation of
country agreements should be delegated to the respective regional
bureaus. These are operating responsibilities which should be carried
on by the appropriate country and regional representatives. There
should be retained in the Bureau for Program l.ogistics only those

functicns currently performed for other types of assistance.
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The Contract Procurement and Supply Branch in the General
Services Division performs purchasing for the Washington and over-
seas missions consistent with GSA authority. Most of the purchasing,
as much as 90% in dollar volume, concerns commodity procurement
and general housekeeping services, It would be appropriate for this
function to remain in this branch. However, aboui 10% of the dollar
volume is involved in contracting for professional personnel services
paid for from adminisirative funds, such as data processing con-
sultants. It is recommended that responsibility for negotiating these
special types of contracts be transferred to the Contract Services
Division, located in the new Bureau for Program Logistics. That
office is more likely to have the resources, experience, and ex-

pertise that is required tc negotiate such contracts.

Finally, it is recommended as previously noted that the func-
ticns of the International Cooperative Development Service be trans-
ferred from O/MR to the Bureau for Institutional Development and
Research. This is strictly a technical service and is now misplaced
in O/MR. It should be located ‘n IDR where it can be given the same

role and relationships as apply to other technical assistance activities.
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8. ASSIGN BUREAU STATUS TO ADMINISTRATIVE FUNCTIONS

Administrative offices are now approprizately grouped under the
Assistant Administrator for Administration. These are essential
functions which underpin and support the entire AID operation and
continue to warrant their primary organizational status in the agency.
We propose, however, that these activities be formally grouped in a
Bureau for Administration embracing all the internal administrative
management programs of AID including organization and methods,

financial management, personnel management, and office services.

In order to rationalize the scope of this bureau and to assure

better functional unity, the foliowing adjustments are recommended:

Abolish the Statistics and Reports Division and transfer
its functions as follows:

National Accounts and Finance Branch}to Office of Program
Country Economic Data Branch YPolicy and Coordination

Program Reports Branch to Office of the Controll

Transfer the functions 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.
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Attendant upon these several transfers, we propose that the

Bureau for Administration consist of the following offices:

. Office of the Controlier

. Office of Personnel Administration
Office of Management Planning

. Oiffice of Security and Inspection

. General Services Division

%
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No recommendations are submitted which would change the
present arrangement of staff units now attached to the QOffice of the
Administrator. This refers to Executive Secreiariat, General
Counsel, Congressional Liaison Staff, Information Staff, and Operations
Evaluation Staff. There are some problems of relationships involved
with some of these units, but our review has not been sufficiently

definitive to warrant further comment.

Exhibit II, tollowing this page, summarizes proposed functional

transfers and organizational adjustments.



FROM
Present
Office

AA/TCR

AA/DFPE
C/ENGR

0O/PS

O/LAB

AA/MR

MIS

AAJA

EXHIBIT 11
Ageacy for International Development

SUMMARY OF PROPOSED FUNCTIONAL TRANSFERS
AND ORGANIZATIONAL ADJUSTMENTS

TO
Proposed Bureau
Function or Office
All present funciions, except those specified below: AA/IDR
Industrial Development, Transportation, and Housing
Service (IDTH) AA/CDPE
A3l functions AA/CDPE
A1l functions AA/CDPE
Staff functions AA/IDR
Operaiing functions Regional Bureaus
All functions AA/IDR
Al functions except those specified below AA/PL
International Cosperative Development Service (ICDS) AA/IDR
Food for Peace Division (FFP)
Policy formulation program pianning, inter-ageacy
and congressional liaison AA/PPC
Program negotiation and implementation functions
(P.L. 480) Regional Bureaus
Commedity technical services AA/PL
All functions AASASS&L
All functions except those specified below: AA/A
Statistics and Reports Division (SRD)
National Accounts and Finance Branch AA/PPC
Country Economic Data Branch AA/PPC
Office of International Training (Q/IT) AA/IDR
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V. EXECUTIVE DIRECTION AND CONTROL

in any big and ramifying agency such as AID, the Administrator
can be expected to make but a small fraction of the decisions necessary
to maintaining a sound and progressive flow of operations. He must
not only be sure that he has a mature basis of facts and judgments for
his decisions, but that the machinery of administration will produce a
subordinate decisional pattern which is consistent with his policies
and desires. The Administrator must be free to concentrate on the
basic directional functions of planning and policy but cannot 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

where he can observe and communicate at first hand.

All these requirements place weight upon the devices of manage-~
ment control which permit the Administrator and his deputy to be
broadly informed and which facilitate the identification of prcblems
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 foreclosed by
swift- running events. There must also be adequate facilities for

policy, technical, and administrative surveillance so organized as to
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ield to the Adminisirator the opportunity for making those crucial
decisions which give force and precedent io his leadership. AID at
the present time does nct wholly meet these standards.

1. MANACEMENT BY DELEGATION REQUIRES AN EFFECTIVE
DELEGATION AND PROGRAM CONTROL SYSTEM

From the perspective of the Administraior, good organization
and good personnel are imperatives of successful management. A
reliable system of financial control is also essential, as well as pro-
vision for independent operational inspection and evaluation of actual

performance in the field.

in addition, there are two other prerequisites for effective execu-
tive direction under a plan which relies preponderantly on management

by delegation.

A delegation pattern which, while broadly and progressively
decentralizing responsibilities down through the hierarchy
1o the field, reserves precedent and policy decisions to the
Administrator as well as those which may embody factors
of unusual public or congressional interest.

A rmhanagemen? and program reporting system which keeps
him well 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
alwavs be snlely at the behest of his subordinates but must
be at his own discretion as well.
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2. THE BASIC DELEGATION PATTERN IS SCUND, BUT PROVISION

SHOULD BE MADE FOR MORE INTENSIVE REVIEW OF
TECHNICAL ASSISTANCE PROJECTS AT SUPERIOR LEVELS

The key io any delegalion pattern is 2 ciear and unequivocal
body of policies authoritatively expressed which serve as governing
parameters for subordinate decision-making in particular instances.
When policies are clear and expiicit, power can be entrusted down the
line with relative confidence in its faithful exercise. As already in-
dicated, continuing improvement is needed on the policy-making front

in both program and operational areas.

In spite of inadequate policy guidance in some areas and a
tendency to retain control over some minitiae, particularly between
headguarters and field, the delegation pattern of AID has developed
progressively, strongly, and in the right direction. To the outsider,
the delegation and redelegation instruments give the impression of
being fragmented, ad hoc, 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 codification. But the
general delegation policy is sound though subject to improvement in

some specifics.
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We are disposed to recommend a reduction in the present high
limits of regional authority with respect to technical assistance pro-
jects {up to $1 mililon for new and $7 miliion for continuing projects).
No specific change in the amounts of the formal delegation shouid be
made, however, until more definilive study isclates the levels by type
and character which should formally be reserved for top review and

approval.

In addition, however, as suggested in Chapter IV, we recommend
that the proposed ceniral technical staffs, specifically the Assistant
Administrztors of IDR and CDPE, be authorized to select out of the
headquarters review process those projects which, in their judgment,
warrani special analysis before finzi approval. Such projects should
be those most critical in terms of achieving L.AS objectives without
reference to time or budget cycle or whether new or continuing. The
staff bureaus may then chocse to advise the regional bureau of their
recommendations, or they may wish to advise the Administrator of
their views for his further consideration and decision. Further re-
finement and clarification of this proposal will be required before it is
ready for implementation. But such discretionary 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

Administrator.
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3. PROGRAM REPORTING IS NOT SYSTEMATIZED AND IS NOT
ORIENTED TO TOP MANAGEMENT NEEDS

Any top executive must rely on the good judgment, sensitivity,
and lovalty of his subordinates to keep him informed and to refer
matters for his consideration which warrant top attention, even though
the matter is covered by formal delegation. AID Assistant Admin-
istrators and other executives are conscientious about this matier and
refer issues and reports to the Administrator in which they believe
he would be, or should be, interested. Furthermore, executive staff
meetings, the Operations Review Committee, and other devices are
useful to keep information flowing and to identify problems. However,
full reliance cannot 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 AID is a meaningful and useful
management reporting system. At present, while a mass of operational
detail is produced by the organization, it cannot be said, with some
exceptions, that a comprehensive and adeguate management reporting

system exisis in the agency.

Instead, AID officials are largely dependent upon a continuous

flow of daily ac.ivity information obtained through staff meetings,
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informal conversaiions, and review of cables, airgrams, and logs.
Although such means of communication are necessary and useful,

they do not provide the Administrator and his principal assistants

with the full means by which to appraise program and progress results.
Equally important, there is liitle atfempt to identify, through periodic
reports, anticipated problem areas and the future implications of

alternative courses of aciion.

Principal deficiencies existing in the agency's present reports

to the top staff in Washingion are as follows:

Reports are primarily compilations of statistical detail,
with relatively liftle analysis and interpretation of the
significance of the data being reported.

. Report preparation offices have few guidelines regarding
the need of top officials for periodic information. Further,
they have only limited recognition of the tremendous work-
load pressures on these officials, and their consequent
inability to find time to study and analyze reports. Thus,
many reports submitted to these officials are not used,
except occasionaily as reference documents.

The concept of "manager nt by exception' is almost
entirely lacking in the types of reports now prepared for
top management.

Only limited attempts have been made to establish "bench
marks' by which the meaning of present actions can be
measured and appraised. Whether a particular function is
ahead of or behind the target, budget, plan, or other type
of predetermined goal is rarely indicated in reports.

Data reported are almost entirely historical in nature,

rather than incorporating projections or estimates of
future conditions.



With the exception of the Management Report, relatively
few reports submitted to top officials contain trend or com-
parative data designed specifically for management
readership. Because of other limitationg, including some
of those mentioned above, even the Management Report is
of limited value to present officials.

Present reports are largely concerned 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 to be given less
emphazis than the rapidity with which funds are committed
and expended. To put this shortcoming ancther way, AlID
reports stress accounting for funds rather than determining
the value received from their use.

4. A COMPREHENSIVE MANAGEMENT REPCORTING 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 the principal instru-
ments of the Administrator in his continuing efforts to stay abreast
and to give him the opportunity to select from the massive flow of
operations those issues, projecis, or 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 2 management reportin
£ o=

system for AID are as follows:
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Information submitted to each level of management should
be related io the level of responsibility of the person
receiving it.

Actual need for information by the recipient should be
clearly established.

Clear distinciion should be made among the following

basic types of management information needs in order
to establish the content, freguency, and timeliness of

data reported:

- Action

- Planning

= Pclicy determination
- Information

['ate reported must be readily usable for management
purposes. To this end, information should be summarized
as it moves upward in the organization, with appropriate
highlights of significant developments.

Reports should contain sufficient “clue points, " or danger
signals, which alert management to trouble spots before
they become critical.

Appropriate yardsticks or bench marks should be estabiished
whenever possible for measuring accomplishment against
some predetermined goal.

Reports should provide an integrated analysis of financial,
program and personnel data in order that a composite
appraiszl of operating effectiveness and performance
against bench marks can be rnade.

Appropriate combinations of graphic presentations and
textual explanation should he incorporated in reports when
trend data and variances are to be highiightad.



A sound and well-articulated system of program and management
reporis can well prove to be the most constructive means for maximiz-
ing the knowledge and capacity of the Administrator and his deputy in
governing this great and complex agency. As indicaied in Chapter IV,
we propose to place basic responsibility for this function in the Office

of Program Policy and Ceoordination.
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Vi. STRENGTHENING THE PLANNING AND
EVALUATION FUNCTIONS

The Agency for International Development and its predeces sor
agencies have appropriately assigned a high priority to their planning
and evaluation functions. Resulis have varied in their perception and
effectiveness, and have cccasionally failed to exert an enduring, con-
structive influence on AID operations. For example, the inability of
AID regularly and rigorously to develop an evaluative memory and the
lack of administrative procedures to apply acquired experience to

similar problems on a worldwide basis have been noted.

Evaluation receives considerably less formal atiention than
planning, but is present informally in most planning judgments. While
AID/Washington is vitally concerned with the implementation process
and with efforts tc speed it up and make it more effective, it has
necessarily assigned a higher priority to its planning and evaluative

roles.
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1. SEVERAL DISTINCTIVE EFFORTS HAVE BEEN MADE IN
RECENT YEARS TO STRENGTHEN PLANNING AND
EVALUATION

A number of actions have been taken in recent years to strengthen
AID's planning and evsiuation functions:

. The program planning process has been carefully organized,
set forth in writing, and tightly scheduled.

. Increasing emphasis has been placed on long-range planning
through the development of long-range assistance strategies
for selected countries.

The planning process has been generally speeded up as a
result of the placement of technical staff resources in
regional bureaus.

Evaluation funciions have received continuous attention
{viz., AID/OES; CAP reviews (including E-1 reviews);
selected project, sector, and country evaluations in
depth; management and financial audits; progress reports;
and some global project reviews).

Throughout the agency, there has developed an increased
skill in the use of siatistical data and supporting dialogue
toc describe and justify program plans. There is a more
skillful and sophisticated use of planning devices and
techniques.

These have all resulied in general improvement in planning and

evaiuation functions, even though such improvement is frequently

more apparent in the form of plans and programs than in content.

In looking to the future, present AID planning and evaluation

functions offer a number of strengths that will continue to be important

and should be retained:
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Program planning receives major agency emphasis and
top management attention.

. Many basic program policies relating to the allocation and
use of resources have been formulated and are in use.
Others are in process of development. These relate to
all aspecis of programs: global economic, developmental,
nondevelopmental, and other..

. Planning systems and procedures for regions and countries
are rigorous, sophisticated, and highly structured. Long-
range strategy statements, in particular, have encouraged
careful, definitive, country long-range development
planning. They have not always accomplished their purpose.

. Annual country assistance programs (CAF's) are detailed,
comprehensive, and strongly oriented to traditional needs
within AID for structuring congressional presentations,
providing answers to detailed questions, and reflecting
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 eiforts are made to shift program scope and
emphasis in response to shifts in U.S. objectives and
strategies. There is frequently, and expectedly, a
substantial difference in the timing of such shifts on the
part of AID/Washington efforts and those in field missions.
Planning efforts frequently reflect high levels of staff
competence varying in their comprehensiveness and focus
on critical issues.

. Many excellent, productive evaluations are made of

gereral and specific aspects of AID's operations.

The scope and significance of these favorable aspects of AID

planning and evaluation funciions are impressive. There still remain,

however, a number of opportunities for further improvement.
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2. THE NEED CONTINUQUSLY TO STRENGTHEN PLANNING
AND EVALUATION FUNCTIONS WILL REMAIN IN THE
FUTURE AS ONE OF AID'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 their quality, consistency, and validity.

A number of opportunities for improvement were noted during

the study:

Long-range program planning is incompiete. Some
countries and gecgraphic areas are well covered; others
require long-range planning. The content of LAS's and
Goal Plans is uneven in quality.

. Country program planning remains the most critical
element in the entire planning process and countinues to
offer opportuaities for improvement.

Agency programming procedures are tending to become
overformalized, too structured, too demanding of field
and Washington staff fime and talents. These procedures
may have exceeded the point of diminishing returns, in
some elements, and may require simplification and more
selective emphasis.

Country assistance plans (CAP's) 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 rescurces 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.

g Ly
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The Administrator is cccasionally involved too heavily in
capital project loan matters, insufficientiy in technical
cooperation project matiers.

Technical suppor: of agency planning and programming
functions, at both regional and staff levels, is uneven in
quality, scope, and emphasis. Both TCR and DFPE
contribute too little to the planning and programming pro-
cesses of the agency, and are underutilized, in large part,
as sources of technical support.

The overview functions of O/PC and TCR, as well 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 unsiructured and not part of a general plan to focus
on the most critical giobal needs of the agency. The
quality and usefulness of evaluation findings vary and
result in uneven foilow-up action.

A number of these opportunities to improve program planning

and evaluation can be realized in time through a propriate remedial

actions.

Some, however, will be restricted as a consequence of

unavoidable rigidities built intc the structure and cperations of the

agency.

A FEW KEY ASPECTS OF UNITED STATES FOREIGN

ASSISTANCE PROGRAMS WILL OPERATE AS REALISTIC

LIMITATIONS TO OPTIMUM PLANNING AND EVALUATION

EFFORTS

AID has a number of characteristics that will limit its ability

to accommodate fully to opporiunities for improving its program

planning and evaluation functions. These include:
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Manpower resources will likely never be so unrestricted

as to permit every desired and necessary aspect of planning
and evaluation io be completely staffed. It will likely
always be necessary to accommodate t0 manpower ceiiings
and apply judgments selectively.

AID can never be so completely thorough and precise in
its operations as to avoid errors. Efforts should be made,
through organization structure and management processes,
to minimize the chances for gross error, but complete
avoidance is unattainable.

Manpower quality will always refiect a range in competency-
Allowances in organization structure 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 considerations, and unpredictable develop-
ments in the governments and economies of less developed
countries all serve to restrict optimum planning and
evaluation efforts.

Basically, if sound program planning is to be done, it must
be done in the field. AID/Washington can: (1) provide
guidance, (2) confirm a good job, (3} recognize a bad job
and send it back to the misgsion, (4} perform minor Improve-
ments in structure and arrangements, and (5) apply a much
broader, more penetrating perspective than the mission.
However, AID/Washington can.iot substitute for the mission
nor provide the difficult, bes:z, substantive, country-level
input into the planning process.

Restated differently, AID/Washington is faced with realistic

limitations on what it can do to reshape a pocr job of country planning.

The point of diminishing returns is reached rather rapidly when AID/

Washington regional and staff efforts become out of proportion to any

substantive benefits that might acerue to the plan itself. Asa
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consequence of these efforis, the plan might read better and more

convincingly; it is not likely to be a beiter plan.

With these restricting forces in mind, there are a number of

actions that can be taken io improve program planning and evaluation.

4. FOCUS ADDITIONAL EFFORTS ON LONG-RANGE PLANNING,
AT ALL LEVELS

The benefits that accrue to AID from effective long-range planning
are substantial and well recognized. Toc name just one, annual pro-
gram planning is substantially more sound and in betier balance when
structured within the context of a prior cstablished long-range plan.
The development of comprehensive country planning mechanisms and
the long-range assistance strategies within AID (plus the national
policy papers of DOS) are important long-range planning devices.
However, 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 arcund the economic aspects of
national development, and do not include equally detailed projections
in depth of the possible political developments, human developments,
and severzl nondevelopmental considerations that are essential

ingredients in shaping future AID programs.
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Long-range planning is of such transcendent importance to the
strengthening of U.S. foreirn assistance programs that special eiforts
should be made io improve such planning. The following actions are

recommended;

Streng*hen the staff resources of the new Office of Program
Policy and Coordination io enable it to devote additional
professional atitention and support to the long-range
planning function.

Develop more comprehensive long-range projections of
global, regional, and area requirements and plans for
possible AID 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 a2 reasonable number of years.

Continue {6 make major use of LAS reviews, Goal Plan
appraisals, intensive evaluations of Parts I and II of
CAP's, and continucus intensive technical dialogues as
the principal devices for focusing on long-range policy
implications and compliance.

Strengthen the staff input to LAS reviews. This is ex-
pected to continue {0 be the single most important
long-range planning mechanism for country crogram
planning. Specifically,

- Continue to bring together key mission and AID/
Washington staff and DOS and other agency staffs
for LAS reviews.



- Reguire written staff inputs {o LAS reviews
(reactions, comments, suggestions, questions),
not only from AID, but from DOS and other federal
agencies involved in such evaluations. Negative
responses, or silent participation, should not be
acceptable. A technical input is likely always
required and every feasible effort should be made
to extract such contributions to the planning process.

Continue to use the present policy and procedural guide’ines
prescribed in the 1020 Manual Order series.for the develop-
ment of long-range assistance strategies. This is an
excellent set of policy and procedural guidelines and will
continue to be valid.

The agency has made commendable progress in recent years in

the development of long-range plans, and should continue to focus on

this key function, at all levels.

5. STRENGTHEN PROGRAM POLICY GUIDANCE

Program policy guidance is available today in considerable
depth and detail. The need is to strengthen the role of PPC as the
single point in AID responsible for coordinating 21l policy matiers
and determining which have application to overall program planning,
allocation and use of prograr resources, and similar program

consequences.

This judgment cannot be left to the discretion of originating
offices. Procedures should be strengthened to assure that all policy

determinations are reviewed by PPC before approval so that this
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office can ascertain their effect on program considerations. Once
approved as poiicy, the AA/A should continue to exercise responsibility
for assuring thai irnpiemeniing manual orders are in full compliance
with the intent and scope of the basic authorizing policy.

6. IMPROVE PROGRAM PLANNING THROUGH MORE EFFECTIVE
EMPLOYMENT OF EXISTING PROCESSES

An excellent though very detailed program planning and review
process has been established by AID through its 1020, 1200 and 1300
Manual Order series. Extending from detailed, comprehensive in-
structions on the development of LAS's, CAP's {(CASS), Goal Plans,
and project details {E-1's} to the equally comprehensive implementa~
tion procedures for capital development and technical cooperation
programs, these series provide detailed guidelines for program

planning and implementation purposes.

The need is to improve the judgments, precisicn, anc thinking
that comprise the substance of plans prepared under established guide-
lines and also to simplify the procedures and gradually delegate more
of the detail to field commissions. Several actions are recommended
with this goal in mind:

Continue to use the "“call for budget estimates, " CAP
(CASS) reviews, project {E-1) reviews, and special
communications as the major devices for focusing on

policy implementation and review in annual country
program planning.
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- Obtain a positive PPC, IDR and CDPE contribution
{not simply a clearance} to the '‘call for budget
estimates''--the basic instructions for preparation
of CAP's.

- Use LAS's as the means of projecting specific country
program trends, shifts in policy and emphasis, check
points for review of policy, and other program
planning guidelines that extend beyond the budget
vear.

- Upgrade the quality and precision of regional staiff
reviews of CAP's, especially project details for
technical cooperation projects {E-1's} and capital
development loan projects. This will require up-
grading the staff selectivity in concerned regional
offices.

Bring IDR and CDPE into the review cycle when they can
be helpful. All 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 the agency technical staff bureaus
for that purpose, should be approved by the Administirator.

The geographic area desk officers and country desk officers
should exert primary efforts to cause the mission to focus
on planning at least 2 years ahead of the budget year. This
is an effort complementary to, and based on, the LAS
determination and review. The mission must be guided to
a practical review--well ahead of the intensely time-phased
annual budget cycle. This should be directed to program
composition and balance and project content in order to get
early AID/Washington notice of general concurrence 1o
actions that require substantial advance notice {(e. g-,
project terminations, staff reductions or increases, new
sector programs or major shifts in activities, etc.).

To do this most effectively, country desk offices and
geographic area offices should be strengthened.
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Seex ways to simplify agency program procedures and
guidelines, especially with regard to AID/Washington
involvement in review and approval procedures. Under-
standably, this must depend upen a concomitant develop-
ment of programming expertise in field missions. One
way to develop field expertise is not to make agency pro-
gram planning procedures more complicated, but to make
AID/Washington review more perceptive and analytical.
This can be done through transmission of constructive
guidance relating more to 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 requirements of the current AID/Washington budgeting
exercise with the least time and energy input required, and
then focus on field implementation matters. Superficial or
low-level technical reactions to field submissions rein-
force this attitude.

PPC should continue to be involved selectively in the review
of CAP's, in the regions. Similariy, 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 io respond effectively). They should exercise a
positive overview function, ascertaining that adequate
technical and overall program reviews are conducted by
regional bureaus.

Overall, every reasonable means should continue to be exploited
to strengthen the capabilities of fieid missions to prepare meaningful
country programs. AID/Washington efforts can help in this process

but cannot substitute for mission input.
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T PILAN AND VALIDATE PROGRAM EVALUATION PROCESSES
SO AS TO FOCUS SUCH EFFORTS WITH GREATEST EFFECT

The agency is invelved in a constant stream of evaiuation efforts.
These are performed at all levels of AID, by all major staff offices,
and by each of the four regional bureaus. Special ad boc evaluation
teams are used occasionally for special tasks. All of these efforts
result in a bewildering array of evaluation findings that serve many

purpcses.
In general, evaluation functions within the agency need to be:

Structured according to plan

Reviewed in advance against a few key policies and deter-
mined to be valid and necessary '

Conducted so that their results are used with the broadest -
possible effect to benefil the agency

This ie not to suggest that there should be a single focus for
actually conducting all evaiuation efforts of the agency. There are
many good and sufficient reasons for many evaluation efforts by
separate AID offices. The recommended reorganizations of PPC,
IDR, and CDPE provide for each to exercise selected evaluation
functions. Similarly, regional bureaus, USAID's, and technical
support offices of AID have requirements for spea:ialized evaluations.

But we suggest that PPC be designated as the office responsible for

overview and coordination of this function for the entire agency.
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The problem is intensely complex and detailed. The terms of
reference for this survey did not permit us to examine this area of
AID operations in depth. Mevertheless, 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 all times what
significant evaluation projects are completed, under way,
contemplated, or required, This should be PPC.

New thinking is required to devise v}ays of incorporating
evaluation findings into AID's "memory' where it can be

readily recalled and applied to future judgments.

Evaluation techniques and devices need to be reappraised.




Vil. REGIONAL OPERATIONS

The regional bureaus of AID were created in their present image
following the reorganization of 1961. They exist today as strong,
largely self-contained units responsible for directing the field opera-

tions of the agency, principally through couniry 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. While generally operating
well in their own orbits, some sections of regional operations appear
to be somewhat bureaucratic in outlook vis-a-vis field missions and
other headquarters offices. Regional office performance, though now
good, can be further improved.

1. REGIONAL BUREAUS HAVE SIMILAR FUNCTIONS BUT TEND
TO ADOPT DISCRETE ADMINISTRATIVE ARRANGEMENTS

Although highly independent, and with due recognition of the
amalgamation of the Bureau for Latin Ametrica (AID) with the Bureau

of Inter- American Affairs (STATE), the four regional bureaus have

approximately the same functions and basic operating systems:
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. Each has responsibility for, and is staffed to provide:
- Development planning services
- Capital development services

- Technical 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 similar management support
services, including contracting, personnel, ceniral files,
and other administrative services.
BUR/AFR is responsible for a number of field operations
serving more than one country, which have been con-
solidated in a separate unit titled: Regional USAID
(AFR/RUA).

Because wide latitude has been granted the regional bureaus in
their administrative arrangements, sigunificant variations have developed.
In part, this reflects suitable response to dissimilarities in geographic
regions and programs as well as differences in individual executive
practices among the Assistant Administrators. Thus, there is rather
considerable difference in patterns of delegation to field missions.

Different internal functional groupings of staff services are employed.

Also the role of desk officers varies quite widely.
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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 administrative policy and are subject to some further 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 REGICNAL BUREAUS BRING MANY ADVANTAGES

TO THE AGENCY AND THIS PATTERN OF OCRGANIZATION
SHOULD CONTINUE

As described in Chapter III of this report, there are a number
of basic advantages to a regional form of operations. In addition fo
those cited earlier in an overall context, it should be noted that the
regions have demonstrated capacity to adjust their patterns of organ-
ization and cperation to: (1) accommodate differences in program
composition and magnitude, (2) capitalize on unusual staff resources,

and (3} adjust to varying regional workloads.

Compared to the problems and frustration encountered in the
review of country programs and projects before 1861, the present
regional operations accommodate more expeditiously to program
planning and review requirements. CAP's, E-1's, clearances

(IAD's), and related communications travel shorter internal AID
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routes, are more easily folilowed up and expedited, and generally
receive more rapid aitention. 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 alsc be noted that engineering and development loan ser-
vices are reported to show distinct recent improvements.
3. THE REGIONAL BUREAUS SHOULD MOVE TO PROVIDE

INCREASINGLY EFFECTIVE SUPPORT OF PROGRAM
PLANNING ANDIMPLEMENTATION ACTIVITIES

The regional bureaus have performed with increasing effective-
ness since 1961, during a difficult period of transition, and their
operations 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. regions 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.
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Some functional groupings and organization titles in
regional bureaus need to be revised to reflect changing
circumstances.

Increased delegations to field missiors and cooperating
countries are indicated as likely future needs, to reduce
AID/Washington involvement in program operations, and
to accelerate implementation actions.

REGIONAL OPERATIONAL POLICY SHOULD ENCOURAGE

WIDE FLEXIBILITY AND THE EXERCISE OF DISCRETIONARY

JUDGMENT AT CPERATING LEVELS, WITHIN MANAGEMENT

AND POLICY CONTROLS

The organization and operating systems established for the

governance of the AID program should be founded vn and accommodate

these basic premises, with respect to both headquarters and field

relationships:

Headquarters should reserve those judgments and decisions
that must be based on global or regional considerations.

Judgments and decisions that are based primarily on an
evaluation of country conditions or 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 1imits of discretion and broad program changes
rather than atiempting to stipulate particular types of
activity or program content.
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. Procedures designed to prevent mistakes and which
necessarily introduce restrictive conditions should be
balanced against a procedural pattern designed to encourage
the exercise of sound judgment within basic pelicy and
program limits.

. AID must be prepared to take the risk of possible mistakes
of commission in the field and accept this as preferable to
likely errors of omission for untimely performance. '

wn

STRENGTHEN THE TECHNICAL ADVISORY SERVICES IN
REGIONAL BUREAUS

While noting that the services provided by technical staffs in
the four regional bureaus {technical cooperation and capital develop-
ment functions) have been improving during recent years, there is
still room for improvement. These services a"e of such importance
t0 the regions that every reasonable means should be taken to strengthen
them. This should take the form of improving the professional com-
petence of “~chnical staffs, relieving staff members of many routine
involvements, and, in a very few instances, adding additional staff

members.

Again, in recognition of regional differences, no single plan of
improvement will be suitable for all regions. However, the following
courses of action are likely to have some application to each region,

and should be employed to the extent they are appropriate:
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. Reexamine the scope and depth of technical expertise now
available. Are the right fields represented? In sufficient
depth? Are the numbers of people right for workloads?
Should there be new iechnical fields added? Can better
use be made of contracts for scarce technical services,
including PASA's? Is adequate use made of IDR and
CDPE (formerly TCR and DFPE}?

. Discontinue a number of personnel functions of 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 hire personnel, but transfer other personnel-related
functions o regional and agency personnel offices.

. Reestablish the primary focus of regional technical staff
efforts on the review of country programs and projects.
Minimize their involvement in personnel, contract, and
administrative suppori functions. Euncourage increased
review and appraisal of the technical components of
country programs during periods of time between annual
CAP and E-1 reviews.

. Develop techniques whereby new and major continuing
technical cooperation projects are given the same intensive
staff review (in the regions} as capital deveiopment 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.
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8. ENHANCE THE ROLE OF THE COUNTRY DESK OFFICER

Possibly no other position in AID is subject to such varied
demands and stresses of time and circumstance as is the country desk
officer {and the geographic area desk officer). Attempting fo bridge
the gap beiween AID/Washington and field USAID's 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 couitry. There is no standard answer.

The key role of the desk officer is clearly evident, and many of
our recommendations impinge to some extent on this function. While
the specific role of desk officers varies from region to region, they
perform a number of key services and their effectiveness should be
enhanced. A number of sieps 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 to the mission deputy director, and as a
direct representative of the Assistant Administrator.
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. Place the desk officer in an ''action responsible’ position
for as many AID/Washington actions as possible, even
though the substantive input may be made by some other
office (e.g.. capital development project loans contracts,
PIO/T's, E-1's, and so forth). This will result im:

- 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 a focusing of executive attention
on bottlenecks

- Improved consistency in AID/Washington-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 intc 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.

. Appraise 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 extent), {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

remains a difficult judgment and will require continuing appraisal.
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7. INCREASE DELEGATIONS TO 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. As noted in other chapiers
of this report, many specific delegations to field missions have been
made. In addition, there is still in progress a piiot siudy of aimost
complete delegations to USAID/Ethiopia. The results of this experience
are inconclusive at this point although it is apparently prcoceeding

satisfactorily.

In general, we recommend increased delegations to field missions
in most AID matters. The agency should establish a minimum standard
set of delegations to field missions which regionzl bureaus may exceed
at their discretion, but cannot fail to provide without specific author-

ization by the Adminisirator.

This will, of course, require the development of the necessary
skills in participating countries and field missions. It will also re-
quire AID/Washingion to design administrative systems and procedures
that will enable these delegations to be implemented successfully,
without the introduction of so many checks and balances as to counter-
balance the poiential benefits of increased field delegations. Progres-
sively. we envision a redeployment of personnel, perhaps of signifi-
cant dimensions, from headquarters to the field. But this will require

much careful study.

v%‘
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VIiii, LOGISTIC AND CONTRACTING 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 agencies. Through its Transportation Resources
Division, it maintains compliance with the so-called 50/50 provisions
of the Foreign Assistance Act of 1961; the Industrial Resources
Division provides technical services required by regional bureaus
and suppliers in the impilementation of commodily import programs;
the Office of Small Business brings AID-financed trade opportunities
to the attention of American business; various nther divisions and

staffs provide equally imporiant and necessary services.

Our survey did not encompass a review in depth of the several
divisions comprising O/MR., In many areas and on some special
projects, O/MR appears to be doing a satisfactory job. However,
implementation of the proposed revisions and transfers suggested
earlier should be the cccasion for a2 reexamination of the organizational
arrangements, methods and systems, and manpower requirements of

the unit and its components.
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The principal problem confirmed in this area related to con-
iracting, the subject of the remainder of this chapter.
1. FORMULATION AND RECOMMENDATION OF CONTRACTING

POLICY IS THE RESPONSIBILITY OF THE PROCUREMENT
POLICY STAFF OF O/MR

Contracting for services has been a persistent problem for AID
and has constituted one of the most serious impediments to prompt
and effective program implementation. The contracting function was
decentralized as part of the 1981 reorganization, with each regional
bureau maintaining a unit for this purpose. A fifth unit, the Contract
Services Division »f O/MR, performs contracting functions for other

than the regional bureaus.

A Procurement Policy Staff, also in O/MR, has been assigned
responsibility for formulating and recommending agency-wide policies,
standards, and criteria to govern all AID contracting for services.
This staff is also respoﬁsib’le 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 Glick

report for a strong central policy staff to perform such functions.

The need for a uniform framework within which the regional

bureau's contracting units would operate was clearly recognized at
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that time. On the other hand, the Glick report also recognized that
Assistant Administrators would find it necessary, on occasion, to
set aside considerations of uniformity. 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 HAS UPDATED AND RECODIFIED REGULATIONS
GOVERNING COMMODITY PROCUREMENT, LITTLE OR NO

PROGRESS HAS BEEN MADE IN THE SERVICE CONTRACT
AHREA

The special "Project Implementation’ focused on the need for
agency-wide policies, standards, and criteria to govern procuremernt
of both commecdities and services. Task forces were assigned to both
aspects. The revision and recodification of Regulation I, recognized
as a basic need for many years, constituted a substantial achieve-
ment by the commodity procurement task force working in conjunction

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 many impor-
tant policy problems in need of resolution. However, when the task
force was disbanded, many basic problems were left to the

Procurement Policy Staff for resolution.
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Although the Procurement Policy 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 1859, which, with the
passage of time, has become increasingly less useful as an adequate
guide to contracting for AID. In addition, there is a broad area of
guidance still required for borrower/grantee contracting.

3. THE PROCUREMENT POLICY STAFF HAS NOT DEVELOPED

A TECHNIQUE FOR DEFINING POLICY ISSUES AND UNTIL

RECENTLY LACKED A FORUM FOR RESOLUTION OF SUCH
ISSUES

Except rarely when unanimity on the resolution of a problem
existed throughocut the agency, the Procurement Policy Staff has been
unable to promulgate doctrine concerning coniract services. This
area of concern is admittedly complicated and extensive, but no
technique has been developed to approach the problems asg they occur. |
Rather, there appears to have been an uniortunate tendency to at’cempt

to tackle broad areas in massive proposals not subject to assimilation.

For 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 distinguish

\ &
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those paris of the Federal Procurement Regulations left unchanged
and those paris which would be amended. Accordingly, the document
had to be compared, page by page, with the equally voluminous
Federal Procurement Regulations to gain complete understanding of
what was intended. Had the drafters taken one section of the regula-
tions at a tirne and indicated clearly the manner and degree to which
it was proposed that AID deviate, much more productive results

could have been obtained.

In those instances where fairly discrete subject matter has been
chosen, the Procurement Policy Staff seems to have been unabie to
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 Committee, a proper forum
for the resolution of defined issues was not in existence.

4. AID MANAGEMENT IS AWARE OF THE PRESSING NEED

FOR A BODY OF SERVICE CONTRACT POLICY AND HAS

CONSTITUTED A NEW TASK FORCE TO DEVELOCOP THE
BASIC FRAMEWORK

Upen the joint recommendation of the Assistant Administrators
for Materials Resources and Administration, the AID Administrator.
has established a new task force under the leadership of a senior
officer with headquarters and field experience to deveicp the basic

framework of a body of service contracting policy.

end
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This action, plus the planned redrafiing of the uniform uiiversity

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 an authoritative body of policy

is indispensable to confident, prompt, and faithful execution of the

contract responsibility throughout the agency.

5. SERVICE CONTRACTING SHOULD CONTINUE-ON A
DECENTRALIZED BASIS

At the present time, there are about the same number of positions
allocated to service contracting policy and operations as was allocated
when the function was centralized. Meanwhile, the number of service
contracts {other than the simple interpreter contracts) and amend-
ments negotiated has risen from 742 in fiscal year 1981, the last full
year under a centralized organization, to 1, 231 in fiscal vear 1964.
While not conclugive, this would indicate some improvement in

performance.

Decentralization of coniract negotiations and operations is
strongly favored by regional offices, which understandably prefer to
have their own contract staffs vather than to rely on a central office

whose priorities may not coincide with their own. The former
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atmosphere of highly critical complaints about delays in confracting
seems to have been largely muted. There is no factual basis for
judging relative efficiency in practice, but it may likely be true that
contracting services are now more responsive to operating needs than
under the former system. The disappearance cf the previous intra-

mural rancor is 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 and circumstances, within standard
policy, is a legitimate and necessary exercise of implementation
authority by regional administrators and their designees. AID 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 all is well on the contracting
front. There are still difficulties and unreasonable delays that threaten
the desirably swift pace of the implementation process. Many delays
are unavoidable, of course, because of substantive decisions or

country negotiations on policy conditions. But those which can be
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ascribed to AID procedural deficiencies or rigidities are subject to

correction.

Urgency is also indicated by the fact that the institutional and
business communities have been outspokenly 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
cne office against another with some success. Moreover, there is
continuing complaint about rigidities and negative attitudes in nego-
tiating and amending contracts. These situations can be ameliorated,
if not eliminated. Following are proposals to this end.

8. AID SHOULD MAKE A POSITIVE EFFORT TO FURTHER

DECENTRALIZE CONTRACTING TO MISSIONS AND TO
BHOST COUNTRIES

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 the 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
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coriracting process to USAID missions and In defined circumstances

to host countries.

At present, contracting by host countries is virtually limited to
contracting under loans. It is difficult to understand why AID pro-
cedures entrust loan coniracting authorities to host countries and
other borrowers, subject to AID approval of the selection of the con-
tractor and of the contract, but do not extend such discretion to con-
tracting under grants. The fact that 2 loan is expected to be repaid
is not an adequate base for the distinction. AID will share in any
criticism concerning any allegedly unwise assistance measure,
whether loan or grant. In the interest of both country participation

and AID administration, we urge that this policy be reexamined.

In only a few instances has AID/Washington delegated authority

io mission directors to consummate contracts in excess of $25, 000.
This limit renders the delegation of authority virtually meaningless
since few important contracts are below this level in amount. We
believe that authority to contract substantially in excess of this amount
should be progressively and selectively delegated to mission directors.
When such authority is exercised by the missions, AID/Washington
should review (not approve) the contracts consummated and provide
additional guidance tomission directors as the review process indicates

necessary.
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7. AID RELIES TOO HEAVILY ON COST-PLUS-FIXED-FEE
CONTRACTS AND SHOULD ADCPT 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.
However, lump sum contract: are supposed to be used "....whenever
the objectives and scope of the work to be performed may be defined
with sufficient precision tc enable both contracting parties to identify
and evaluate the manpower and other requirements necessary for the
performance of the contract.” In practice, CPFF contracts are used
almost exclusively for services. The rationale offered by contracting
officers is simply that the scope of work is usuvally not sufficiently

defined to permit fixed price arrangements.

There is a fallacy in the widespread belief of contract offices
that CPFTF contracts offer better protection to the government and
assure lower cost, CPFF agreements impose no obligation and offer
no incentive on the part of the contractor to keep costs to the minimum.
It can almost be claimed that the contrary is the case. Furthermore,
CPFF contracts impose a requirement on 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.
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The advantage of fixed price contracts lies in the fact that they
place maximum risk and respensibility upon the contracior and afford
the greatest incentive for efficient performance with resultant benefit
of economy. For many, if not most, projects it is entirely feasible
to define the specifications sufficient for fixed price proposals.
Question may well be raised as to the maturity of the proposed under-
taking when such is not the case. On occasion, it may be desirable
to arrange for a preliminary survey or pilot operation in order to
perm’t more complete and informed definition of the total project,

following which more informed coniract judgment can be applied.

For these reasons we recommend less reliance on CPFF con-

tracts and greater flexibility in the use of other appropriate types.

8. REGIONAL ASSISTANT ADMINISTRATORS MUST EXERCISE
POWERS OF INTERVENTION AND DECISION

Covernment 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 exercise of discretion and judgment on matters not precisely

defined in law or regulations.



While a clear body of agency-wide policy and standards will 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 Assistant Administrators and comparabie officials
in staff offices now have the authority, on their own initiative, to re-
solve issues of judgment or to set aside standards when in their view
the prescribed standards are inconsistent with the fulfillment of pro-
grarm requirements. The problem is that this authority is not adequately
exercised. Intervention in contracting issues is infrequent, leaving
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 breader judgmental base and who are prepared to
exercise the discretion intended. Even thcugh the details of contract
preparation and negotiation are entrusted to technical contract officers,
responsibility for their oversight and for making discretionary decisions
should be vested in the operating superior. No subordinate contract
officer should be allowed to enter negotiations without such direct

supervision and immediate point of decision.
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9. TECHNICAL CONTRACTING OFFICERS SHOULD BE CAST
IN A SUPPORTIVE RATHER THAN JUDGMATIC ROLE

Contractors, both profit and nonprofit, to a large extent are
familiar with laws and regulations governing government contractors.
It may fairly be assumed that those contractors who are not s0 familiar
are willing to learn and that they also fully understand the force of law
in these matters. Problems with prospective or current contractors
are, therefore, substantially limited to the areas in which ground
rules are not precisely defined and latitude exists for discretionary
determinations. Reduced to its simplest terms, the problem in the
initial instance is to motivate contracting officers to avoid narrow
protective attitudes, which do not serve the government well in any
case, while properly insisting on compliance with the specifics of law

and regulation or advising their superiors thoreof.

It must be recognized that contracting officers assume personal
responsibility when signing contracts not onity for compliance with
pertinent laws and regulations but also for the exercise of judgment.
M oo, cacting officer can be directed to sign a contract if he believes

it in error as to either law or judgment.

The problem has been that technical contracting officers have
been given too much respoensibility and latitude for negotiation and

decision on behalf of the agency. Because theyare knowledgeable in



the intricacies of federal procurement, while but few operating officers
are so informed, they are put in leadership or decisional roles often

beyond their competence or level of responsibility.

Career contracting officers should be used to the maximum--
they can be extremely useful and helpful. But they must be considered
as being engaged in a technical ministerial role. They should on their
own initiative vrefer upward for policy decision those issues not within
their capacity or responsibility. Furthermore, each contracting officer
should be instructed to report upward his intention to reject proposals
or requests of contractors which have been endorsed by the country
desk or area officer when such propositions do not involve departure

from law or regulations.

Above all, regional administrators and operating or staff officers
authorized to execute contracis must be prepared to substitute their
judgment and sign contracts if and when they 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.



IX. ADMINISTRATIVE AND FINANCIAL FUNCTIONS

Administrative activities are suitably grouped under an
Assistant Administrator though there are certain transfers and
adjustments previously suggested which would represent better
functional association. Our general impression, based largely on
summary observation, is that the several offices are operating well
but with some particular opportunities for improvement discussed

in the following sections.

OFFICE OF THE CONTROLLER

The Office of the Controller performs, on a centralized basis,
the accounting, auditing. budgeting, and miscellaneous financial
management functions for AID/Washington. These functions are
pervasive and strategic in that they are an essential part of aimost
every AlID activity or decision.

1. CONTROLLER OPERATIONS HAVE GROWN MORE COMPLEX
WITH PROGRAM CHANGES AND RISING WORK VOLUMES

Examination of financial functions as performed today In
comparison with the siiuation which existed a few years ago

strikingly reveals the impact of changing organization and procedures



orants io loans is illustrative.

on a staff office. The swiich from g

Loan servicing was handied on a reimbursable basis by the Expoert-
Impori Bank until a short time ago because it required only two Or
three people. Today, 26 personnel with steadily increasing pro-
ductivity are preparing amortization tables, maintaining loan
accounts, billing periodically for principal and interest 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 volume and complexity. No longer
are commodity imports financed under one set of ground rules.
The "alternative'' method, the special letter of credit, and other
devices have been iniroduced which require custom handling of
formerly routine transactions and which induce a vast increase in

the number of such transactions.

Differences in operating philosophy and arrangements among
regional bureaus also have their impact and call for different handling
of similar transactions among regions. LA has decentralized its
loan operations and the relaied financial management functions
gravitate in large part to the respective mission controllers. But
AFR operates on a centralized basis and disbursement coutrol over

the loans must be handled in the Office of the Controller.
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Thus, all changes in policy, program, or procedures within
AID bring swift repercussions to the Controller's Office requiring
corresponding adjustment. The effect of program and policy de-
velopments over the years has been to increasge the Conircller's
workload nrogressively and substantially. Impressive gains in
productivity have greatly reduced the rate of necessary staifl in-
crease to handle the larger work volume.
2. MEASURES SHOULD BE TAKEN TO REDUCE AUDIT

WORKLOAD AND IMPROVE AUDIT QUALITY AND
TIMELINESS

The vast increase in the number of {ransactions handled by
the Financial Review Division--in both the Voucher Examination
Branch and the Price Analysis Branch~-as a resuit of the introduction
of the "alternative’ method of financing commeodity import programs
has been brought to the attention of the Operations Review Commitiee.
The committee is now examining the possibility of placing a minimum
value on the transactions which can be financed under the alternative
method much as has always been the case under the standard method.
Such a move would lead to elimination of a substantial number of
small transactions {not infrequently of less than a dollar in value)

and make possible improved audit quality.



In the contract area, the newly acquired authority to establish
predetermined overhead rates for universities instead of provisional
rates should be seized upeon as an opportunity to reduce substantially
the audit time required on such contracts. This will also remove
a major 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 or other type of
institution reveal consistent reliability of the documentatio_n; ATD,
from the standpoint of sound management and generally accepted
audit principles, should feel free to eliminate or reduce the ntensity
of such audits. Increaszd use of 'fixed price' and "time-rate" con-
tracts, recommended elsewhere, would also operate to reduce the

contract audit worklecad and nermit better quality.

Unless such measures and others of a similar nature are
adopted, AID faces the prospeét of ever-increasing staif demands
to accommodate workloads in the controller area arising from’
adoption of new techniques. Factors of administrative feasibility
should be elements entering the consideration of policy and program

change.
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GCENERAL SERVICES DIVISION

This division performs general administrative support services
organized in six branches, which encompass printing, travel, mail
and messenger, property management, and related services. About
170 persons are employed in the division. Operations are satisfactory
in thzt the basic structure is sound, service appears adequate, and

the supervisory staff is experienced and capable.

QFFICE OF INTERNATIONAL TRAINING

As part of iig foreign aid program, the United States finances
the training of foreign nationals in this and other countries. Ad-
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 for the particular needs of participants coming from

varied culiures and environments.

The reorganization was 2 sound move, but several related
issues remain which require further careful consideration. For

example:
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There is some unceriainty, if not conflict, concerning
the exact role of this office in determining training
needs. Expanded O/IT activity in the training program
should not modify mission responsibility for identifying
country training requirements, defining programs, and
selecting participants. In ocur judgment, the O/IT
should be cast in the role of a support function for
program activities.

The work responsibilities of the programming division
and its relationship to the logistical and orientation and
counseling divisions need further clarification. The
basic issue is whether training officers, as the primary
contact for participants, can be effectively kept from
becoming involved in time-consuming nonprogram
related matiers.

The proper gualifications of training cfficers 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 participanis.

The workload of the unit tends to peak in conformity

with the school year. Recenily, an agreement was
reached with a professional association for assistance

in evaluating the educational qualifications of prospective
participanis. Greater use of the facilities of universities
for receiving reportis, issuing subsistence checks, and
making other service arrangements should be explored
to reduce the paper work volume now being funneled

into Washington.

The office is conscientiously trying tv become a more effective
service organization through the recent reorganization and by re-
solving unavoidable problems incident thereto. Further review will

be desirable following a settling-down period.
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OFFICE OF MANAGEMENT PLANNING

The Office of Management Planning, with a professional 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 withiz
this office and serves other AID units and the Peace Corps. Because
O/MP represents the most sirategic resource of AID in the manage-
ment improvement drive, it is treated in more detail herein than

other offices.

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 and complicated as AID. However, staif resources assigned
have not permitied AID to enjoy the full potential of this office in
helping to resolve either the procedural or organizational problems
confronting the agency. More internal management analyses and
deeper involvement of the office in organizational matters, particu-

larly below the office level, are clearly desired.

Management Planning has not been able to devote its full

energies to a planned program of management improvement for

several reasons:
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The office is frequently assigned ad hoc but high~-priority
special assignments 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 house-

keeping activities that are not suitably placed in the
office.

The unresolved question of the appropriate role,
emphasis, and location for the EDP division has pre-
vented the development of a broad management program
for data processing.
The Office of Management Planning is taking a number of
remedial steps within its authority to remedy or otherwise soften the
impact of these factors upon internal operations.

1. PROCEED WITH THE SIMPLIFICATION OF THE INTERNAL
STRUCTURE OF THE 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

relationships.

{2} A Program Methods Division, which specializes in
substantive program procedures along with responsibility for

selected client offices
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(3) A Management Assistance Division, which provides
advice and guidance on structure, staffing, and management
improvement problems for regional bureaus and overseas

organizational uniis

(4) An Administrative Operations Division, which is
responsible for 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.

(59 A Data Processing Division, which has responsibility
for machine systems development and for operation of the

EDP equipment.

Simplification of the structure has been considered necessary
3y the director, and appropriate moves are now under way. Al-
though final arrangements have not been completed, one plan

includes:

{1} The dissolution of the Administrative Operations Division
by transferring space allocation and several other housekeeping
activities out of O/MP to the General Services Division and
dizstributing the remaining functions between the Program

Methods Division and Management 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) The assignment to the Management Assistance Division
of expanded responsibilities for client office functions, the

manpower management program and management policy.

We support the general objectives 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 DIVISION TO ASSIST IN SYSTEMS DEVELOPMENT

Several years ago, the data processing unit was part of a
Sysiems Development Division. However, the function apparentiy
needed additional status and more continual supervisory attention.

Consequently, the unit was given divisional status.

Since then, a question has persisted as tc 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 cperations or authority
to do so. Consequently, systems development has not received

desirable atteniion.
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If past history couid be discounted, we would endorse a single
systems development division with the data processing functicon in-
cluded therein. However, the operational problems in data pro-
cessing dictate a less ambitious move at this time. Therefore,
witli the assignment of systems development responsibility to the
Program Methods Division, it is recommended as a first step that

a management-oriented data processing expert be added to that unit.

This professional should help identify data processing potential
in the program area and define the practical limitations and require-
ments imposed by the technology. He would be expected to draw
upon the expertise of the data processing staff as needed.

3. INITIATE AN EDP TRAINING PROGRAM FOR MANAGEMENT
ANALYSIS

Another step should involve placing proper emphasis upon
imparting general data processing knowledge to the analysts in
O/MP. It is recommended that an EDP training program for manage-
ment analysts be initiated along the following lines.
An initial 2~week course in basic computer
programming

A 8- to 8-week working assignment in the agency
data processing unit

An additional week's course in computer programming
which is more advanced than the basic course

g
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An 8-week assignment in programming a project
within the individual's work arez
We understand that plans for such training are included
within a broad training program which O/MP is initiating with the
assistance of outside help.

4. PLAN EVENTUALLY TO RECOMBINE THE PROGRAM
METHODS AND DATA PROCESSING 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 arrange-
ment 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-oriented division chief
who is equipped by training and background to give unified
direction to the program methods and data processing stafis
and provide a comprehensive data processing program for

the agency.

(2) Program methods staff analysts with some data

processing training as noted earlier

(3) A well-managed data processing unit that is providing

responsive, high-quality service to agency units

-
"

"
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The following section pertains to the steps needed to achieve

this last condition.

5. IMPROVE THE MANAGEMENT OF DATA PROCESSING
OPERATIONS

The data processing unit, with 33 employees, has both AID
and Peace Corps work responsibilities. The division is equipped
with an IBM 1401 computer and is now operating two shifts daily.
The services to using offices are considered unsatisfactory in terms
of both timmeliness and quality. Furthermore, as noted previously,
there is little new systems development work, and staff time is
spent preponderantly upon systems maintenance--that is, revising

and updating existing applications.

A program is required for improving the internal operations

of the datz processing unit. This program should include:

Strengthening management leadership within the
unit

Improving documentation which today is considered
to be virtually nonexistent

Reviewing the technology of the system to improve
programming language, 10 increase memory

utilization, and to assure that the appropriate equipment
is being used

Measuring workload and studying machine utilization
to determine the need for currently contracting out
certain work



6. DEVELOP A COMPREHENSIVE DATA PROCESSING PROGRAM

In working toward a resolution of the organizational and
operational problems of data processing, the agency should have
the firm guide afforded 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 foday.

Further administrative applications--The number and
quality of applications now on the equipment can be
expanded. Although there are several applications on
the machines today, there is still much mere ic be

dene. The Controlier’s area alone has severzal proposed
applications which are waiting upon the data processing
unit for attention.

Scientific applications--This poiential area involves
broad consideraiions affecting resource allocations
and the resultant consequences.

The first two areas are considered to be within the long-term
capability of present data processing resources in AID. Successful
application in the scientific field will, however, require eupertise

not now present.



X. PERSONNEL ADMINISTRATION

The nature and magnitude of the AID program and its pervasive
effect on our international rclations pose an insistent requirement for
a personnel force of exceptional competence, maturity, and discretion.
The agency recognizes this need and is diligently seeking to develop

and institutionalize a comprehensive, positive personnel program.

1. COMMENDABLE PROGRESS HAS BEEN ACHIEVED, BUT
MAJOR HANDICAPS TO A SOUND SYSTEM OF PERSONNEL
MANAGEMENT PERSIST

Frequent changes in agency leadership, revisions of organization
structure and operating philosophy, the indefinite nature of future
foreign aid authorizaticns, and understandable emphasis upon im-
mediate operational needs have all been impediments to the develop-
ment of a welil-balanced and comprehensive personnel program suited
to AID's needs. In addition to these environmental considerations,

AID is still hampered by a number of circumstances and factors
cirectly germane to personnel management:

. The absence of a career system has made it difficulf te

attract, retain, and develop sufficient numbers of
exceptionally able personnel. '
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The substantial decentralization of personnel authority to
the bureaus, for overseas personnel, although facilitating
operational flexibility, has not served broad agency-wide
interests in persconnel employment, utilization, and
development.

The central personnel office has rniot been geared {o provide
strong leadership because of internal staffing and structural
deficiencies.

This chapter discusses the problems in AID personnel adminis-
tration in terms of these three related yet distinct aspecis and presents
a number of recommendaticns.

2. THE AGENCY'S MANPOWER REQUIREMENTS ARE BFEING

FILLED UNDER A VARIETY OF SYSTEMS RESULTING IN
NG UNIFCRM PERSONNEL PROGRAM

AID has about 15, 353 employees as of October 1964, some
8, 700 of whom are foreign nationals empleved in overseas missions.
Another 3, 700 are American nationals employed overseas, and the

baliance 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 of the State Department serving a tour of duty in AID. There
are also AID foreign service reserve officers, some éd% with limited
ap_pointmen&s. In Washington, however, the preponderant number of
employees are in the classified civil service, possessing the security

and tenure rights of the regular federal employment system.
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In AID, therefore, there i

n
FQ

ne single integrated personnel pro-
gram with uniformly appliicable conditions, rights, and privileges.
The conditions of employment for the various staffs depend upon the
particular circumstances of their initial service with AID. This
situation, plus the decentralized arrangement, results in a corps of
employees possessing career service rights and privileges without
providing the agency with the positive elements for employee develop-
ment and full utilization in a2 single unified system.

3. PARTIAL DECENTRALIZATION OF PERSONNEL

MANAGEMENT HAS NOT ASSURED THE MOST EFFECTIVE
UTILIZATION OF PERSONNEL RESOURCES

Authority for personnel management in AID is now dispersed in
2 number of organization units. The Office of Personnel Administiration
is responsible for the formulation of general policy governing all
employees and for administration of the personnel program of ail
AID/Washington personnel. This latter responsibility covers recruit-
ment, placement, classification, evaluation, promotion, and training.
Witl: respect to overseas personnel, the office is responsible for
evaluation, training. promotion, standard position descriptions,
employee relations, and broad policy. About 116 employees are

assigned to the central office to discharge these duties.



Each regional bureau has authority for recruitment, placement,
and reassignment of most overseas personnel] within its own area.
There are 1268 employees distributed among the four bureaus to per-
forTa these nersonnel dutiss. Responsibility for overseas public safety
employees has now heen removed from the bureaus and centralized
in the Office of Public_Safety, Thus, there are six offices in AID
vested with formal personnel authorities. Some 250 employees are
assigned to personnel functions in these offices, a number over ..25%
larger than the tctal engaged in these functions when it was centralized.
In addition, many of the regions’ technical employees are involved in

personnel operations, particulariy recruiting.

The decision in mid-1962 to decentralize ‘substantigl authority
for personnel management to the regions was reportedly made because
of claimed failure to perform adequately on the part of the central
personrnzel office. There were charges that the central office was
dilatory and unresponsive to urgent regional needs. A decentralized
personnel system for overseas posiiions was adOpte& to permit the
regions to take direct and prompt action within their own discretion
for their respective areas. In these terms, delegation of personnel | _

authority has been of advantage to the regions:

. Each oureau’s operating needs now receive top priority.

. Applicant processing takes less tin.e than previously and
receives more immediate attention.
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Positions are filled more qguickly than formerly. .

. Personnel may be reassigned more rapidly within each

region.

This tangible improvement should be temy ered by the recognition
that there are now 50 more persons engaged in personnel operations
than previously and that the retrenchment program during the past
yvear has reduced the number of vacancies to be filled with correspond-
ing reduction in workload. Looking to the future, it may also be
anticipated that fewer direct hire technical personnel will be retained

as discussed in Chapter II.

While it is likely that the system adopted in 19863 has been of
definite benefit to the regions in terms of flexibility and quick action,
these advantages have been bought at the price of both higher cost and
weakening of the general personnel system. Unfortunately, decentral-
ization took place in ihe absence of a body ¢i strong central personnel
policies and standards. Consequently, 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.
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Substantial progress has been made by the central personnel
staff in formulating standard policies, but there are inherent weak-
nesses in the decentrzalized personnel system stemming from each
bureau's preoccupation with its own operating needs and the dilution
of central perspective in dealing with total persoconnel resources.

The personnel office has recognized that agency-wide interesis in-

terms of employee utilization and development are not wholly served

by the present system for overseas personnel. It has, therefore,
attempted toc overcome the problem through coordinating committees

on recruitment and placement. These commitiees are intended to give
unity to bureau recruiting efforts and to facilitate the transfer of avail-
able manpower among bureaus. The commiitees are commendakle in
that they are trying tc make the present system operate more effectively,
but as discussed subsequently, the results to date cannot be judged as

adequate or as a supstitute for more positive involvement.

Many of the specific problems with which central personnel
management has been attempting 1o cope under the present system
still largely persist, principally because they tend to be products of

the system itself:



. Despite O/PA efforts in developing training opportinities,
insufficient consideration is still being given to individual
career development needs or overall agency manpower
and skills reguirements. Although the bureaus are expected
toc recommend persons for training, they do not always
nominate those persons who would benefit most. Too often
they view training assignments as convenient niches for
shunting incapable peaople out of operations.

The reassignment of overseas perscnnel by the bureaus
sometimes results in underuiilization of employees. There
is no central control for assuring that employees without
assignments are rapidly 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 or more months.

. A person appears on an availability list only after a bureau
decides it cannot use him. The impression is widely held
that, except in instances when their skills clearly are no
longer needed, only unsatisfactory employees ever appear
on the lists. To counteract this impression, the evaluations
of some employees are occasionally softened to make them
more attractive to other bureaus.

Bureau recruiting efforts are generally conducted indepen-
dently of each other without assurance that uniform qualifi-
cations and standards are being applied. Separate contacts
with a single source have occasionally occurred. Thus,
the gquality of personnel may vary from bureau to bureau.
in addition, the supply of applicants for one bureau may

far exceed its requirements, but thers 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 overcome by clearance and consuliation,

committee devices or by other informal means. The central personnel



office, lacking the authority. is essentially removed from the process

and has no basis for direct intervention.

In summary, there 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 internal operations.
This should not, however, extend to decisions which inhibit either the
career development of the employee or impair the agency's capacity

to make maximum use of its personnel resources.

Clearly, there must be a unified personnel system for the euntire
agency with uniform policies and practices, assuring equitable treat-
ment of all employees and protecting overall agency interests in
matching jobs and rmmanpower. Decentralization of many facets of
personnel cperations is not inconsistent with this objective. But some
modification in present delegated authorities is called for to achieve
central objectives.

4. THE CENTRAL PERSONNEL OFFICE HAS IMPROVED ITS

POLICY GUIDANCE FUNCTION, BUT INADEQUATE INTERNAL

STRENGTH AS WELL AS ITS DETACHED ROLE HAVE
IMPAIRED ITS EFFECTIVENESS

In any critique of AID persgonnel operations, it must be recognized

that the present decentralized personnel arrangement for overseas
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employees was instituted in mid-1562 because it was claimed that the
then centiral personnel cffice had been unable to meet the bureaus'
operating requirements. That office allegediy functioned at lower
than desirable professional levels and did not exhibit a capacity or

appreciation for urgent operating needs.

Substartial progress has since been made in improving the leader-

ship role of the central personnel office. A Personnei Council, under
the leadership of the Personnel Director, comprisad of officers from
both the central office and the regional bureaus 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 1s being re-
vamped to equalize opportunity for promotions throughout the agency
and to assure a bréad base of qualified applicants. It is significant

that authority in these areas has never been decentralized.

However, parallel success has not been achieved in coordiné.tin'g
decentralized activities. A coordination committee to minimize over-
lapping and duplicative recruitment efforts and a placement committee
to facilitate the transfer 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.
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Basic authoriiy is vested with the bureaus and the com-
mittes cannot enforce decisions.

The commitiees become involved only after the bureaus
have run into 2 particularly difficult recruiting or place-
ment probiem. The chances of making a significant con-
tribution are minimized because the most difficult problems
come before these committees only after other options and
opportunities have been foreclosed.

The bureaus 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 strong or of sufficient
stature to command respect and cooperation.

Thus, although the personnel office has initiated various useful
measures, the problems of dispersion and compartmentalization still
persist, and the agency has little assurance that overseas personnel
are being assigned and handled in the optimum interests of AID as

well as of the employees.

The personnel office has faithfully applied its best efforts o
making the present system 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.
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. The professional staff, despite many exceptions, generally

lacks expertise commensurate with the requirements of
rising personnel standards in the agency.

The internal organizational structure places heavy operating
responsibilities upon top officials and thereby precludes
adequate time for proper performance in staff roles.

Thus, in summary, the agency's manpower needs are being filled
by a variety of systems which complicate the whole personnel manage-
ment function. Efforts to upgrade the quality of agency staff are
hampered by the lack of career opportunities within AID., Secondly,
existing delegations of authority to regional bureaus are meeting
operating requirements but are not assuring adequate consideration
of overall agency manpower and career development needs. Com-
mendable efforts by the personnel office to overcome this problem
have had only partial success. Finally, the central personnel office
has not been as effective as desirable in assuming a strong leadership
role because of several internal staffing and structural problems.

The balance of this chapter presents recommendations for overcoming

thez.. =roblems.

3. DEVELOP A CAREER SERVICE FOR AID

Although events clearly indicate that the assistance needs of

emerging nations will persist for many years and that U. S. involvement
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in a foreign aid program is unlikely to be terminated within the near
future, the AID personnel program is not founded on these long-range
expectations. A comprehensive foreign development career service
uniformly applicable to all AID perscnnel and embracing well-defined
career development opportunities should be considered a pre.equisite
of effective foreign aid administration as enunciated earlier by the

Herter Commitiee.

A career service for AID would be a distinct asset to the program
in that it would provide 2 more stable, long-term source of reguired
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 all personnel now in AID is not counsidered feasible
or necessary since some are filling a short-term technical need.
However. career opportunities should be offered {0 program develop-
ment personnel whose skills are expectied to be utilized on an agency-
wide basis and for extended periods of time. Such personnel would
include program officers, loan officers, executive and administirative
personnel, and some chief technical positions. These employees would

constitute a long-term cadre of foreign assistance expertise.

The need for technical personnel for project implementation

overseas varies and thus does not offer or require career
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opportunities. The particular skills reguired at any given time or
within particular geographic areas will change with shifts in program
eraphasis and country needs. Therefore, a carser opportunity for

these iypes of personnel is not feasible or necessary.

But 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 estiablishment of
an FSO information cadre for career USIA personnel might well serve
as a precedent for AID. Acknowledgement is due the personnel office
for the extensive work it has been ..2ing in developing career service
proposals for consideration by the Administrator.

REVISE PRESENT PERSONN’E}'_; AUTHORITIES TO PROVIDE

CENTRAL CONTROL OVER CERTAIN CAREER-TYPE
POSITIONS

w2}

The present delegation of authority to the regional bureaus would
have to be substantially revised if a career service were instituted
in order more fully to guarantee employee development and utilization
agency-wide. However, an early resolution of the career service
question is not likely. Therefore, the agency is still confronted by

the problems of delegation under the present system.
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It is recommended that irrespective ¢f the decision on a career
service, the agency modify regional authority for certain overseas
personnel actions affecting career-iype positions. Specifically, it is
recommended that the following steps be taken at this time to streng‘then.

agency personnel administration:

. Identify those pogitions in AJID for which a career oppor-
tunity clearly exists. The "hard core' concept widely
discussed in the agency is valid in recognizing a continuing
need for certain professional ~vpertise. The personnel
office should prepare lists or position categories for such
purpose for approval by the Administrator. Initially, such
categories should be quite limited with progressive exten-
sions zs experience dictates.

Place responsibility for administering these career-type
positions within the central personnel office. These
positions would include some number currently being
administered by the hureaus as well as those now admin-
istered by the central personnel office. That office 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 pr0v1dmg
training assignments for these purposes.

. Following determination of assignment, the processing
of ail personnel and related actions should be performed
by the operating bureaus.

7. RETAIN REGIONAL AUTHORITY FOR PERSONNEL
MANAGEMENT OF THE TECHNICAL, NONPERMANENT
EMPLOYEES

It is recommended that the regions retain their present authority

for administering the personnel function affecting technical employees

b
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engaged in project implementation. Seversl considerations support

this judgment:

The immediate operating requirements of the regional
bureaus generate the need for such personnel. The
bureaus now have the ability fo responu rapidiy tc meeting
these needs. Therefore, since no long-term, agency-

wide personnel cconsideration is present, the bureaus should
continue to be responsible for such personnel functions.

Grezater emphasis is now being given to securing these
services through contract rather than direct hire personnel.
This arrangement diminishes bureau personnel operations.
At the same time, greater emphasis will be placed upon

measuring technical proficiency and expediting the pro-

cessing of contract agreemenis. Personnel considerations,
in the classic sense, are not of priority consideration.

The bureaus are best able to determine these immediate
technical needs, identify the logical sources, and make

the selection.

Central pelicy control and coordination will, of course, continue to be

required for purposes of guiding these individual regional operations.

8ﬁ

STRENGTHEN THE CAPACITY OF THE CENTRAL PERSONNEL.

OFFICE FOR MORE FFFECTIVE PROFESSIONAL

PERFORMANCE

The career-type positions that would be administered by the

Office of Personnel Administration under our proposal would eventually

place extensive additional responsibilities therein for perhaps some

1,500 additicnal overseas personnei. There is now lacking within

that office gufficient professional expertise to assume the extensive

recruitment, placement, assignment, evaluation, and training

responsibilities for such personnel.



3

1.2 gquestion is not more personnel, but better gualified pro-
fessional employees. Niany strategic positions within the personnel
cffice today are cccupied by employsees who have ascended a promotion
ladder without acquiring necessary horizon and technical competence
on the way. Many conce.lve personnel adminisiration as a requisition

processing operation designed fo refill vacant positions.

Thus, as a prerequisiie to revising the bureaus' personnel
authority, the professional capabilities of the personnel office should

be strengthened. This effort should be directed along several lines.

, Provide sirong professional personnel leadership to the
program on a sustained basis rather than relying on tem-
porary duty assignments.

Minimize the frequent changes in top superv -ory positions
within the office. Over the last 5 years, 25 di'ferent
individuals have occupied 5 key positions in the personnel
office. |

. Redistribute the personnel staff of the bureaus to zdjust
to the changed workload and to provide the central office
with additional positions.

Upgrade the general level of supervisory competence by
setting and malintaining high performance standards. The
evaluation 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 identify performance that is not commensgurate
with job requirements is indicated.

£
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. Seek to imuse the staff with younger, professionally
trained, managemeri-oriented employees to provide a
source of future leadership requirements. The average
age of professional personnel in the central personrel
office at this time is about 45 years. The office in the
past has resisied the emrance of competent young people

n the theory that they were inexperienced. The present
lack of hiroadly trained staff in that office is the result of
such policy. Therefore, a vigorous effort should be made
to place each year several management interns in the per-
sonnel office as the nucleus of a future cadre.

Adoption of these measures will help to overcome the problems
that are now contributing to performance that is no better than adequate.
In addition, a reorganization of the personnel office along the following
lines will help equip it to assume the proposed broader responsibilicies:

. Focus responsibilities for all personnel policy activities
with a2 central policy staff. 7The personnel office is small.-
Therefore, staff men in the policy unit will not be too *ar
removed from line personnel problems.

. Establish functional units for basie personnel operations
such as recruitment, classification, employee evaluations,
ang training.

. Place the program evaluation s*"aff in either the po;.}.cv group_ '_
or in the Direcior's office according to the preferences of

the Personnel Director.

. ' Remove the executive placement function from the personnel -
office, as proposed subsequently. S

. Assign responsibility to the functiconal units for coordmatmg :
central and bureau personnel activities.



Such reorganizatior would allow the development of a strong
policy staff to give basic direction and guidance to the personnel pro-
gram and permit other personnel office employees to focus upon their
operating responsibilities.

S. ASSIGN RESPONSIRILITY FOR EXECUTIVE RECRUITMENT

IN A SPECIAL ASSISTANT TO THE ADMINISTRATOR AND

PLACE THE FUNCTION IN THE OFFICE OF THE ASSISTANT
ADMINISTRATOR FOR ADMINISTRATION

There are approximately 150 positions in the agency which are
reserved to the Administrator for appointment. These include 51
administratively determined super grades, 17 GS super grades, and
82 mission appointments. In addition, there are 12 presidential
appointments in the top management structure. No change in the
Administrator's role in these key appoiniments is proposed. This

represents a key device for direction and control.

The executive staffing seciion in the personnel office is geﬁerally
responsible for locating and screening candidates to be considered for
these positions. The operations of this unit are not meeting the agency's.
needs for several reasons:

- There is virtually no external recruiting., Applications

are either sponsored to the agency or submitted by
- individuals on their own initiative.
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The function is inappropriately placed in the personne:
office, being submerged and not given status requisite to
its importance.

Insufficient 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 function and to give it appropriate emphasis,
it is recommended that seveiral steps be initiated:
. Place responsibility for executive recruitment and place-

ment in a Special Assistant to the Adminisirator.

. Elevate the function by placing it within the Office of the
Assistant Administrator for Administration.

. Place greater emphasis upon aggressive recruitment
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-
plovees with potential for advancement.

A top-level professional in the field of executive recruitment

should occupy this post. The title of Special Assistant to the

Administrator is suggested for prestige purposes in external contacts

rather than primarily for reasons of internal status.



10. ASSIGN THE CFFICE OF PERSONNEL ADMINISTRATION
RESPONSIBILITY FOR PLANNING, PROGRAMMING, AND
COORDINATING THE BUREAUS' RECRUITING EFFORTS

The retention by the bureaus of responsibility for technical

shori-term positions admittedly places a difficult recruiting task

upon them. Recruiting for nonpermanent overseas positions has

inherent handicaps and therefore the central personnel office should

plan, program, and coordinate the bureaus' recruiting effort more

actively and positively. This role should follow these general lines:
Utilize the soon-fo-be-implemented meanpower programming
system develeped by O/MP io identify the numbers and
kinds of gpecialists that will be required in each geo-

graphic area.

Identify the common needs of bureaus and offices for
certain professional skilis.

Compile data on the expected availability of currently
employed nonpermanent personnel who can be utilized

to fill anticipated needs.

Determine the logical sources of required manpower and
the agency's contacts with such sources, 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 cocrdinating role. Bureaus should continue
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to be resonpsible for recruiting to fill unique needs, but they should
have the improved resources of the central office available upon

request.

i1. RESTRICT PARTICIPATION OF TECHNICAL PERSONNEL IN
THE RECRUITING PRCOCESS TO IDENTIFICATION OF SOURCES,
EVALUATION OF TECHENICAL COMPETENCE, AND 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 substantive 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 people may well participate in the
following:

. Defining the kind of 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.
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Participating in the final selection to the extent of making
a recommendation on an applicant.

Under this arrangement, bureau personnel employees would be
responsible for initial interviews, preliminary evaluation of applicants’
qualifications, 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 energies on a volume of miscellaneous min-
isterial functions.
i2, CONTINUE THE PRESENT CENTRALIZED CLASSIFICATION

AUTHORITY FOR ALL WASHINGTON PERSONNEL AND
EXTEND TO ALL BUT THE TOP OVERSEAS POSITIONS

The central personnel oifice is now responsible for all classi-
fication activities with the exception of overseas positions. Respon-
sibility for classification of overseas positions was transferred to the
Oifice of Management Planning in 1938 in order to simplify and stream-
line the process and to apply hierarchical rather than civil service
standards to the funciions. O/MP decentralized responsibilities for
all but FSR-2 and FSR-1 grades o the regional bureaus in 1963 within

criteria provided by Manual Order,
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We recommend that authority for classification of Washington
positions be retained by the central personnel office. In addition, the

central personnel office should assume responsibility for classifying

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 CENTRAL EVALUATION PANELS FOR ALL
PERSONNEL ALONG THE LINES NOW BEING ESTABLISHED
FOR OVERSEAS PERSONNEL AND STRENGTHEN
EVALUATION PROCEDURES

The overseas personnel evaluation panel has been an effective
arrangement and is corsiantly improving. We recommend that this
device be extended tc include Washington personnel. The panels are
new being asked to distinguish between employee performance and
potential and are evaluating each. We support this innovation and

urge rapid implementation.

It is also recommended that evaluation procedures be slightly
revised to require coniributions from persons who do not have super-
visory responsibility for an individual but who are yet in a position fo
judge performance in a particular functional area. For example,
although a mission director should evaluate an auditor in his unit,
personnel in the Controller’s office who have reviewed his work
should also have an opportunity to register an appraisal of technical
proficiency, particularly when such work has been unsatisfactory.
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The evaluaticn panels are necessarily confined to a paper review.

However, since their findings are basic determinanis of promotion
listings, the record presented for evaluation should be as complete

as possible.

14. DEVELOP A COMPREHENSIVE TRAINING PROGRAM BY
IDENTIFYING CAREER DEVELOPMENT NEEDS AND
PLANNING THE EFFECTIVE USE OF AVAILABLE
RESCURCES

The present training resources of AID do not offer systematized
programs of instruction for employees. The resources available to
the agency are impressive, but excessive reliance is placed apon
employee 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 to their best career interests and t¢ agency needs.
Despite the personnel office's appreciation for thig need, AID units
are not commiited to the need for training. Thus, wailvers and ex-
~eptions are frequently asked for when training opportunities are

available.

In the interests of improving performance, the agency should
identify the particular training needs of iis employees as well as

those of the organization. The proposed evaluation system should
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rovide the basic data on individual iraining needs. The needs can
=

be summarized as follows:

Specific training programs in substantive matier for
improved on-the-job performance. Such programs should
be administered by operating units with the support of

the personnel office.

. Training programs to develop potential skills and abilities
of individuals. Such programs should be administered by
the central office.

. Supervisory and management training to provide potential
managers with expertise in supervisory methods. Such

programs should be centrally administered by the personnel

office.

Once 3 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
assignments to training programs made ¢n a regular basis.

15. CONTINUE THE COMPILATION OF A SKILLS INVENTORY

TO IMPROVE THE PRESENT PROMOTION PROCEDURE
FCR WASHINGTON PERSONNEL

AID/Washington promotions are administered by placing notices
of vacancies on bulletin boards and receiving applications from
emplioyees over a fixed time period of ¢ days. This procedure is

not satisfactory since:

-164-



Worthy applicants are not alwzays assured an opporiunity
to be considered.

The bulletin board technique doeg not result in a wide
range of appilicants.

The agency has no assurance that the best gualified per-
sonnel were being promoted.

In recognition of these shortcomings, the personnel office has
been developing a skills inventory of all overseas and Washington
employees so that the particular requirements of a position can be
matched against employee capabilities in order to identify prospective
appointees. A skills inventory, if adapted satisfactorily to daia pro-
cessing, should remedy the shoricomings of the present promotion

system. We urge that the project continue to receive top priority.

18. USE EXISTING AUTHORITY MORE AGGRESSIVELY TO DEAL
WITH THE PROBLEM OF MARGINAL PERFORMANCE

There is widespread impression that scme, or even many,
agency personnel are not competent and equal to their responsibilities.
Beczause of such claims, action was initiated last year to obtain

selection-out authority from Congress for Classification Act employees

at grade 13 levels and above.

It is likely that a number of employees are occupying positions

beyond their capabilities or are not performing satisfactorily.
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However, their number is subject to exaggeration and the problem
can easily be meagnified out of proportion. Specifically,
4, 100 of the agency's 6, 700 American nationals are in
foreign service categories and are subject to existing
selection~-out authority. About 40% of these persons have

limited appointients with no tenure or security rights.

. About 200 persons are on miscellaneous schedules and
retain their employment at tlie pleasure of the Administrator.

. There are only 2, 400 Classification Act employees against
whom removal procedures are admittedly difficult and
attenuated. However, even this number does r.ut pose as
large a problem as may appear on the surface.

- About 1,670 employees are in grades 2 through 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 pose
probiems 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 within the past 5 years.

Nevertheless, we confirm the existence of a problem of marginal
performance in AID. However, the problem requires more explicit
definition and isolation so that a more informed determination can be
made of possible utilization of existing powers and of the need for

further authority. The record to date indicates that existing authority

0
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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 involved in
their implementation. Accordingly, we support the need for more
discretionary power in the Administrator to separate marginal staff,

but recommend a sharper focus on the exact nature and magnitude of

the problem. We also urge a more discriminating use of the perfor- -

mance evaluation system to identify unsatisfactory service and to use

such a record as the basis for separation action.
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APPENDIX A (1)

FUNCTIONAL RESPONSIBILITIES OF THE
OFFICE OF PROGRAM POLICY AND
COORDINATION {PPC)

The Office of Program Policy and Coordination should perform

the following funciicns:

1. PROGRAM POLICY FORMULATION AND PROGRAM
PLANNING (This is a continuing, enlarged responsibility of
the present O/PC. }

Formulate and maintain basic agency policies relating to
broad program matters (viz., international economic
concerns (trade, stabilization, and exchange practices},
basic developmental criteria and priorities, and non-
developmental criieria and priorities, including P.L. 480
policyl.

. Formulate general long-range program plans for the
agency (b to 10 years in the future}, including projections
of objectives, goals, priorities, and strategies of the
United States relating io global concerns.

Provide overall guidance for and overview of the pre-
paration of iong-range program plans for geographic
areas and specific couniries. Exercise overall respon-
sipility for the preparation of LAS's; establish guideiines
and selectively evaluate completed CASS's, Goal Plans,
and other program pians extending beyond the budget year.

Provide economic planning assistance to the agency.
Evzaluate and recommend improvements to agency program
planning and implementation processes. Provide selective
technical assistance backstopping to field missions and -
participating couniries in economic and developmental
planning matiers,
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. Provide lizison with other United States agencies,
especially the State Departrment, and with international
organizations concerned with global development and
related matters (IDOS function, P L. 480, a2nd relations
with other U, S, agencies, including military liaison).
{Excludes purely technical liaison.}

Provide a general overview of external liaison functions
performed by other AID offices and bureaus (including
technical staff bureaus and regional bureaus) as these
relate to basic program planning, implementation, and
evaluation matters, to assure adegquate agency represen-
tation and dissemination of discussion highlights.

PROGRAM FORMULATION AND RESOURCE ALLOCATION

(This is a continuing responsibility, with couniry statistics
transferred from SRD, and increased emphasis on selected
country program reviews. )

Develop agency-wide program formulation policy and
procedures, relating to wme form and content of annual
country program plans and regional consolidated
programs,

. Provide guidance and counsel to the regions in the review
and strengthening of countiry programs {1} as requested
by regions, and {2} as determined by PPC to be necessary
to assure the continued suitability of agency policies and
standards.

Establish and conduct an economic, siatisticzal, and
program reporting system for the agency, including
participating country economic statistics.

Conduct selected CAP reviews for the Administraior, as
reqguesied, and as provided by policy.

Prepare the annual agency budget for submission to the
executive branch and to Congress. Coordinate the _
requesis from regional bureaus and other staff offices
in AID/Washington, negotiating differences within limits
of established policy and referring matters requiring
superior judgment to the Administrator for review,
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. Assist the Administrator in the presentation of the
annual budget.

PROGRAM IMPLEMENTATION AND PROGRESS EVALUATION

{This is a2 substantially broadened responsibility for PPC.
Responsibility for operations should remain in the regional .

bureaus. }

Provide a selective evaluation of program implementation,
on a regular periodic pasis, as the senior staff program
office for the Administraticr, working with and through

the regional bureaus. Provide brief narrative reports
periodically to the Administrator, interpreting global
program status and progress, enabling the Admxmstrator '
to focus in depth on issues of his choice.

Conduct 2 formal evaluation annually of broad program
accomplishments, 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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APPENDIX B (1)

FUNCTIONAL RESPONSIBILITIES OF THE
BUREAU FOR INSTITUTIONAL DEVELOPMENT
AND RESEARCH {IDR}

The Bureau for Instifutional Development and Research should

perform the following functions:

Provide broad agency leadership in the technical areas
assigned, including counsel on professional and technical
matters, exercise of personal influence and stimulation,
and development of innovational and creative approaches
to specific technical fields in the development process.
Leadership will also entail assistance in the staff develop-
ment process of technicians throughout the agency while
avoiding preoccupaticn with personnel processing details.

Develop agency-wide technical policies and guidelines to
assist regional bureaus and field missions in their
planning and evaluation of couniry programs and technical
projects. This will also involve assisting the central
program office in the preparation and evaluation of the
technical compenents of basic economic and deveiopmental
policies.

Project long-range technical program and/or project
requirements, as feasible and necessary, on a giobal

area and country basis. This may be done on the _
initiative of IDR iiself or as a resuil of regional or country
needs. Such plans must be consolidated ultimately into

the overall long-range program plans to be prepared by
PPC or participating countries (Examples: malaria
control, population planning;.
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Provide technical support and backstopping services to
field missions, regional bureaus, and other AID staif
offices. These services may include: consuliations on
technical matters, drafting of technical review guidelines,
assistance in coniract negotiation, arrangement and
administration of interagency service agreements, and
other technical services in such fields as:

- Rural development

- Agricultural and natural resources
- Health

- Population and demography

- Education

- Human resource deveicpment

- Public administration

- Communications

- Cooperatives

Perform detailed technical reviews of all LAS's and
general reviews of the technical components 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, t{o assure the continued adequacy
of technical program policies and guidelines.

Undertake detailed review of new or unique technical
projects when {1) requested by regional bureaus, (2) the
size or nature of the project requires approval by the
Administrator under present reservations of delegated
authority, or {3) as desirable atf the initiative of 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 those which, in its judgment, raise issues
or are of such importance as to warrant advice to the
Adminisirator.

Maintain the principal external relationships of the agency
concerning technical assistance projecis in the assigned
fields. IDR should be the main point 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

4
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coordination in such relationships and to avoid conflict,
duplication, or improper selection, it should be given
responsibility for authorizing contract negotiations to be
mndertaken with specific institutions or private agencies
after projects are approved but before contacts are made.
This should include advice and clearance with respect

to the suitability and capacity of the proposed contractor.

Provide a generzl overview of the external lizison functions
performed by other AID bureaus and offices in the technical
fields assigned to the IDR for broad leadership responsibility.

Serve as the principal point of relationship with other
federal participating agencies. including the negotiation
and adminisgtration of both general and project agreements
{PASA's}.

Coordinate research activities relating to the development
process for the agency. All AID research and pilot pro-
jects should be coordinated through this unit. Procedures
should be established fo provide that any new research or
pilot project proposed by any AID office, not part of an
approved country program, will be cleared through IDR
before implementation. If IDR does not clear, the proposal
should be referred to the Administrator for review. An
interdepartmental commiitee should continue to be used

to recommend general agency research poiicy and to review
major research proposals. The committee should be
chaired by the director of the unit responsible for research
coordination in iDR. To the maximum extent possible,
research and piiot projects should be assigned to regional
bureaus and country programs for actual operations, with
their concurrence. A consolidated research budget should
be prepared by IDR covering all agency research activities
except those included in couniry programs.

Undertake selected research projects and pilot projects
related to assigned technical responsibilities. These
should be designed to develop new approaches to AID tasks,
to capitalize on agency experience, and to accumulate the
knowledge required to inject new ideas, motivations, and
stimulus into AID programs.
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Perform seleciive evaiuations of the technical components
of AID programs and projects for purposes of appraising
progress and resulis. This function should tie into and
support the general responsibility of PPC for overall
evaluation. IDR shculd prepare an annual plan for the
conduct of technical evaluation within the agency's program
and use its findings o reexamine technical policies and
provide guidance for technical program and project
planning.
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APPENDIX C (1)

FUNCTIONAL RESPONSIBILITIES OF THE
BUREAU FOR CAPITAL DEVELOPMENT AND
PRIVATE ENTERPRISE (CDPE)

The Bureau for Capital Development and Private Enterprise

should perform the following functions:

Exercise broad technical leadership and overview within
the agency in those technical fields assigned to CDPE for
this purpose. The major new element of service socught
for this bureau is in the exercise of technical leadership.
This leadership should in time pervade the agency and
result in new approaches and refocused efforts on problems
of capital development and private enterprise growth in

the less developed areas of the world.

Formulate technical policies and advise PPC on the
technical components of basic program economic, develop-
mental, and nondevelopmental policies.

Underiake long-range planning of technicel service
cormponents of foreign assistance programs. Projections
should be made of the long-range technical service re-
guirements of AID programs, integrated into overall
projections prepared by PPC. With these projections,
more 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 AID staff
offices. These services may include: consultations on
technical matiers, drafting of technical review guidelines,
assistance in contract negotiation, arrangement and
administration of interagency service agreements, and
other techniczal services, in such fields as:

W
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- industiry

- Transpurtation

- Hous1I ig

- Engineering

- investment! banking
- Capitzl project lcan

Undertake z few carefully pianred z2.d needed research
projects related to the fechnice fields included in CDPE
and especially reiated to the identificai’on and authentication
of possible new approaches to the ivc i coment of the growth
of private enierprise.

Administer the agency’s responsibliifics for priva o
enterprise promotion, inciuding investment inform.tion,
specific and extended risk guarantees, liaison with
American business and indusiry, and technical acvice and
support 1o regions and country missions

Perform detalled technizal reviews of all L2%'s and general
reviews of the technica. components of CASS's, Gozl Plans,
and CAP’zs, when: 71 requested by the regicnal bureaus,
or {2} as desirable at the initiative of the tecini~al off’ze
itseif, to assure the continued adequacy of technical pro-
gram policies and guidelines.

Undertake detziied review of new or unique techrical
projects when: .1, requested by regionzi burec -z, (2) the
size or nature of the project requires approval by the
Administraior under present reservations of delegated
authority, or {3; as desirabie at the initiative of the technical

program pclizies and guideiines. The central technical
staff should continue tc receive E-1's and other informsztion
concerning proposed technical assistance projects. It
should be authorized to select for more intensive review
ihose which, In iig judgmenti, rzise lssues or are of sucl:
importance as 1o warrant advice to the Administra.or.
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Conduct selected reviews of capital development loans,
while developing agency loan policies and technical ex-
periise and experience. CDPE should continue to represent
the Adminisirator on DLCS matters.

Continue to assist the Development Loan Committee (DLC)
in iis work through operation of the DLC Secretariat.

Perform selective technical evaluations of the progress and
resulis of individual couniry programs {sectors) and pre-
jects, as well as projec*s common to several countries.
Perform special evaluwcions as requested by the Adminis-
trator or PPC.




