


, Special N o t e  t o  All Who use t h i s  
Toolkit: 

This toolkit is designed for YOU, our customers. We 
have provided information to assist you in continuing 
to focus on USAID1s customers. Customer focus is 
essential in achieving results. 

USAIDrs ultimate customers are the people in the 
developing countries. Chapter 201 of The Automated 
Directives System (ADS) states in section 201.5.7b 
that ALL Operating units - -  Missions and Bureaus (GI 
BHR, and regional bureaus) who manage program funds - -  
are required to develop customer service plans. 
~lthough not required by the directives system at this 
time, other USAID organizational units are encouraged 
to develop plans as a helpful management tool. 

Please contact us when and if you need our personal 
attention to your questions or for technical 
assistance. 

Yours for Customer Service, 

Sher Plunkett 



One possible 
reason why 

@ things aren't going according 
to plan is  that . . . 

There never WAS a 
plan.. . 



~w,~on,toesublisbradimpIeme0tar&omer~rtrobldrtofi&~Opartionsofth6 
c x d v e  bnnch, and by the wtbority vested in me as M d m t  by t& Wtutioa md tbe laws of the United 
States, it is beteby ordasd: 

Sc&n I.  Cwtoma MCY Stundu~&. In In to out the principles of the N & d  Perfbrmmca 
Review, the Fedenl Govaameot must be cudakrdrivca. 'Ibe st.adnrd of quality for savice provided to the 
public shall be: Customer sentice equal to the best in business. For the pqoss of this orda, 'customer' shall 
wm an iodividd or eatity who is directly sewed by a degPrtmmt or 8 g W .  '&st in business' shrll man the 
bigbest quality of service delivered to cusbmm by private providing a comparable or analogous 
suvice. 

An extcutive dqm?meats and agmcies (amktah r e f a d  to collectively as 'agency' or 'agmcies') that 
provide significant savices d i y  to the public shall provi& (hose sewices in a manna that saelts to med 
customer 4 c e  stMdPrd estrblisbed hmin md shP11: eke t b e ' f d ~ ~ i o g  

(a) ideatifj the arsbmm who ue, or should be, saved by th6 a g q  
(b) s w e y  customers to ddcmine tbe kind md qrulity of savices tby want md thek level of satisfaction 

with existing b a s ;  
(c) post service s t o a M  and me~nue M IS against t h w  
(d) benchmark crrrtoma s#vice paformaace against tbe best in bosiaes; 

. 

(e) survey front-line employses on barriers to, md ideas for, mttchiag the best in business; 
(f) provide customers with choices in both the sources of savice uxi tbe m e w  of delivay; 
(g) make in fodon ,  suyices, and complaint systems d y  aaacssi'ble; and 
@) provide means to Lddrrss customer complaints. 

Serfion 2. Rrport on Crrrtomer Savice Sunrys. By Much 8,1994, erb agcacy subject to tbis orda &dl 
report on its customer surveys to the Pnsideot. As inforrmtioa about astoma &'sfrction becomes available, 
ePch agency dull use that infonrdon in judging the prfonnrnce of agency maagemeat and in rmh'ng rtsourct 

alkmtions. 

Sc&n 3. C J U ? ~ ~ M  M a  PION. By Sqkmber 8,1994, ercb agcacy subject to this order shall publish r 
wtometsuviccplaadutcmbcditymdersroodbyitsarrtomar, T b e p t r n s h l l k l u d e ~ m a E a v i c e  
sl+ndd~ and d&be future plans for customer surveys. It a!so sb.l1 identify the pxivrte and public 
SCU&L& that the agency used to benchmark its performance against the best in businm. In connection with &e 
plm, each agency is encouraged Lo provide LrPiniag resources for prognms needed by employees who d i d y  
save customers and by managers malting use of customer s w e y  infodon to promote the principles and 
objectives co~tnined he&. 

&&on 4. I d q x n d r n ~  A g e n e .  lodegeodqt agencies ue requested to adbere to the order. 

Scction S. Judicial RmMew. .IhiS order is for tbe inIemal managemcat of the executive branch md does oat 
crate any right or bmefit, substantive or proadunl, enforcab1e by a p a q  against the United States, its rgeDcies 
or instmmentntities, its officers or employas, or any otbcr p a n  

William J. Clint011 
Tbe White Rouse 
September 11.1993. 



UNCLE SHER'S MAXIMS FOR CVSTOXER SERVICE PLANS 

Sher Plunkett, Customer Service Officer, W/ROR 

March 1995 

USAID'S Reengineering efforts highlight custamer focus as a major 
value, and both the Operations Business Area Analysis, and the 
cable (STATE 94/323961) I drafted on Customer Service Plan 
guidelines provide information on operationalizing it. As 
questions have arisen and we have gained insight on effective 
outreach .and delivering quality programs to our customers, I have 
jotted down my ideas on what a USAID unit's Customer Service Plan 
ought to be. These nmaximsll are based not only on recent 
experience, but also on my experience with setting up and 
ope.rating similar activities in several Missions, and 
participating in activities related to llcustomer service1' issues 
since 1975. 

A Customer Service Plan states how a USAID unit (a Mission or 
office) will ensure that its program maintains a customer focus 
to address end-user needs more accurately, and thus deliver 
better results. It specifies how the unit will learn about, and 
verify, customer needs and perceptions; develop service quality 
standards; and incorporate customer feedback into its operations. 

A good Customer Service Plan: 

--  Belongs to those who operate it and use its results. 
~t should make sense to you, and be a useful management 
tool for you, or it's a waste of time and 
taxpayersfmoney. It provides material for reporting to 
AID/W - -  but that's not WHY it's there. 

-- ~ust be an in-house operation, emerging from your own 
efforts to base your work --  and your strategic 
objectives - -  on a solid understanding of your 
customers' situations and needs. Use consultants only 
to supplement, not to replace, your unit's efforts. 

- - IS systematic, and does not rely on individual staff 
efforts carried out for individual activities. In - 

other words, it's not just "what any good Project 
Officer would do1', but institutionalized in the unit. 

- - Has a champion - -  someone charged with maintaining the 
Customer Service Plan in the forefront of attention; 
conducting customer- outreach efforts;--ensuring- that 
findings and lessons learned are disseminated; and 
ready to advise staff and top management on customer 
service issues. In fact, it usually makes sense to 
have two people: one US and one FSN, to ensure 
continuity over time. 



Is not a j u s t  a survey, but uses a repertory of 
research tools including document review, observation, 
interviews, rapid appraisals, and formal surveys to 
explore situations and verify hypotheses about customer 
needs, perceptions,. and service delivery. 
Systematically uses results of long-term research 
conducted by others to guide and inform assessments. 

Is consciously iterative, and builds on its foundation 
of findings over time to grow and adapt to changing 
institutional and policy circumstances. 

Uses good social science to ensure validity and 
reliability of information. 

Systematically triangulates information from several 
sources, rather than relying on only one perspective. 
Different interests have different perspectives. You 
cannot depend on any single source. 

Reaches out to people who may not be "partnersn, or 
directly involved with USAID, but who may be customers 
or can legitimately speak for them. 

Maximizes the use of local talent for customer services 
assessments and surveys. Relations. with local 
professionals pay off as they come to underseand 
USAIDrs needs: they are available on short notice; 
have the language skills; cost far less than 
expatriates; can serve other clients better because 
they learnfrom working with you; and it helps keep 
them in the country where they are most needed - -  
furthering development. 

Communicates findings and gets feedback from customers 
to track information and trends systematically, and 
facilitate collaboration. 

Builds on the strengths of FSN staff, who will maintain 
and sustain the plan in spite of the turnover of US 
staff at post, but recognizes that they are not 
necessarily representative of customers. 

Recognizes that no two units have the same 
configuration of customers and partners, resources, or 
operating environment, and therefore that a Customer 
Service Plan must be Rcustom-craftedm, even though 
based on general Agency-policy-and guidelines, 

Is founded on the concept that we aren' t doing our job 
unless our programs, resources move through our 
intermediaries and reach end-users on time and in 
adequate amounts to get the results we and they agree 



.- are desired. If our work only results in transferring 
services or cornrnodities to an intermediary, that is not 
sufficient . I 

Customer focus is tied to results; is based on team efforts; and 
requires employee empowerment and acceptance of accountability. 
~ u t  focus on the customer is what justifies our development work, 
and what we prize in our association with USAID. It's what we 
signed on for. The Customer Service Plan lays out how a unit 
makes sure that its program meets the needs of its customers. 
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WHO ARE USAID'S CUSTOMERS? 
(Definitions) 

USAID continues to achieve results in development and 
humanitarian assistance. We recognize that it ie important to 
have a common understanding of terms pertaining to customers as 
described below: 

CUSTOMER: 

The ~ational Performance Review defines mcustomern as an 
individual or entity who is directly served by a department or 
Agency. 

USAID defines ncustomern as any individual or organization 
who receives services or products from USAID, benefits from 
USAID programs, or who otherwise is affected by USAID 
actions. 

SPECIFIC USAID CUSTOMER SERVICE GROUPS ARE DEFINED AS FOLLOWS: 

ULTIMATE CUSTOMERS: USAID's ultimate customers are defined 
as those who are end-users or beneficiaries of USAID 
programs. 
Examples : farmers, women, children, poor inner city 
residents, families in low income rural and urban 
communities 

INTERMEDIATE CUSTOMERS: A person or organization, internal 
or external to USAID, who uses services, products, or 
resources of a provider unit within the Agency to serve the 
needs of other intermediate customers or ultimate customers. 
Example 1: The XYZ Contractor is an intermediate customer 
of USAIDfs Procurement Office because XYZ Contractor 
receives a contract which is in turn used to provide 
services to USAID'S ultimate customers. 
&ample 2: The Jamaica Mission is an intermediate customer 
of the LAC Bureau because technical support is provided to 
the Mission in developing strategic plans which benefit the 
ultimate customers. 

~n individual or organization with whom we work cooperatively to 
achieve mutually agreed upon objectives and to secure customer 
participation. USAID is linked to its ultimate customers through 
its partners, who themselves are intermedia ry... customers.when they 
are the recipients of USAID products and services. 
partners include: private voluntary organizations, international 
non-government organizations, universities, other U.S. government 



agencies, U.N. and other multilateral organizations, profesiona 
. -. 

.- - and business associations, private businesses and host country 
governments at all levels. 

i 
STAKEHOLDERS t 

Individual or groups who have an interest in USAID activities, 
programs and strategic objectives. Stakeholders are individuals 
or organizations whose influence and support is necessary for 
USAID program success and achievement of political, 
developmental, and/or humanitarian assistance goals. In a sense, 
USAID is accountable to its stakeholders for the effective 
provision of the services mandated by its foreign assistance 
mission objective, these groups may also be considered a form of 
customer for some Operating Units. 
stakeholders include: host country persons or groups, the U.S. 
Congress and executive branch, U.S. ~axpayers, PVOs, 
universities, and private firms, other donors and other 
interested parties. 

CUSTOMER SERVICE PLAN: 

A document which presents the Operating Unit's actions for 
identifying and engaging the participation of its customer groups 
and partners in planning, implementation, and evaluation of 
strategic objectives and programs. It is a guide for obtaining 
customer input to improve planning, decisionmaking, quality 
customer service, and customer satisfaction. 

FOR ASSISTANCE IN HELPING TO DEFINX YOUR CUSTOMERS, PLEASE 
CONTACT M/ROR: Sher Pluskett (Overseas), (202) 663-2496 or Liz 
Baltimore (washington) , (202) 663 -2459. 



SfEPS FOR CUSTOMER SERVICE PLANNING 
in USAID Missions and Other Operating Units 

Sher Plunkett, Customer Service Officer 
Diane La Voy, Senior Policy Advisor for Participation 

June 1995 

Reengineering: The fundamental rethinking and radical redesign of 
operating processes to bring about dramatic 
improvements in performance. 

USAID staff are redesigning the way we work. Why? Because we have to, 
to survive in the new climate for foreign affairs and foreign assistance; and 
because we see an opportunity to clear away obstacles and achieve better 
results faster in our work. As we reassessed USAID'S role as America's 
foreign assistance agency, we reaffirmed our belief that we joined USAID to 
help those we now call our "customers" to improve their lives -- to achieve 
development results. We believe that we can do our work better by 
combining our complementary skills in teams. And we are confident that we 
perform best if we are able to direct our skills, knowledge, training, and 
experience toward the results we and our customers want -- that is, if we are . 

empowered to make key decisions and held accountable for our work. 

As this illustrates, USAID'S four "core valuesw--participation/customer focus, 
management for results, teamwork, and accountability/empowerment--are 
interrelated. The first of these--to "begin with the customern--really opens up 
the possibilities for fundamental rethinking of what we do and how we do it. 

Focusing on our customers means, first, that we believe that feedback from 
those who receive and use the products of our work -- assistance services, or 
commodities, or training, or information - will help us to design and deliver 
our assistance faster and better. But it means more than that. USAID9s 
customers are the reason the Agency exists - it was created to achieve 
foreign assistance objectives by serving them. If we start by determining 
customer concerns, we inevitably question our assumptions (are the programs 
focused right? are we working with the right partners?), re-assess the 
effectiveness of our programs, and develop the information base for 
improving them. Customer Service Planning is the management tool we use 
to obtain customer feedback, improve program planning and performance, 
and get better, more sustainable results from our development programs. 

9- ; 
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I 
i Following are four steps that we think Missions and other operating units will 

fmd helpful in Customer Service Planning: 

a 
1. Identifying Customers: 

a) Examine what you do, and for whom, and list every identifiable 
user of your "work productsw, both inside and outside the your 
organization. Identify, first, the "ultimate customer" or end- 
user for your program -- the people your Mission or Office or 
program exists to serve. 

b) Then, working backward from that customer, identify the 
intermediate customers or partners through which ultimate 
customers receive the services that USAID provides. You can 
then categorize your customers in ways that are meaningful for 
your specific objective. 

2. Analyzing the Customer Chain: 

a) Using your customer list, map the flow of the services and 
goods you provide through intermediary links to the "ultimate 
customern for whom USAID's assistance is intended. Examine 
what you do through your program or project activities, and 
analyze the different roles each link in the chain plays in 
achieving the results you intend. Identify the individuals who 
serve as contact points for these linkages. Describe the ways you 
currently obtain customer feedback and the items you monitor. 

b) Then, create a second flowchart mapping the links as you think 
the ultimate customer would see them. The points where the 
two flowcharts differ provide points at issue, where further 
analysis of problem areas may be fruitful. [Another way to fmd 
areas where customers may have different perspectives from 
ours--this time about program priorities - -  rather than on how we 

- -  - - - - --- - 
deliver services-- is this: i) restate your strategic objectbe as a 
question--for example, what does "strengthening access to 
marketsw mean to - ? ii) Then, answer the question as you 



think different ultimate customers would answer--small farmers, 
women, tenants, middlemen, etc .] 

3. Reaching Out Directly to Customers: 

Using the framework of inquiry suggested by the preceding steps, 
and combining informal and formal assessment methods as your 
needs, resources, and time schedule allow, survey to examide 
potential gaps in your program's service quality. Find out from 
your ultimate customers and from intermediate customers and 
partners a) whether you are providing what they require; b) 
how well you are performing as a service provider, in terms of 
reliability, timeliness, responsiveness, and other factors of 
concern to them; and c) if appropriate to your specific case, 
how your performance compares with others providing similar 
services. Methods such as focus group interviews and rapid 
appraisal, which allow customers to direct the discussion, express 
opinions, and provide information on matters of greatest concern 
to them, are particularly appropriate for this purpose. 

4. Setting Performance Standards to Accept Accountability: 

With the feedback you obtain from customer surveys, specify 
what you intend to do regarding your service performance (your 
service principles), and develop observable measures 'for your 
performance (your service standards). Use it to monitor your 
performance, make improvements, and ensure quality service 
delivery to achieve the development results you intend. But that 
is not enough. Performance principles and standards need to be 
communicated to customers, in ways that are most appropriate to 
the customers' context, literacy level, etc. By informing your 
customers, you hold yourself accountable to them for your 
performance. By presenting your principles and standards and 
inviting feedback regarding what you do and how well you are . 
doing it, you provide means-for your ultimate customers, as well 
as intermediaries and partners, to influence improvement in your 
performance. 



Customer service planning is a tool that has been proven effective in a wide 
range of organizations, both public and private. It reflects major 
developments in management analysis over the past two decades. It is an 
important element in your Mission or Office's overall strategic planning 
efforts under the new Agency Directives. Following the steps outlined 
above, you can use customer service planning to relate your work products 
more closely to customer needs, adjust to changes more flexibly, and produce 
better results. 

Next Steps: 

As we incorporate the customer service planning tool into USAID's 
operations, you may also wish to expand your own skills and your network of 
outside specialists who may carry out specific tasks to assist you. The 
Reengineering team is developing a skills "tool kit" and a network of in- 
house staff to backstop you, and the Participation Initiative team will soon be 
circulating a list of "tools and references." But you are in the best position to 
know what you need, what local expertise to draw on (and how to develop it 
further), and what additional support you require. 

Please contact us via email if you have questions or if we can help you in any 
way. You are, after all, OUR customers! 

For further guidance on customer service planning, see also: - - mUncle Sher's Maxims for Customer Service Plansm (Sher Plunkett, 
M/ROR, 3 / 9 5 )  - -  "Ten Steps for Developing Customer Service StandardsR (Liz Baltimore, 
M/ROR, 6 / 9 5 )  

(Both available by e-mail from Sher Plunkett or Liz Baltimore) 



TEN EASY STEPS FOR DENELOPING CUSTOMER STANDARDS 
(A Roadmap to Assist USAID Operating Units) 

Liz Bal timore, M/RoR, Customer Service 
April 17, 1996 

FOCUSING ON CUSTOMERS IS NOT NEW TO USAID. For a number of 
years, we have used a variety of methods to help improve the 
lives of men, women and children in developing countr5es. - - 
USAID'S employees have actively used planning techniques to learn 
what customers' needs and priorities are and used this 
information to deliver measurable sustainable development. We 
have worked with our partners such as private voluntary 
organizations and non-governmental organizations to reach our 
"illtimate customersm - the people in developing countries. With 
the continued emphasis on the radical change that reengineering 
brings about beginning October 1, 1995, the importance of meeting 
our customers1 expectations is enhanced. The invaluable 
experiences and skills of each USAID employee are contributing 
factors in developing achievable customer standards. 

WHAT ARE CUSTOMER SERVICE STANDARDS? 

Customer service standards are developed with the customer in 
mind and are designed to meet customer expectations. They are 
clear performance targets which measure customer satisfaction. 
These standards describe how accurate, reliable, timely, 
dependable and accessible services are delivered to customers. 
Each standard should be measurable, achievable, controllable and 
address what is most important to our customers. 

WHY ARE CUSTOMER SERVICE STANDARDS IMPORTANT? 

Customer service standards demonstrate our commi tment to put the 
customer first. These standards are an integral part of an 
operating unit's Customer Service Plan. We will continue to use 
the Customer Service Plan as a management tool to guide how we 
involve our customers, partners and employees in achieving 
results. Customer service standards are important because USAID 
i s  accountable to the American people for ass3 s t ing our ul t imate 
customers achieve sustaf nab1 e development. 

DOES THE AGENCY HAVE CUSTOMER SERVICE STANDARDS? 

Yes. In September 1994, USAID published its Phase I Customer 
Service Plan identified an initial set of customer service 

. - standards addressing the concerns of our domestic development 
partners. These standards specifically describe how we will work 
with U. S. private voluntary organizations, universities and 
private businesses to achieve our development objectives. 



September 1995, Phase I1 of the Agency's Customer Service Plan 

- adds customer service standards for overseas missions. USAID 
missions and Washington bureaus/offices are already working on 

1. their individual Customer Service Plans to guide their planning, 
e 

achieving and assessing of processes. 

HOW DO WE DEVELOP STANDARDS? 

STEP 1: KNOW YOUR MISSION 

The mission statement describes your. operating unit's role i n  
providing services t o  the ultimate customer. After your mission 
statement has been developed, focus on the end results intended 
through the services you provide and the importance of each 
employee's role. In a participatory setting, review your mission 
statement so that all employees will clearly understand your 
operating unit's contributions to the overall mission of the 
Agency. The following are example mission statements: 

EXAMPLE 1: We are committed to improve environmental 
quality and natural resource protection by building the 
capacity of local environmental management organizations to 
respond to these issues. 

EXAMPLE 2: We strive to provide procurement advisory 
services and assistance to other USAID operating units 

1 ves . in the execution of strategic object: a 
STEP 2: FOCUS ON THE VISION 

USAID8 s vision i s  shared by top management, involves customers, 
employees and partners to achieve the best sustainable 
development. USAID is transforming and reinventing the way we 
deliver development and humanitarian assistance in the developing 
world. Our objectives and plans for the future are driven by the 
customer and are aimed at satisfying the customersf needs. Every 
operating unit and employee play a vital role in achieving the 
Agency's goal(s) and are valued for their contributions. It is 
extremely important to create ownership in your customer service 
standards from top management to every individual employee. When 
developing customer service standards, focus on YOUR operating 
unit's vision and how it relates to USAID's vision. 

STEP 3: LIST YOUR KEY CUSTOMERS AND PARTNERS 

Once you have identified your operating unit's customers and 
partners, this w i l l  help you c lar i fy  the focus for your customer 
standards. Initially, consider those customers who are direct 
recipients --of -your- products and services. Clarify who delivers 
your services. Do you have partners who deliver your services 
directly to your customer (s) ? Depending on the particular 

(- operating unit, some partners may also be customers, e.g., when 

' , 
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they submit a proposal to the procurement office to let a 
contract for delivery of services. Does your operating unit have 
stakeholders - those who have an interest or whose support is 
necessary for achieving your objectives, e.g., host country 
groups, other donors, private firms? Once you have a clear sense 
of who the operating unit's customers and partners are, list ' 

them. 

STEP 4: DEFINE KEY SERVICES AND LINK CUSTOMERS/PARTNERS AND 
EMPLOYEES 

Iden t i f y  the key services and products your operating unit . 
provides. Describe how you currently deliver these 
services/products to.your customers. Chart the flow of the 
processes for each key service. Remember, there may be several 
steps involved in delivering a particular service. Analyze 
whether all of the steps in each process add value to service 
quality. Ask - Do we need to do all of this to meet our customer* 
needs? Do we have the right people delivering the service? 
Indicate each point in the process where your customers receive 
your services. Indicate where partners fit into the process(es) 
because in some cases they may deliver key services. Identify 
and analyze barriers, problems and gaps in delivery of quality 
service. Every employee in the operating unit plays a vital role 
in providing the best possible service. It is important to 
include the skills and experiences of employees and link their 
contributions to achieving sustainable results. The importance 
of these linkages is to clearly focus and identify how your 
service delivery impacts the ultimate customer. 

STEP 5: CONTINUE TO LISTEN TO YOUR CUSTOMERS 

USAID'S continued commi trnent to  1 isten t o  customers i s  extremely 
important. Establish a schedule to ask your customers what they 
think about your operating unit's current quality of services. 

* 

Find out what they expect in terms of reliability, timeliness, 
accessibility, accuracy and dependability. Maybe they would 
rather have farming tools or faster service or they may not want 
the service at all. Encourage customers to be candid and to give 
you ideas for improvement. You decide the best methods for 
assessing your services, e.g., focus groups, interviews or formal 
and informal surveys, or conferences. The final analysis of your 
customers' expectations will help generate your standards. 

STEP 6: DEFINE WHAT SYSTEM/PROCESS CHANGES A .  NECESSARY TO 
SATISFY CUSTOMERS 

Review the final analysis o f  what: your customers expect. Look at 
your key services and products and decide if your operating unit - 
can make suggested changes in systems and processes to satisfy 
customer expectations. Describe what services you can tailor or 
change. Decide what is realistic vis-a-vis what is not based on 



- the services you can provide. Carefully consider the results of 
r-  >, 

the changes in the way you do business and the resource 
r !. - - ., 

requirements. Compile your list of system/process changes and 
prioritize it to help guide the development of your operating 
unit's customer standards. 

STEP 7: DEVELOP CLEAR, SIMPLE, MEASURABLE CUSTOMER STANDARDS 

Continue t o  focus on areas that are  most important to your 
customers. How will your operating unit commit to improve 
service quality? The customer standards identify specific 
actions you will take to improve service. Once you have 
completed your analysis of who'your customers are, your key 
services and the linkages, prioritize where you need to develop 
standards. Determine what will have the most impact and decide 
what your operating unit will live by. Describe standards that 
are measureable, achievable, clear, relevant to what your 
customers asked for and demonstrate you heard your customers. 

For exampl e : 

P r i n c i p l e :  On a regular basis, we will communicate with our 
customers to improve our processes and simplify our business 
practices. 
Standard: We will survey our customers at least annually to see 
if the changes in our policies and procedures are working to 
eliminate the impediments they have identified. 

p r i n c i p l e :  We will involve our customers in defining the quality 
and quantity of services and commodities to be delivered. 
Standard: We will ensure that commodity specifications are 
jointly prepared with our customers. 

STEP 8: GIVE FEEDBACK TO YOUR CUSTOMERS 

Find ways to  l e t  your customers know what your standards are.  
Let customers know whether changes have been made and if not, 
why. For example, you could publish your standards in a simple 
booklet or brochure. They may also be communicated at 
conferences, meetings and in other settings. Your customer 
standards are published and distributed as part of your Customer 
Service Plan. The plan also lets customers know who in your 
operating unit may be contacted for additional feedback and/or 
information. 

STEP 9 :  MONITOR AND MEASURE HOW YOU AFS DOING 

Track your progress. Set up internal procedures and a tracking 
system that will monitor feedback from c-astomers and-identify 
recurring problems and priorities for improvement. Separate 
feelings from facts and keep a systematic record of complaints 
and recognition for doing well. This will help you analyze areas 

4 



where you need to further communicate with customers and 
employees. At least on an annual basis, ask your customers what 

' they are thinking and how you are doing. Find creative ways to 
i.. . :  keep in touch with customers. Develop a system(s) to communicate 

to all employees throughout your operating unit what you discover 
from customer feedback. Use participatory approaches to obtain 
suggestions from employees to address customer concerns and to 
implement improvements. 

STEP 10: BENCHMARK YOUR SUCCESS 

Know whether customers a r e  s a t i s f i e d  - determine r e s u l  ts.  Know 
through systematic benchmarking whether you have achieved 
excellence in whatever specific strategic objective you have. 
identified and the services you deliver. Keep track of your best 
practices. Measure your performance against top-notch operating 
units in the public and private sector that do similar work. Ask 
your customers about other organizations that they perceive as 

, being the best. Seek them out, find out their secrets and go for 
it! 

WHERE CAN YOU GET PERSONALIZED CUSTOMER SERVICE? 

This step-by-step approach is in response to our customers8 
request for additional detailed information to assist in the 
development of customer standards. Your comments and suggestions 
are appreciated. For further service and assistance, please 
contact the Reengineering Customer Service Team: Liz Baltimore 
(focus on Washington), (202) 663-32459, or Sher Plunkett (focus 
overseas), (202) 663-3396. 

Other reference materials for customer service planning: - - "Uncle Sher' s Maxims for Customer Service Plansn (Sher Plunket t , M/ROR, 
3/95) - - Steps for Customer Service Planning (Sher Plunkett, M/ROR, and Diane Lavoy, 
PPC, 6 / 9 5 )  



CUSTOMER SERVICE PUNS 
HOW TO GET STARTED 

Liz Baltimore, M/ROR 

--  Validate your organization's mission (What is your 
organization responsible for? Why does your organization exist?) 

-- Think about the future (What does your organization want to 
look like in 5-8 years? What services will you provide, to whom 
and how? 

- - m o w  Your Customers (Who are the key users of your 
products/services? Who benefits from the services you provide? 
who are direct recipients of your products/seryices? Who works 
with you to supply services? Who has a major interest and or 
investment in what you do?) 

- -  Determine your primary services and customer links (What are 
the key products/services? What are the links in your service 
delivery chain? What are the interdependencies in your services, 
employees and partners?) 

- -  Agree on your organization's principles of service (What type 
of service can your customers expect from your organization?) 

-- Decide what internal/external concerns and or pressures 
affect delivery of products/services (What are some of the 
things that affect the way you provide customer satisfaction?) 

- -  Let customers tell you how well'you are doing (Ask your 
customers how you can better serve them? What method of measuring 
will you use - -  written surveys, interviews, focus groups? What 
can your organization do to improve customer relations? What can 
you do to help your customers do their jobs better?) 

- - Based on Customer Feedback - Decide what measurable standards 
of service your customer and you can live with (What is doable 
and what is not? What are the resource requirements for the 
standards you develop? What feedback did you get from employees? 
Are you willing to commit your organization to standards of 
customer satisfaction?) 

- - set up internal procedures to help you produce end results 
(What internal procedures are in place to assure you meet your 
objectives for quality service? Do you have the staff to follow 
through? ) 

-Continued on Back- 



- - Publish Cuetomet Service Plan (What is your statement of /-. mission and vision? Who are your customers as related to 
strategic plan, objectives and or results? Will your plan 
address bureau/offices and other units within your organization? 
What is the result of your customer assessments? What are your 
customer standards? How will you give customers feedback? Who 
should customers contact for feedback and assistance when 
standards are not being met?) 

- -  Set up a systematic way to measure results and feedback (Is 
there a simple, quick and efficient way of tracking how you are 
doing with your standards? What methods can you put in place to 
assess performance and make adjustments? 



- 
CUSTOMER SERVICE PLAN PROFILE 

I 
k ,'.' 

A. Your OrganizationD s Name: 

C. Who is your ultimate customer(s)? 

D. Who are your intermediate customers? 

E. Who are 'your Partners? 

F. Who are your Stakeholders and what are their 
interests/influence on the services you provide? 

G. What are the primary services/products you provide to your 
ultimate customers? intermediate customers? 

H. DO you deliver these services/products directly to your 
ultimate customer(s) or is there an intermediary (partner)? 

I. Do you provide any service to Partners? 

a . J. List Your Priorities for Service Improvements: 

K, Customer Survey Plans: 

a. Which customer (s) will/have you targeted? 

b. Which service areas have you targeted? 

c. Explain your reason for targeting each area? 

d. What major' concerns were gathered from surveys? (1f' you 
have not conducted any formal surveys - answer e) 
e , What other sources (reports, hotlines, suggestion box, 
etc.) have given you feedback from your customers? 

L, Benchmarking against the best: 

a, Which organizations have/will you intend to emulate? 

b, Specify customer service standards you plan to achieve? 

M. How are you promoting the customer service philosophy with 
- .  your employees? What has been the results? 

-- N. Who is the person to contact for customer information? 

C u : \ebal timo\docs\of c . sur 



Attachment t o  E-mail 

ILLUSTRATIVE INDICATORS FOR MEASURING THE FIVE CORE VALUES 

PLEASE NOTE: These are examp!es ONLY! Indicators should be designed to meet 
your specific needs, and be meaningful to your program. 

=en tat ion 

- Strategic plans in place and used as a 
framework for decisions. 

- Planned operational and program 
results/irnpacts are defined, frequently 
measured and fed back into management 
decision making. 

- Progress is reviewed regularly against 
taigets or milestones. 

- Benchmark (baseline) information obtained 
systematically and keyed to evaluation 
criteria. 

/ Teamwork & Participation 

- Demonstrated teamwork is a factor in 
individual performance appraisal. 

- Staff at all levels contribute to strategic 
planning, performance monitoring, and major 
program decisions. Management acts to 
achieve staff ownership of decisions and 
actions. 

- Teams agree on objectives of work, and 
division of labor to achieve objectives. 

- Management maintains proactive support for 
team concept and team efforts. 

-Customers and Partners are included in 
teams, with clear, active roles and 
responsibilities. 

- 

I Customer ~ o c w  

- Customers are identified and targeted, and 
linkaaes among customer networks examined. 

- Customers aueried to ascertain their interest 
or need for products/services. 

- Customer service standards established, 
agreed-upon, and used to measure 
performance. 

- Customer satisfaction (access, timeliness, 
cost, productlservice performance) is 
measured and verified regularly. 

- Strategic objectives and Work Packages are 
flexible and adjusted to meet customer felt - 
needs, based on diatonue with customers. 

1 Empowerment & Accountability 

- Management emphasis is on results rather 
than oversight -on service outreach rather 
than internal control. 

- Staffheam decisii  making authority h 
sufficient to carry out tasks efficiently and 
effectively and allow it to be accountable. 

- Objectives (results1 defined at each level 
match responsibility vested in personnellteam. 

- Staff are held accountable for getting work 
done according to dear, agreed-upon 
performance standards. 

NOTE: THE VALUING DIVERSITY IN THE WOPXFORCE CORE VALUE - 
INDICATORS ARE UNDER DEVELOPMENT - REFER TO THE OFFICE 
OF EQUAL OPPORTUNITY P R O G W S  (EOP) 



. . 

A. How are you continuing to discover your customers needs? 

B. Are you measuring customer satisfaction? IF your answer is 
yes, please answer the following: 

1) Describe your system for measuring your customers 
satisfaction with the services/products you provide. 

2) What survey tools are you using? Focus groups? 
Interviews? Conferences? Questionnaires? etc. 

3) Who are the customers you targeted? What services did 
you target? Summarize the questions you asked. 

4) How many customers did you survey? How many responded? 
5 )  What is the frequency of your surveys? 
6) Any additional plans to survey customers? 

C, ~f you are not measuring customer satisfaction, what are your 
future plans? Include in your answer: Who? When? What 
service (s) you have targeted? 

D. If you have customer service standards in place, are they 
what matter to your customers? Based on your surveys, are you 
recommending any changes in these standards. Any new standards? 

E. rf you have no customer service standards in place, what are 
your plans to survey customers and put customer standards in 
place to meet your customer's expectations? 

F. If you have conducted surveys, have you reported the results 
of your surveys to your customers? How did you report it? If 
not, what are your future plans for reporting to your customers? 

G . '  Once you have given initial feedback to your customers, what 
are your plans for updating them on your progress? 

H. If you have conducted customers surveys, what does 'the 
results of your survey(s1 tell you about your customer's 
satisfaction with the services you provide? 

I. Have you reflected on some of the satisfied customer stories 
' regarding the services or products you are providing. 

J. What are some of the lessons learned about service delivery? 

K. DO you need any assistance with your measurement system or 
survey techniques? - - - 

L. who is your contact person for customer information and 
-- questions? 



SERVICE QUALITY AND CUSTOMER SATISFACTION ASSESSMENT 

Sher Plunkett, M/ROR 

May 1995 

Service quality and customer satisfaction regarding USAID 
programs may be usefully measured along three dimensions: 

1. The customer's view of the IMPORTANCE of the service 
you provide. 

2. The customer's assessment of HOW WELL you PERFORM the 
service. 

3 .  The customer's view of HOW the service you provide 
COMPARES with other providers. 

Assessing your service quality along these three dimensions may 
be done by 19surveying11 .customers (informally or formally) with 
regard to a series of indicators, and asking the customer to rate 
each indicator from NOT IMPORTANT to VERY IMPORTANT on a scale 
of, for example, one to five. Indicators for each of the three 
dimensions include: 

EASE of working with you: convenience, simple processes, 
minimal red tape, physical access to contacts. 
RESPONSIVENESS: following up, meeting changing needs, 
problem solving, answering questions, returning cal.1~. 
DELIVERY: on time, thorough, accurate, complete. 
BREADTH OF CHOICE: sufficient choices to meet needs. 
QUALITY OF PRODUCTS: performs as intended, can be 
maintained and repaired easily. 
QUALITY OF TECHNICAL SERVICES: performs as intended, 
professionally qualified. 
AGREEMENTS/CONTRACTS: ease of negotiation, clarity, 
completeness, simplicity, timeliness. 
CONTINUITY OF SERVICE: familiarity with customer needs, 
objectives, past practice, working style. 
REPRESENTATIVES/CONTACT PERSONNEL: professionalism, 
knowledge, helpfulness, ability to coordinate resources, 
contact frequency, local language skills, understanding of 
local culture. 
PARTNERSHIP: support for customer objectives, willingness 
to help, commit, participate. 
COMPLAINT/DISPUTE HANDLING: fair/equitable, timely 
resolution, root cause elimination. 
DOCUMENTATION: adequacy, timeliness, accuracy, simplicity. 
INNOVATION: new procedures, new services, new delivery 
methods, new communication methods. 
SENIOR MANAGEMENT ACCESSIBILITY: familiar with customer 
objectives, needs, and concerns. 

t 
These indicators are illustrative - -  you may wish to modify the 
list to reflect your needs and concerns. You may wish to work 
with your intermediate customers and partners to devise similar 



service quality assessments for their activities. /-. 
/ '. 

1 

'e 
The results of your customers'assessment of the quality of the 
services you provide them will do several things: 

- - Provide you with insight on what is important to your 
customers, and how well you are doing; 

- - Give you the basis for establishing performance 
principles you can commit yourself to; 

- -  Enable you to develop measurable standards for service 
quality that will lead to customer satisfaction with 
your activities; and 

- - Lay a foundation for better rapport with your 
customers, which will ensure more rapid feedback from 
them, and a more collaborative and participatory 
approach to achieving   our objectives. 

~f you would like further assistance in developing means to 
assess customer service quality, please contact Sher Plunkett via 
email, or phone (202) 663-3390, or FAX (202) 663-3391. 



CUSTOMER SERVICE PWINNING: IMPROVING SERVICE DELIVERY AND 
OBTAINING BETTER FEEDBACK 

The President's Executive Order Number 12862 of September 1993 
mandates all Federal agencies to develop and implement Customer 
Service plans to measure customer satisfaction, improve program 
responsiveness and performance, and report results. USAID, as a 
designated reinvention laboratory agency, actively embraced the 
concept of "customer focusn as a core value, recognizing that 
"customer servicew incorporates actions and attitudes which USAID 
employees consider integral to effective performance of their 
development and humanitarian assistance mission. By 
concentrating on partner and customer identification; tracing the 
links for service delivery; eliciting feedback regarding customer 
needs and satisfaction and using customer input to improve 
program design and implementation; and developing specific 
standards for performance, USAID and its component operating 
units can pinpoint necessary actions, monitor their execution, 
and improve quality while reducing cycle times in essential work 
processes associated with the delivery of development assistance 
and humanitarian relief. 

USAID staff addressed the issue of defining and operationalizing 
a systematic customer service orientation using a team-based 
approach. Led by members of the reengineering task force, 
representatives of regional bureaus and AID/W support offices 
developed meaningful definitions of USAID's overseas and domestic 
customers, partners, and stakeholders. The Agency appointed 
Customer Service Officers to provide expert assistance to field 
Missions and to AID/W operating units. Working with the customer 
service advisory group, the Customer Service Officers developed 
policy guidelines; operations plans; and a wide array of 
supporting materials to assist Agency units in developing 
customer service plans and surveys. These initial efforts were 
followed by on-the-ground support to the Agency's Country 
Experimental Laboratory missions, where initial plans were 
tested, modified, and shared widely throughout the Agency. 
Customer service planning was incorporated as an integral element 
in every operating unit's strategic planning as part of the 
Agency's Automated Directives System, which became effective in 
October 1995. 

Currently, initial customer service plans have been prepared by 
the Agency's field missions and other operating units, 
identifying and segmenting intermediate and ultimate customers 
for USAID programs; indicating how customer feedback and input to 
programs is being obtained through surveys and other means; 
setting forth customer service delivery principles and measurable 
standards for quality, timeliness, and transparency; and stating 
specific contact points for customer inquiries. USAID has 
published and disseminated its Agency Customer Service Plan, 
which received praise from the National Performance Review and 
the Administration. While these are important first steps, USAID 
recognizes that in order to translate its "customer focus" value 



into practical reality Agency-wide, additional efforts must be 
<- 

/ 
made. Training modules for customer service delivery have been 
prepared, and Agency staff will receive appropriate and practical 
familiarization training beginning in Summer 1996. Support to 
operating units in the development and improvement of customer 
service planning and customer surveying, now provided to a 
limited extent by M/ROR's customer service officers, needs to be 
institutionalized and expanded as a permanent part of the USAIDfs 
new way of doing business. Customer service vlessons learned" 
need to be collected and shared systematically, in order to 
improve USAIDfs overall customer service capability. 



Technical Notes 

Stakeholder Analysis: A Vital Tool 
for Strategic Managers 

By Benjamin L. Crosby 

The recognition of the key role played by 
stakeholders in the determination of policy, its 
implementation, and outcomes has made 
stakeholder analysis a vital tool for strategic 
managers. The term stakeholder analysis 
encompasses a range of different methodologies for 
analyzing stakeholder interests and is not a single 
tool-a fact that bas led to some confusion about 
what it is and how one does it. The purpose of this 
wte'is to help clarify the notion of stakeholder 
analysis by exploring a series of alternative 
methods, their advantages and potential limitations. 
A common analytic methodology for use by the 
IPC team and developing c o u n i ~ ~  managers in 
rewxu.+ssance and other diagnostic activities will 
also be suggested. 

What is it and Whv do it? 

Tbe purpose of stakeholder analysis is to indicate 
d o s e  interests should be taken into account when 
mak& a decision At the same time, the analysis 
ought to indicate why those interests should be 
taken into account. How do we know when a 
group's or actor's interest be given q x d i c  
and serious consideration? First, if an aaor or 

.group is in a position to damage or weaken the 
authority or political support of the decision maker 
or the organization, then it should be taken into 

Beryeryamin L. Crosby is a Director of MSZ; he holds 
a Ph.D. from Washington Universisy in St. Louis, 
Miisouri arui manages the Implementing Policy 
Change project. 

account. For instance, the urban industrial import 
substitution sector in many developing countries is 
opposed to reforms to facilitate a more 
export-driven economy. Since this sector is often 
the most economically powerhl sector, it is 
generally in a position to weaken political authority 
should it actively oppose the govenunent. 

Second, if the group's presence andlor support 
provides a net benefit or strengthens an 
organization and/or enhances the decision-maker's 
authority (and capacity to secure compliance to 
decisions), then it should be given close 
consi&ratioa For example, if a group can bring 
new resources, provide entry into a new market or 
otherwise enhance the organization's strength, it 
should be taken into account. 

Third, if a group is capable of influencing the 
direction or mix of an organization's activities, it 
needs to be couxued as a stakeholder. Consumers 
are often viewed as stakeholders in organkations 
charged with the delivery of public services. But 
since public utility organizations in LDCs are 
kquenrly rnonqAidc, and since most consumers 
are poor and have little, if any, capacity to 
mobilize, the decision maker can safely exclude 
them from the decisional calculus. But in other 
cases wen amorphous groups can be powerful 
stakeholders, particularly if they are large; the 
influence of the comparatively affluent American 
teenager on the music and fashioa industties of the --- - 

United States is a mse in point. 

Generally, stakeholder analysis focusses on two key 
elements: groups or actors are analyzed in tenns 
of: a) the interest they take in a particular issue 



and, b) the quantity and types of resouras they can 
mobilize to affect outcomes regarding that issue. 
However, the way in which and the degree to 
which each of these elements is analyzed varies 
considerably. Overly inclusive approaches run the 
risk of turning the analysis tedious without a great 
deal of added value. As a rule of thumb, one 
might apply the following: ody tho= groups or 
actors with real and mobiIizable resources that can 
be applied for or against the organhtion and its 
interests to the issue at hand should be included. 
They are the ones that have the capacity to directly 
influence policy outcomes. 

A~vroaches to Stakeholder Analvsis: 

Certain schemes are quite limited in what they 
expect to acheive with stakeholder analysis, while 
others are considerably richer both in data and 
analytic requirements. By applying the criteria 
noted in the paragraphs above regarding which 
groups ought to be included in a stakeholder 
analysis this note will explore some of the 
dimensions of these schemes, ranging from one of 
the more simple forms of stakeholder analysis to 
much more complex frameworks. 

Brinkerhoff s (1991) approach to stakeholder - 

analysis focuses upon use of the tool for managing 
programs. This focus highlights identifying what a 
program needs from its stakeholders to be 
effectively implemented. These needs are framed 
in tern of types of exchanges between the 
program and its key stakeholders; e.g.. financing, 
physical iDputs, political support, approvals, policy 
support, technical assistance, and so on. 
StakehoIders are identified and cladied accordhg 
to the resources they control, their interests in the 
program's activities and outputs, and theii 
importance to the different types of exchanges. 
Brinkechoff then summarizes the analysis in a 
maxtrix in which actors concerned about a 
partidar issue are arrayed along a verticaI axis, 
while the horizontal axis illustrates certain types of 
exchanges (or resources) the actor can bring to the 
issue. 

There are a couple of characteristics of this 
approach and in the matrix that might limit its 
usefulness for certain analysts. First, while 
exchanges or resources are noted, the degree to 
which such r e s o m  are in fact salient to issue 
outcomes is not easily perceived in the maaix 
itself. Second, neither the matrix nor the narrative 

analysis indicate the degree to which the group bas 
the capacity to mobilize the resonrcc or exchange 
noted. NevcrtheIess, the approach does quickly 
communicate who has what-important eIements 
for strategy development. 

Honadle and Cooper (1989) take a slightly different 
and more limited approach to stakeholder analysis 
than Bcinkerhoff. Their matrix arrays the primary 
actors or stakeholders across the horizontal axis, 
and on the vertical lists a series of problems upon 
which those stakeholders might have some impact 
or capacity to help resolve the issue. The matrix, 
however, is not clear about how stakeholders can 
actually heIp in resolving the problem indicated, 
merely that they might be able to. Perhaps more 
importantly, the matrix does not redly indicate the 
level of interest of the stakeholder in the problem 
nor the direction of that interest. Is the stakeholder 
for the policy or against it? How strongly does the 
actor feel about the issue? However, as a 'first 
cut" mec- for illusrrating the array and range 
of problems and actors, Honadle and Cooper's 
approach is quite useful. 

Other interpretations of stakeholder analysis go 
much further than the two approaches just 
described. Gamman's approach (1991) is much 
more descriptive and analytically is quite 
comprehensive. However, his approach is keyed 
into aiding the analyst in strategy design-and is 
therefore necessarily more complete in his analysis. 
Unlike the earlier approaches, it not only lists the 
important actors but also attempts to gauge their . 
relative importance, their interests andlor 
objectives, how these interests are in conflict with 
others, and the leaders of each group. 

While the main strength of G a m d s  approach lies 
in its comprehensiveness, it is also the source of 
some potential problemseqecialIy with respect to 
how many and which groups are or ought to be 
included in the dkcusior~ To be complete, 
Garnman suggests that the analyst look beyond the 
range of obvious actors or groups and determine 
which mobilized andlor unorganized groups 
might be affected in some manner by the policy 
(regardless of whether they are in fact affected by 
the policy). and how they might feel about that - - -  - - 
policy. When the policy focus-& &iy broad, then 
the number of groups that wdd be included under 
that criteria mounts rapidly, and can quickly tmn 
the analysis into a somewhat burdensome exercise 
(at least fiom a busy manager's point of view.) 



Aootber potential difj3culty with Gamman's 
approach is tbat he does not examine the mtun of 
stakeholder resources nor their capacity to mobilize 
those resources. Without some clarity regarding 
resource levels and capacity, judging stakeholder 
impact on policy issues will be difZcult. 

Tbe level of effort requhed to carry out the sorts of 
&ties suggested by Gamman is substadaI. 
Tbus, before proceeding, managers should weigh 
the potential gains from the analysis. Also, 
Gamman's approach requires a degree of 
sophistication and familhity with the envirorment 
that a short-term consultant seldom has. If this 
type of analysis is desired, then, effort should be 
made to obtain assistance from local 
knowledgeables or informants. These caveats 
notwithstanding, Gamman's approach can provide a 
wealth and richness of information to aid both in 
the policy design and implementation process. 

A fourth approach is that utilized by Lindenberg 
and Crosby (198 1) in conjunction with their 
political mapping techniques, and is that which has 
been suggested for use by the IPC project. This 
approach develops a matrix in which information 
for each group is arrayed according to the group's 
interests, the level of resources it possesses, its 
capacity for mobilization of resources, and the 
group's position on the issue in question. 

In the first cell vable 1) are listed those interests 
that will be affected by the policy or decision to be 
taken What are the group's specific interests in 
the policy? lEe analyst should be careful to select 
only those two or three interests a d o r  
eqtectations that are most important. In the second 
cell axe noted those r e s o m  that the group 
possesses that could be brought to bear in tht 
decision making or implementation of the policy. 
Can the group offer some special kmwledge or 
information? Would the group's status and 

prese~lcc on one side of the issue be ky to its 
i m p l d o n  or bloclrage? If the group appears 
to have rrsouroes that can be brought to bear, it is 
important to know whether the group is capable of 
mob- t k c  resoums quickly or only slowly. 
Quickly m o b ' i l e  f e s o m  are advagagcous if 
the issue has immediacy, but less so if the impact 
of the issoe is father out into the future. If the 
group carmot mob* or make effective use of its 
resources, then they are not really r e s o m  in any 
meaningful sense of the word. The aqlyst's 
judgement regarding mobilization capacity should 
be noted F d y ,  the group's position regarding 
the issue should be examined and noted. 
Judgement should be more discrete than a simple 
for or against. If a group is barely in favor of an 
issue, a convincing argument could be enough to 
change its position. 

In some respects this approach is similar to 
Gamrnan's, but with the difference that the analyst 
need not go beyond the range of obvious actors. . 
Only those actors with a position on the issue and 
resources that can be brought to bear need be 
considered. Nevertheless; the level of effort, 
analysis and inclusiveness of this approach is much 
broader (and time consuming) than recommended 
by either Brinkerhoff or Honadle and Cooper. As 
with the Gamrnan approach, the analyst should 
carefully weigh the benefits to be achieved from the 
analysis against the costs of carrying it out. 
While stakeholder analysis is certainly helpfbl to 
gain a better understanding of the interem and 
resources of the important players for policy 
dec'ision-making and implementation, it is even 
more so when used in conjunction with other 
strategic management tools such as political 
mapping, forcefie1d analysis, and the 
environmental analysis m a h  (see IPC note, "The 
Political Environment for Implementation of Policy 
Change: Tools for Analysis", 1991.) W~th 
political mapping, stakeholder analysis can help to 

TABLE ONE 

GROUP RESOURCES 1 

GRO W's 
INTEREST IN 

ISSUE 

I 

RESOURCE 
MOBILIZ. 

- CAPACITY 
POSITION ON 

ISSUE - 



re* the placement of political groups on the map. 
In the case of forcefield anatysis, it helps clarify a 
group's position as well as the comparative 
importance or salience of the group on the 
forcefield. Indeed, stakeholder analysis is generally 
a more interesting and powerful tool if used in 
combination with others. 

How to Condud a Stakeholder Analysis for a 
Reconnaissance Visit: 

There are several reasons why an external analyst 
might carry out a stakeholder analysis. First, for 
identification of the client and where helshe sits in 
the enviro~lent (who heishe is, what heishe is 
supposed to do, the importance of the position in 
relation to others) and to understand some of the 
pressures and expectations regarding hisher role. 
Second, the analyst should acquire a broad 
understanding of the environment and how 
stakeholders interact with the environment and the 
organization in order to play a more effective role 
with the client. A knowledge of who's who and 
why will produce a more effective interaction with 
the client. Third, managers can sometimes hold 
strong opinions about stakeholders which conflict 
with generalized perceptions in the environment. 
The external analyst can play a valuable role as an 
'independent auditorw of those stakeholders. 
Finally, given that some approaches to stakeholder 
analysis can be quite timeconsuming, the external 
analyst can provide at the very least an initial cut to 
be reviewed by the client. 

Generally, the analyst can begin the stakeholder 
analysis before going into the field through perusal 
of the literature on the case country's politics and 
economics. In addition to standard s o m  such as 
the CIA'S a n d  World Factbook, and profesional 
journal publications, Word Bank, AID, and UNDP 
publications can be helpful. The analyst should 
make a list of the groups that seem most relevant to 
the policy issue under consideration. One should 
not try to be very restrictive at this stage-it would 
be better to try to develop a fairly ample list and 
then begin to reduce. If sufficient information is 
available, the analyst might also consider drawing a 
political map or working up a tentative forcefield 
analysis. If possible, experts at, lqca..univeysiues . 

or think-tanks or h the country's embassy 
should be sought out for their opinions. With all 
this, the analyst ought to be able to generate some 
early hypotheses regarding the array of stakeholders 
and their relative importance. 

Oocc in the field, the analyst should seek out local 
knowledgeab1es to obtain their opinions rrgardins 
key pIayers and their interests. 'IEe analyst is 
encouraged to use as wide a range of informants as 
possiile sirm many informants also have pmicuJar 
agendas they wish to promote. Key infonuam can 
be quite varied: journatists, top officials in b e  
church, leaders of bnsiness groups, congrcsslyen, 
leaders of political parties, international donor 
officials, leaders of interest groups, university 
professors, codtarus ,  embassy officials (other 
than the US too), labor leaders, radio and TV 
commentators, local think tanks, management 
institutes, high ranking military officials or 
professors at the military colleges, and local and 
international PVO heads. 

Although personal interviews are the standard 
method of obtaining information, other techniques 
can be used. For instance, this writer has had 
success in using informal panel groups and 
workshops to discuss these issues and work through 
differences of opinions. The difficulty of this 
approach is that it generally requires more entree 
than that enjoyed by most intermittent consultants. 
This technique is also a good sounding board for 
testing the analyst's ideas. 

Ideally, the developing manager should acquire a 
solid f h i h i t y  with the tool both to dhbish 
reliance on outside advice and in order to gauge the 
effectiveness and veracity of external advice aed 
analysis when sought. Besides the obvious review 
of appropriate literature, there are a couple of 
useful rnechanbs that this writer has f d  for 
transferring the technology. One usefut method is 
through workshops; iirst, a brief introduction to the 
method and second, case studies or exercises to 
hone skills in using the technique. If several 
individuals wil l  be expected to work with 
stakeholder analysis, this method is paaiarlady 
effecthe. Cart should be exercised to M u d e  only 
those who indeed will work with the technique and 
who will actually find it usefd. Those who will 
not actually use it will find it quite tedious. 
Another useful method, especially when only a 
very narrow group will benefit is through one on 
one consultation in the use of the insuument. 
When the number of users is more than three,.. .- 
however, the workshop method wi l l  prove more 
efficient. 



How can the Developing Country Manager use 
weholder Analysk 

In many respects there are parallels in the use and 
usefulness of stakeholder analysis for the 
developing country manager and the e x t e d  
anaIydwnsuItant. However, it can generally be. 
assumed that local managers have the advantage of 
their own knowledge (bolstered by a historical 
view) and usually much readier access to local 
kriowledgeabla. Neverthe1ess, managers should be 
warned that familiarity with names and groups does 

necessarily amount to a strong analytical 
understanding of the different stakeholders. Often, 
the manager will know (perhaps intuitively) that a 
particular group is strong and needs to be taken 
into account. But helshe may not understand why 
the group needs to be taken into account. What are 
the groups resources? How quickly can they be 
mobilized? What are their interests and why? For 
purposes of strategy construction, these are 
important pieces of information. 

It is i m p o w  that the manager CO& his 
perceptions of stakeholders either through group 
discussions with associates within his organization 
or through external analysis. It is only natural that 
managers will elevate the importance of groups that 
share their own views and perhaps diminish the 
importance of others; While not perfect, the 
consultation process can help reduce bias. 

When should the manager undertake the analysis? 

'lkn are two points at which stakeholder iurdysis 
is CriticaI. Fm, when the policy is kiog 
formulated-at the point when dcc'kions regnding 
who will be favored are taken. While it is aw that 
they often are not taken into consideration at this 
point, managers can supply important input . 

regarding critical stakeholders and how they an 
affect policy oummes. Since poky makes arc 
often not in direa contact or have little to do with 
critical stakholders, infoomation supplied by the 
manager, who is in much closer and direct contact, 
can be critical. It is at this point that the manager 
can help the policy maker avoid erroneous 
decisions. 

The second point is in the formulation of a snategy 
for implementation It is at this point where the 
manager will have greatest input. It is also a this 
point where decisions become critical in t e rn  of 
assuring alliances and support. A solid analysis of 
stakeholder expectations and a keen appreciation of 
the relative importance of different stakeholder 
groups can be key input for the design of strategies 
to handle certain groups, knowing what pieces of 
the policy should be emphasii, or how to assure 
future support. 

F i y ,  and perhap as a warning, since 
stakeholder exercises can be fascinating, it can be 
tempting to devote too much time, and worse, too 
much credence to dte analysis. The stakeholder 
analysis is only a tool, one that helps to udexstaod 
better the field upon which policy change and the 
implementadon of those changes will be played. It 
is not an end in itself. 
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FOCUS GROUPS 
Sher Plunkett, M/ROR 

August 1995 
. - .- 

FOCUS groups are facilitated sessions involving groups of six to 
ten people, designed to discuss and document specific processes 
or problems. Attendees represent all participant points of view 
with regard to the process or problem. The interactive nature of 
the discussion provides valuable information to the focus group's 
host, with results that are frequently surprising. Focus groups 
are very useful for exploring, specifying, and understanding 
customer concerns, and for identifying critical variable8 which 
may be analyzed by more formal means. They are not, in 
themselves, useful for generalizations (quantitative measurements . 
or comparisons) since they are almost never representative of the . 

entire customer base. 

Basic principles: Distribute information packages to 
participants prior to the focus group session, to guide 
discussion. This constitutes the wscriptm which will focus 
dialogue. Provide neutral, non-threatening facilitators to guide 
the session. In managing the session itself, a) clearly state . 

the rules and agenda for discussion; b) encourage open, honest 
discussion; c) record the process in "real timew, using 
flipcharts; d) ensure that careful notes recording the issues and 
discussion are taken during the session. Following each session, 
distribute a follow-up package to participants to ensure accurate 
findings. This package should include a review of findings and 
understandings; a summary of deliverables which attendees agreed 
to provide; a listing of issues which were not discussed, or not 
resolved; the proposed "next stepsn for addressing unresolved 
issues; and a description of feedback mechanisms which attendees 
may use to update/revise findings. 

Roles and Rules: Discussion Leaders provide introductions, 
handle hospitality, introductions, and orientation to the purpose 
of the session, state what will be done with the information 
gained, explain procedures, and facilitate the dialogue, 
summarizing often. Discussion Recorders capture in the speakers' 
own words any statements of need, critiques, new information, or 
plans presented, corrections made to understanding or to 
summaries, and any misunderstandings about the relationship to 
the focus group host organization or its intentions. Additional 
Listener(s) probe questions for clarity, assist in ensuring 
understanding of what speakers are really saying, and help 
facilitate structured discussion. These are sessions designed to 
help to listen and to learn, so defensiveness is not allowed - -  
respond to criticisms either by "thank youu or "please tell me 

- .moren. Summarize what has been learned every 20 minutes or so, 
getting participant confirmation of the accuracy of each summary. 
Be sure to capture amplifying remarks or corrections made by 
participants, since these are often very significant. Ask for a 
final evaluation of the session for accuracy, sincerity, and the 
value to the participants. 



SURVEYING USAID'S CUSTOMERS 

Sher Plunkett, M/ROR 

USAID Missions and Offices obtain feedback on service performance 
and quality from their customers -- both end-users of the Agency's 
services, and intermediaries --  through a variety of direct and 
indirect methods, adapted to the widely differing circumstances in 
which USAIDfs programs are carried out. As the Agency reengineers 
its work processes, customer service planning, and customer 
surveys, are institutionalized and systematic rather than ad hoc 
and informal. In addition, information gained from surveying one 
set of customers is now exchanged and compared with other survey 
findings, and opportunities for synergistic effects across 
portfolio activities are maximized by the Mission or Office 
executing the program. 

With increasing experience in Customer service planning and 
customer surveys, however, USAID operating units have identified 
areas where performance standards may be improved. These include: 

- - timeliness of response to inquiries 

- - more rapid deployment and mobilization of our assistance 

- - greater attention to prompt payment for services to 
vendors 

wider and/or more appropriate arrays of services to 
ultimate customers 

greater attention to understanding and improving the 
service performance of intermediaries, in order that they 
may better serve ultimate customers 

better mechanisms for ensuring follow-up services 

more continuity of staff contact for major program 
activities 

greater use of local expertise in implementing programs 

better communication of USAID procedures and regulations 
to partners and customers 

more closely keying commodity specifications to customer 
preferences and requirements.. 

eliciting 
segments, 
translated 

more frequent feedback from key customer 
and ensuring that the information gained is 
into more effective program actions 



-- identifying and eliminating or reducing non-value adding 
- paperwork associated with USAID programs * 

- .. making greater use of local languages, and presenting 
information in ways that are culturally acceptable to 
socially and economically disadvantaged customers . 

-- increasing participatory approaches to design and 
execution of activities by more actively involving 
customers and partners 



FRAMEWORK FOR CUSTOMER SERVICE LINK DESCRIPTION 

Strategic Objective: Improved rural income through more efficient, local management of irrigation. 

Results Package: Ins t i tu t io~t ionof  policies ad practices fostering water user participation and 
improved operations and mainte!mnce of agency-mauaged irrigationsystems in 
the Terai. 

Customer info. 

customer type 

name 

customer. contacts 

customer role 
in achieving 
lxsu.lts pkg 

customer 
survey metbod 
for feedback 

Customer Iink #1 
Pro AG with 
M i a  water 
Resources 
TA Contract w/ 
8(a) firm 
CA with IIMI 
HC Ministry 

Dept. Imgation, 
Min. Water 
Resources 
P Pradhan, ARD 
R Thapa, ARD 

B Aryal, 
Director 

1. creates policy 
for user 
participation and 
O&M support 
2. Executes field 
activities 
3. Adninaers 
DO1 personnel 
4. Maimins 
relations with user 
groups. 
5. Maintaias 
relations with 
sector donors and 
NGOs. 

1. Focus groups 
2. ~ e g &  - 
meetings 
3. Key informant 
interviews 

Customer link #2 Customer link N Comments 
TA conma for 1 O&M training I 1 
Tarai district a 

irrigation sites 
CA with 
IIMIMepal 

Dist. Irrigation 
Officers for 
L d i ,  etc. 
Districts 

agreements 
between DO1 and 
site user groups 

Irrigation Dept. 
engineers 
Dept. Irrigation, 
Min Water 
Resources 
P Pradhan, ARD 
R Thapa, ARD 

1. Admhisters 
irrigation 
operations 
2. Cooperates 
with user groups 

end user groups 

water user groups 

P Pradhan , ARD 
R Thapa, ARD 

1. Site visits 
2. Interviews 
3. Rapid 
APp-2xyr 

Listed WU 
association 
officers 
other water users 
1. Party to 
agreement with 
DO1 staff on 
cooperation for 
irrigation O&M 
2. M o b i i  
muIces for 
O&M and other 
needs on site. 
3. Resolves 
con£licts among 
users. 
4. Dkemimtes 
info on better 
water use 
practices to users. 
etc.... 
1. site visits 
2. rapid appraisals 
3. key info- 
interviews - - - -  

4. formal surveys 
5. evahlati011~ 



LEADING GROUP INTERVIEWS: 

definition: 
6 to 10 people discuss their concerns together 

composition: 
Ideally, people should be of very similar backgrounds --  men and 
women, old and young, rich and poor - - probably, in the communities 
you will visit, this will happen automatically (? )  
Preferably, people do not already know each other well .... 
advantage: you hear interactions among people, 

they stimulate each other, 
they generate some of their own questions 

limitations: It is very easy for an interviewer to allow her or his 
preconceptions or pre-judgements to influence what she or he 
hears. It can be hard to guide a group discussion well. 

location: 
try to keep extra people (an audience) away --  sit in a circle? 
(for Americans, sit around a table) 

timing : 
one to two hours 

starting: 
introduce yourself and the subject briefly, explain that you hope 
people will talk with each other about the subjects you bring up. 

a) it is not a question and answer session - -  rather it is hoped 
that people will respond to each other's points - -  one at a time 
b) you are interested in hearing what everybody in the group thinks 
C) you are interested in all kinds of ideas and responses 
d) people shouldn't talk oo long each time they speak 

start with chatty things --  how long people have lived here etc. to 
get people relaxed. watch the participants to see who is most shy 
and who is most confident, later, urge the shier ones to express 
their views. 

probing : 
this has to be subtle. you have to keep impressing people that you 
want to learn from them. if it appears that you are quizzing one 
person, everyone may grow more quiet. 

you might say: I don't really understand what your life is like so 
I need you to help me with some details (or so). 

- . . -  

getting specifics: 
you said you went to the meeting [whenever] , what impressed you 
most about it? You said people were upset with [whatever], how do 
you know; what did they do? (After a while, people may speak in 
less general terms without being prompted. ) 



role playing: . 
you might even ask one member of the group to play that he or she 
is the union chairman. Then'have other people address him or her 
with their complaints or worries. ( ? )  ( "  
What would you like to say to the union chairman?") 

control issues : 
1. if one person like to talk too much! 

a) look at a different person after a while, stop taking notes 

b) politely intervene: ''1 am having some difficulty following so 
let me try to summarize your comment to see if I'm right. "' (the 
person then has to agree or disagree narrowly with the moderator.) 
OR: "If I understand you correctly, you are saying [XI. Could you 
also say something about Eyl ? 

C) when the person pauses: "Thank you very much. That is very . 
interesting. Perhaps we can talk more about this later(?). 
~eanwhile, if itf s OK with you, I'd like to talk about another 
issue while everybody is here together. 

2. group pressure 

a new idea can get everybody excited so people only think about the 
benefits (so everyone agrees) 

a) ask for other ideas or approaches - -  play devil's advocate 
b) add a new twist - -  if you are talking about the union council, 
ask if the mullah or landlord [or somebody] would also think it's 
a good idea 

c ) '  try to get people who appear less enthusiastic to share their 
views. tlWhat about you? You might have a different view?n 



TO THINK ABOUT WHEN REVIEWING AN INTERVIEW WITH TEAM MEMBERS: e 
1. What new or unusual use of words or phrases did you notice? 

2. What new or special things did you learn about your topic? 
(poverty, pollution, water, economy, social issues) 

3. What is NOT clear? What puzzles you? What new questions do you 
have in your mind? 

4. What were you expecting to see or hear that you did not see or 
hear? 

5. What did you learn about the other person's perspective or view? , 

6. What new ways of leading the conversation/asking questions did 
you try, which were good, which were not successful? 



0 LISTENING WITH NEW EARS: April 2, 1995 

, . ' Old Ears: This person is ignorant! 
New Ears: This person lives in a different reality than I do (and 

his or her world view is equally legitimate as mine). 

Old Ears: This person is stupid! 
New Ears: This person has figured out how to survive in 

circumstances that would be very hard for me. 

Old Ears: This person doesn't know anything! 
New Ears: This person knows different things than I know! 

Old Ears: I should teach this person some things! 
New Ears3 Until I understand her reality/his perspective, how can 

I decide what knowledge would be most helpful for her or 
him? If I am going to help develop a truly appropriate 
program, I should first learn from this person. 

Old Ears: This person doesn't understand my issues! 
New Ears: How can I lead this person to talk about the types of 

issues that are relevant to the democracy program? 

Old Ears: This person doesn't use the language properly! 
New Ears: How does this person use language to express his or her a experience? 

Old Ears: Everybody says the same thing! 
New Ears : Everybody' s life circumstances have unique features, 

even though people in any culture share some things. 

A reflection on learning: 

Learning is not just the acquisition of new information. Learning 
involves discovering new types of information/new connections among 
ideas. It involves thinking differently. It is an on-going, 
growing process in itself. 

Learning how to learn from other people is difficult because it 
asks that you suspend your own cultural training, that you become 
conscious of and temporarily halt the wnaturaln interpretations or 
'judgements about what you see and hear every day, that you look 
with new eyes and listen with new ears. 

A qualitative researcher always strives to learn more effectively. 
Sometimes you have good days, sometimes you have not so good days, 
you never. reach perfection: you can always learn more about 
learning. There is only honest effort. By reflection and 
discussion with others in the troop, you keep learning. Sometimes - - 

you help someone understand better, sometimes they help you see 
something in a new way. Learning requires courage! 



HLOOKING WITH NEW EYESn -- Observation Exercise 
.A=. 

.$ During the next two days, find time to do nothing but watch some 
people on two different occasions for about half an hour each 
time. Don't carry on a conversation with someone at the same 
time or anything. 

~ r y  two types of looking: 
a. large view (macro) 

observe how people arrange themselves in space: 
all men together, all women together? 
how far apart are people standing? 
how do they interact with each other? 
how do they.react to a new comer? 

b. small view (micro) 
watch a small group of people interacting: 
what is their posture like? 
what gestures do they use? 
how much eye contact do they have? 

Try to separate your observations from your interpretations 
Is this easy to do? 
How "automaticw are your interpretations? 
How sure are you of your judgements? 

How does it feel to "put on 'new eyes?'ll 
- -  comfortable? disconcerting? enjoyable? 

What did you learn by trying this? 

Prepare two 3x5 cards explaining something you noticed about 
watching people - -  make one card about something you observed and 
one card about something you learned about looking and judging 
what you see. What was significant for you about each? 



a STEERING A CONVERSATION (A SEMI-STRUCTURED INTERVIEW): 

Create a connection with a person by discussing something you can 
both see -- a road/bridge/building under construction, work that 
the person is doing, baby goats, beautiful flowers, a new crop.. . . 
Introducing yourself: Be Honest! Even if your purpose is unclear, 
a person can sense whether or not you are being truthful. Most of 
all, you want the person to know that you are interested in 
learning about their reality. You work for USAID, you are in a 
training program, you are practicing interviewing so that:one day 
you may have an opportunity to contribute to development of a 
program that might help them -- but you are not developing such a , 

program now. (Again) You only want to understand as clearly as you 
can what is important to them. . 

Explain, as needed, that each person's answers will remain 
CONFIDENTIAL! You don't even need their name or address. 

Remember: Leave emblems of (relative) wealth at home. At minimum 
they are distracting; at worst, they might be an invitation to 
theft . 
Start with and maintain a casual tone -- where the.person is from, 
how long they have been living here, how many children they have, 
what kind of work they do. Be willing to answer similar questions. 

C Sit down (do not dominate!), let the person change the topic, but 
lead them back to your themes. 

KINDS OF QUESTIONS: 

Probing: Can you give me an example? or: Can you be specific? 
Why? How so? What for? When? Who? or: just wait! 
DO you mean . . . ? (or . . . Aha.. . , Aha!, Really?. . . 
What are you thinking about? (What is on your mind?) 

Narrow and broad questions: 
How many years ago was this road paved for the first time? 
What were some of the most important changes (in peoplesg 

lives) that resulted from impro~ement in the road? 

Factual vs. normative (value) questions: 
Does your wife work? 
Do you think it is good for women to work? 
Are there certain kinds of work that are better for women? 

The person (on the spot) vs. people in general: 
Do you frequently have to borrow money to buy enough food for 

your family? 
Do most people who live near here have to borrow money to buy 

food to feed their families? 



Hypothetical: 
If x happened, what would you do? 
What would you do if x? ...y ou lost your job? someone broke 

into your home and stole your CD player? 

Contrast: 
What's the difference between a girl who goes to school and a 

girl who stays home? 
Would you rather have a,b, or c? a job or some good land?, 

son or daughter?, (NO: health clinic or clean water?) 

Rating: 
Is A or B or C better? please put them in order of 

importance. A tea shop, a gharry, a job with the DPW? 

Structure: 
You said there are several places for throwing garbage, can 

you point out where they all are? 
What are all the kinds of garbage you throw in those places? 

History : 
Is life better than it was ten years ago? 
What has changed about Cairo since x time? 

Language 
. What is your word for x? 

Tours : Grand Tour: What do you do on a typical day? 
Specific (Tour) : What did you do yesterday, from morning 

to night? 
~uided tour: Can you show me your house/village/work? 
Mini-tour: When you do x, exactly what do you do? 

Some Ouestions to (Try to) Avoid: 

Leading questions: 
Don't you think families with fewer children are better off? 
Wouldn't you agree that the city should pay people to clean up 

the streets in their neighborhood? 

Two (or more)-in-one Questions: 
Do you think people are increasingly poor because they do not 

know how to save and spend their money wisely? 

(Really) Sensitive Questions: 
Do you think power breeds corruption? 
(YOU REPRESENT USAID, NOT YOUR FAVORITE POLITICAL PARTY!) 

Finallv: 
Did I leave something outiforget something important? 



STEERING A CONVERSATION (A SEMI-STRUCTURED INTERVIEW) : 

Introducing yourself : Be S one st ! Even if your purpose is unclear, 
a person can sense whether or not you are being truthful. Most of 
all, you want the person to know that you are interested in 
learning about their reality. You have an opportunity to 
contribute to development of a program that might help them. YOU 
want to understand as clearly as you can what is important to them. 
Explain that each person's answers will remain CONFIDENTIAL! 

Remember: Leave emblems of (relative) wealth at home -- at minimum 
they are distracting. 

Starting a conversation: Start with chatty things --  where a 
person is from, how long they've been living here, how many 
children they have, what kind of work they do, age. (As 
appropriate.) Be willing to answer similar questions about 
yourself. 

KINDS OF QUESTIONS: 

Narrow and broad questions: 
Do you like the present government? 
Do you think democracy is good for Bangladesh? 

Factual vs. normative (value) questions: 
Did you vote? 
Do you think everybody should vote? 

The person (on the spot) vs. people in gen.era1: 
Who did you vote for? 
Who did most people in this village/region vote for? 

Probing: Can you give me an example? (or: Can you be specific?) 
What are you thinking about? (What is on your mind?) 
Do you mean . . . ? (or . . . ? Acha. . . , Acha! , Acha? . . . 
Why? How so? What for? When? Who? or: Just Wait! 

Intensity: Who burned the bus? 
Did you happen to see the bus burning? 

Leading questions: 
Don't you think that it's time for a new election? 
wouldn't you agree that all politicians are corrupt? 

Two-in-one Questions: 
Do you think corruption undermines democracy becuase the 
rich usually get elected? 

Sensitive Questions: 
Should we overthrow the government? 
(YOU REPRESENT USAID' NOT YOUR FAVORITE POLITICAL PARTY ! ) 

Finally: Did I leave something out/forget something important? 



INTERVIEW SUMMARY SHEET 
F.. 

i : Date: 
t; Names of Interviewers: Asker: 

Note taker: 
Location: 
Person(s1 : name occupation 

A 
B 
C 
D 

Notes on each person: (eg: attitude, character, ambiance, 
nimpression") 

Physical Description of Context: (place, socio-economic status) 

Interruptions : - 
Anything unusual that happened during the interview: 

Notable phrases used *by intewiewee: 

/- Special points about each topic/theme: 
i 

Puzzlements: Questions that came into interviewers mind while 
listening (or thinking back) : 

New Ideas: New ideas that came to interviewer during or after 
interview: 

~omfort/feelings of interviewers: 

(Attach complete notes or transcript!) 



WHAT IS A FOCUS GROUP? 

A focus group is a selected set of people intended to represent 
points of view that you think are relevant to the issue or 
activity you want to discuss. Usually six to ten people make up 
a focus group. The group is guided in loosely-structured 
discussion about a specific topic, facilitated by a discussion 
leader. If possible, the sessi~ns are videotaped for later 
review. Otherwise, extensive notes should be taken by someone 
other than the facilitator/discussion leader. The views of the 
group are analyzed to look for themes, or major points of concern 
to the group. Focus groups can serve as means to explore issues, 
which can then be followed up either by further interviews or 
more formal inquiries such as surveys. Focus groups are used in 
market research, to help identify consumer needs, perceptions, 
and concerns. They are not npowerfuln'tools, but they are 
relatively cheap, can be done rapidly, and can help point the 
direction both for activity design and for additional data 
collection. References on focus groups are being collected by 
M/ROR, and we will pass them on as rapidly as possible. 

WHAT SUPPORT WILL WE HAVE FOR CUSTOMER SUXVEYING? 

Here's what we are working on to support you - -  so far. 
a. Software. RAOSOFT, a survey'design and analysis package; has 
been used by some CELs. IRM may be able to get more copies, or 
you can buy it for your unit if you think you need it. There are 
other software packages on the market, but we have not evaluated 
them. 

b. Technical assistance. 1) M/MPI has an IQC for Management 
Analysis with five contracts, which may be used to develop 
customer surveys and customer service planning capability in your 
unit. Susan Walls is the Project Manager. Sher Plunkett and Liz 
Baltimore will work with you on SOWS for this IQC if you wish. 
2) M/ROR is drafting guidelines to help units set up local 
capability for customer service support, using purchase orders 
and ongoing connections with local institutions and firms rather 
than expatriate TA. 3 )  Sher Plunkett and Liz Baltimore are 
willing to serve as nvirtualn team members to help you design 
customer service plans and surveys. 4 )  M/ROR has begun 
developing a "networkn of in-house staff with social science 
credentials who would be willing to assist you in developing 
customer strrveys. 5 )  M/ROR is putting together a list of 
publications and references on standard customer survey methods, 
including hterviews, field observations, rapid appraisals, 
document analysis, and formal surveys. We are also starting to 
think of practical means for training non-specialist staff in 
these metheus, along lines of the rapid rural appraisal training 
offered in the late '80s. 



CUSTOMER SERVICE PLAN QUESTIONS AND ANSWERS 
Sher Plunkett, C ~ s t O n I e r  Service Officer, Y/ROR 

14  August 1995 

Q.  What is a customer senrice plan? 

A. A customer service plan is an operating unit's management 
tool for ensuring that the programs leading to achievement 
of its strategic objectives are delivered to their ultimate 
customers efficiently, effectively, sustainably, and with 
maximum participation in both design and delivery. Customer 
service plans identify and analyze the links in the chains 
of service delivery for programs, through intermediate 
customers and partners, to end-users - -  those intended to 
benefit and build upon.the development assistance provided 
by the American people through USAID. Where information is 
insufficient, customer service planning includes customer 
surveying to determine gaps in service needs or performance 
in order that modifications may be made to improve service 
delivery. With the information provided by customer service 
plans, operating units may not only improve ongoing programs 
and provide a sound basis for monitoring and evaluation, but 
also identify results-oriented activities which may 
contribute significantly to achievement of strategic 
objectives. Customer sewice plans thus are an .important 
component of the operating unit's strategic plan. More 
importantly, under our reengineered operations system, both 
overall strategic planning and customer service planning are 
critical processes for effective management of resources 
toward development goals. 

Q. Who is responsible for customer service plans? 

A, The customer service planning process is part of nlinen 
functioning in operating units. It is the means for 
ensuring customer outreach, and customer feedback into 
operations. The customer service plan is needed for those 
units making use of program resources for development 
purposes. That means that the Mission, or Office, customer 
service plan is a composite of the plans developed for each 
strategic objective and its components. The staff 
responsible for identifying and analyzing customers and 
customer linkages; managing or executing customer surveys; 
and ensuring that customer feedback is an integral element 
in the design, as well as the execution and evaluation of 
activities, is the concerned core team. Support (or 
"enablingn) staff participate in customer service planning 
as members of- operations teams. Enabling offices may wish 
to develop their own customer service plans to support 
"linen teams better. However, plans dealing with "internal" 
clients are not required to become part of the overall 
operating unit customer service plan. 



-r Q. When does a customer service plan have to be done? 

The answer to this question has two parts: First, an 
initial customer service plan should be prepared as soon as 
possible as part of operating units' reviews of their 
current portfolios and approved plans, in order to 
facilitate their transition to a more flexible and more 
effective reengineered operations system. The information 
obtained through customer identification and analysis, and 
through customer surveys performed as necessary, will become 
part of the operating unit's strategic plan modifications, 
and will be utilized by the unit in its submission of its 
Results Reporting and Resource Request (R4) in the Spring of 
1996. Second: once prepared, an operating unit's customer 
service plan should be maintained, and updated periodically 
(using new information systems software as it becomes 
available) as customer service feedback for the unit's 
programs is received through either passive collection or 
active surveying regarding service delivery performance and 
results achieved. This information will assist the 
operating unit to improve performance, and also to identify 
promising activities supporting development assistance. 

Q. Where is the guidance regarding customer service plans? 

. Guidance on customer service plans is found throughout the 
new Automated Directive System. The primary location for 
this information is Section 2xxxxxxxxx in the Directive on 
Planning. In addition, guidelines on customer service 
planning are included as a reference document in Section 
XXXXX of the ADS. However, just as operating units are 
differently organized, pursuing different mixes of 
development objectives, and in a wide variety of economic, 
cultural, and political contexts, so their customer service 
plans, as management tools, will require conscientious 
adaptation and "hand-craftingn to fit the operating unit's 
needs. No overarching guidance is likely to reflect all 
factors and concerns, The customer service plan must be 
created and maintained by those who will make most use of 
it. 

Q ,  Where are copies of customer service plans that I can use as 
examples? 

A. The Agency customer service planning officers (currently 
located in M/ROR) are collecting copies of operating units' 
customer service plans, and will share them with you on 
request. You may also contact other Missions and Offices 
you think may have similar customer service concerns 
directly for information and advice. 



Q. Is the customer service plan approved in AID/W? 

A. NO. It is an operating unit's management tool, and should 
be created and maintained to meet the unit's needs. The 
effectiveness, efficiency, and innovativeness of the unit 
will be reviewed periodically by AID/W in determining . 
performance and allocating funds, staff, and other resources 
to operating units. A properly developed and maintained 
customer service plan ensures that critical customer 
feedback on program performance toward results is being 
incorporated into the unit's operations. That, in turn, 
should be reflected in better performance, and better use of 
scarce resources, which will be reported to AID/W in the R4 
process. 
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1. S-Y. THIS CABLE PROVIDES GUIDELINES, INFORMATION, 
AND CONTACTS TO ASSIST USAID MISSIONS AND OFFICES IN 
DEVELOPING CUSTOMER SERVICE PLANNING AS PART OF AGENCY 
REENGINBERING, CONSISTENT WITEI THE ADMINISTRATOR'S 
STATEMENT OF PRINCIPLES ON PARTICIPATORY DEVELOPMENT 
(STATE 94/007970) THE REENGINEERING TEAM'S BUSINESS AREA 
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ANALYSIS OF USAID OPERATIONS HIGHLIGHTED THE FACT THAT 
PPiRTICIPATORY APPROACHES AND CLOSE ATTENTION-TO CUSTOMER 
SERVICE ARE CRITICAL ELEMENTS IN REENGINEZRING OUR AGENCY. 
THESE ELEMENTS HAVE BEEN INCORPORATED IN USAID'S NEW 
AUTOMATED DIRECTIVES SYSTEM (ADS) , WHICH WILL GUIDE 
OPERATIONS BEGINNING OCTOBER 1, 1995. EFFECTIVE CUSTOMER 
SERVICE PLANNING WILL ASSIST MISSIONS AND OFFICES IN 



REDUCING TRANSACTION COSTS ASSOCIATED WITH DELIVERING 
PROGRAM RESOURCES TO OUR PARTNERS AND CUSTOMERS. BY 
IDENTIFYING PROBABLE CUSTOMERS AND ASSESSING THEIR NEEDS 

AS WE DETERMINE COUNTRY AND SECTOR STRATEGIES, AND 
ENGAGING POTENTIAL-CUSTOMERS TO PARTICIPATE AS WE PLAN, 
IMPLEMENT, MONITOR AND EVALUATE ACTIVITIES AIMED AT 
ACHIEVING RESULTS TOWARD OUR STRATEGIC OBJECTIVES, WE WILL 
OBTAIN GREATER SUPPORT AND COMMITMENT FROM OUR CUSTOMERS 
AND ENCOURAGE MORE EFFECTIVE AND SUSTAINABLE OUTCOMES FOR 
USAID PROGRAMS. CUSTOMER SERVICE PLANNING IS AN ONGOING 
PROCESS. CUSTOMER SERVICE PLANS PROVIDE ESSENTIAL INPUT 
TO OPERATING UNITS' STRATEGIC PLANS, AND TO RESULTS REVIEW 
AND RESOURCE REQUESTS. 

2. WHAT SHOULD A CUSTOMER SERVICE PLAN CONTAIN? 

CUSTOMER SERVICE PLANNING (CSP) IS A TOOL FOR OPERATING 
UNITS WHICH MANAGE PROGRAM RESOURCES TO ACHIEVE RESULTS. 
PLANNING SHOULD BE DESIGNED TO MEET THE SPECIFIC 
INFORMATION NEEDS OF THE OPERATING UNIT' TO ENABLE THE 
UNIT TO BETTER DETERMINE THE OBSTACLES, OPPORTUNITIES AND 
BENEFITS EXPERIENCED BY ITS VARIOUS CUSTOMERS (MALE AND 
FEMALE, YOUNG AND OLD, ETHNIC AND RELIGIOUS GROUPS ETC.) 
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IN ACCESSING AND USING A UNIT'S PROGRAM SERVICES, AND 
THEIR VIEWS OF ITS SERVICE PERFORMANCE; ALLOW THE UNIT TO 
DEVELOP PERFORMANCE MEASUREMENTS AND STANDARDS WHICH MAY 
RESULT IN IMPROVBMENTS IN ITS PROGRAMS; ASSESS THE UNIT'S 
COMPARATIVE SmNGTHS IN THE HOST COUNTRY AND IDENTIFY 
WEAKNESSES WHICH CAN THEN BE ADDRESSED SYSTEMATICALLY; 
ESTABLISH INTERNAL COMMUNICATIONS REGARDING CUSTOMERS 
WITHIN THE UNIT'S TEAMS, AND PROVIDE FOR RESPONSIVE 
COMMUNICATIONS BETWEEN THE UNIT AND ITS PARTNERS AND 
CUSTOMERS; AND ALLOW THE UNIT TO EXPRESS ITS COMMITMENT TO 
QUALITY SERVICE, AND TO USAID'S GOALS AND VALUES, IN ITS 
HOST- COUNTRY CONTEXT. 

IN CONFORMITY WITH THE U.S. GOVERNMENT'S EXECUTIVE ORDER 
NUMBER 12862, WHICH SPECIFIES CRITERIA FOR CUSTOMER 
SERVICE PLANS, AN OPERATING UNIT'S CUSTOMER SERVICE 
PLANNING DOCUMENTS REFLECT ITS CUSTOMER SERVICE PLANNING 
PROCESS. CUSTOMER SERVICE PLANS SHOULD: 

A. PRESENT AND EXPLAIN THE UNIT'S "VISIONn FOR ACHIEVING 
ITS OBJECTIVES VIA ITS REENGINEERING EFFORTS; 

B. IDENTIFY THE UNIT'S CUSTOMERS AND PARTNERS, REFLECTING 

C- THE UNIT'S DECISIONS ABOUT THE STRATEGIC FOCUS OF ITS 
PROGRAM, AND HOW THEY ARE LINKED BOTH TO USAID AND TO EACH 



OTHER; 

C. IDENTIFY AND DESCRIBE THE SERVICES BEING, OR PLANNED 
TO BE, PROVIDED TO CUSTOMERS AND PARTNERS, AND INDICA- 
THE POINTS OF CONTACT FOR EACH SERVICE; 
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D. EXPLAIN HOW CUSTOMERS HAVE BEEN SURVEYED TO DETERMINE 
THEIR VIEWS OF THE UNIT'S SERVICES, AND WHEN TIBY WILL BE 
SURVEYED AGAIN; 

E: ' PRESENT THE AREAS IDENTIFIED BY SURVEYING CUSTOMERS 
FOR IMPROVING SERVICE PROVISION AND SERVICE QUALITY, AND 
EXPLAIN THE ACTIONS THE UNIT INTENDS TO TAKE TO ADDRESS 
THESE ISSUES; 

F. IDENTIFY THE KEY CUSTOMER SERVICB STANDARDS WHICH THE 
UNIT DEVELOPS AND TO WHICH IT WILL COMMIT ITSELF -- SUCH 
AS RELIABILITY (THE ABILITY TO PERFORM DEPENDABLY AND 
ACCURATELY), RESPONSIVENESS (WILLINGNESS TO ACT 
EFFECTIVELY, APPROPRIATELY, AND PROMPTLY IN RESPONSE TO A 
PROPOSAL, SITUATIONl OR CONCERN), COURTESY, ASSURANCE 
(ABILITY TO CONVEY TRUST AND CONFIDENCE), EMPATHY (ABILITY 
TO DEMONSTRATE CARING AND CONCERN FOR INDIVIDUAL 
CUSTOMERS), AND PHYSICAL ARRANGEMENTS OR PROCEDURES WHICH 
FACILITATE EFFECTIVE CUSTOMER CONTACTS; 

G .  EXPLAIN HOW CUSTOMER SURVEY FINDINGS, AND CUSTOMER 
SERVICE STANDARDS, WILL BE COMMUNICATED TO PARTNERS AND 
CUSTOMERS; AND 

H. NOTE UNIT POINTS OF CONTACT FOR CUSTOMER SERVICE 
ISSUES - - NAMES, TITLES , RESPONSIBILITIES , ADDRESSES, 
TELEPHONE, FAX, AND EMAIL INFORMATION. 

THE CUSTOMER SERVICE PLAN SHOULD ,BE IN A FORM WHICH CAN BE 
WIDELY DISTRIBUTED AND SHARED WITH CUSTOMERS, PARTNERS, 
AND STAIUWOLDERS, AND WITHIN THE AGENCY. THE DOCUMENT 
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WILL REFLECT AN ITERATIVE PLANNING PROCESS AND IS SUBJECT 
TO PERIODIC REVIEW AND REVISION WITHIN THE OPERATING UNIT. 
CUSTOMER SERVICE PLAN DOCUMENTS ARE NOT REVIEWBD AND 
APPROVED OUTSIDE THX OPERATING UNIT ITSELF. THE UNITJ S 
INITIAL CUSTOMER SERVICE PLAN, BASED ON A COMBINATION OF 
EXISTING INFORMATION AND ADDITIONAL CUSTOMER ASSESSMENTS 
AND PREPARED AS PART OF THE UNIT'S TRANSITION TO THE NEW 



OPBRATING SYSTEM, WILL BE "REPLACEDn BY SUCCEEDING e. VERSIONS WHICH INCORPORATE EWRTHBR FEEDBACK FROM 
CUSTOMERS, PARTNERS, AND OPERATING EXPERIENCE. CUSTOMER 
SERVICE PLANNING PROVIDES ESSENTIAL INPUT TO THE OPERATING 
UNIT8 S STRATEGIC PLANNING, RESULTS REPORTING, AND RESOURCE 
REQUESTS, SUBMITTED PERIODICALLY TO AID/w. 

3. DEFINITIONS : 

A. CUSTOMER SERVICE PLAN. A WORKING DOCUMENT WHICH 
DESCRIBES THE OPERATING UNIT'S ONGOING AND PROPOSED 
ACTIONS FOR IDENTIFYING AND ENGAGING THE PARTICIPATION OF 
ITS CUSTOMER GROUPS AND PARTNERS IN PLANNING, 
IMPLEMENTATION, MONITORING AND EVALUATION OF ITS PROGRAMS. 
OPERATING UNITS ARE ENCOURAGED.TO FOLLOW GOOD BUSINESS 
PRACTICE TO USE CUSTOMER INPUT AM) FEEDBACK TO' IMPROVE 
DECISION MAKING, CUSTOMER SERVICE QUALITY AND CUSTOMER 
SATISFACTION. 

D. ULTIMATE CUSTOMERS. THE NATIONAL PERFORMANCE REVIEW 
DEFINES "CUSTOMERn AS "AN INDIVIDUAL OR ENTITY WHO IS 
DIRECTLY SERVED BY A DEPARTMENT OR AGENCY." USAID'S 
AGENCY-LEVEL CUSTOMER SERVICE PLAN DEFINES OUR ULTIMATE 
CUSTOMERS AS THOSE HOST COUNTRY PEOPLE, ESPECIALLY THE 
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SOCIALLY AND ECONOMICALLY DISADVANTAGED, WHO ARB END USERS 
OR BENEFICIARIES OF USAID ASSISTANCE AND WHOSE 
PARTICIPATION IS ESSENTIAL TO ACHIEVING SUSTAINABLE 
DEVELOPMENT RESULTS. AN OPERATING UNIT'S ULTIMATE 
CUSTOMERS ARE DEFINBD AS THOSE WHO ARE END USERS OR 
BENEFICIARIES OF ACTIVITIES UNDER ITS STRATEGIC 
OBJECTIVES. 

C. INTERMEDIATE CUSTOMERS. PERSONS OR ORGANIZATIONS, 
INTERNAL OR EXTERNAL TO USAID, WHO USE USAID SERVICES, 
PRODUCTS, OR RESOURCES TO SERVE INDIRECTLY OR DIRECTLY THE 
NEEDS OF THE ULTIMATE CUSTOMERS. 

D. PARTNBR. AN ORGANIZATION OR CUSTOMER REPRESENTATIVE 
WITH WHICH/WHOM USAID COLLABORATES TO ACHIEVE MUTUALLY 
AGREED UPON OBJECTIVES AND TO SECURE CUSTOMER 
PARTICIPATION. PARTNERS INCLUDE U . S . PRIVATE VOLUNTARY 
ORGANIZATIONS, INDIGENOUS AND OTHER INTERNATIONAL NON- 
GOVERNMENTAL ORGANIZATIONS, UNIVERSITIES AND OTHER USG 
-AGENCIES, HOST COUNTRY GOVERNMENTS AT ALL LEVELS, U.N. AND 
OTHER MULTILATERAL ORGANIZATIONS, PROFESSIONAL AND 
BUSINESS ASSOCIATIONS, AND PRIVATE BUSINESS. TO THE 
EXTENT THAT USAID RESOURCES OR ACTIVITIES FACILITATE A 
PARTNER'S ABILITY TO ACHIEVE RESULTS, PARTNERS ARE ALSO 
INTERMEDIATE CUSTOMERS. 



E. USAID CONTRACTOR. AN ORGANIZATION OR INDIVIDUAL 
/ - . ACTING AS AN AGENT OF USAID AND CARRYING OUT A SCOPE OF 

WORK FINANCED BY USAID. ALTHOUGH THE RELATIONSHIP BETWEEN 
USAID AND A CONTRACTOR IS QUALITATIVELY DIFFERENT FROM 
THAT BETWEEN USAID AND A PARTNER, IN TERMS OF SERVICE 

e 
UNCLASSIFIBD 

UNCLASSIFIED 

PAGE 07 STATE 234428 0310062 
DELIVERY LINKS TO USAID'S ULTIMATE CUSTOMERS, CONTRACTORS 
ARE ALSO INTERMEDIATE CUSTOMERS WHOSE PERFORMANCE IS 
RELATED TO THE RELIABLE AND TIMELY ACTION OF USAID 
OPERATING UNITS. 

F. STAKEHOLDER. PARTIES WHOSE SUPPORT OR ACQUIESCENCE IS 
NECESSA~Y FOR USAID PROGRAM SUCCESS AND ACHIEVEMENT OF 
POLITICAL, DEVELOPMENTAL, AND/OR HUMANITARIAN ASSISTANCE 
GOALS (HOST COUNTRY PERSONS OR GROUPS; THE US CONGRESS AND 
EXECUTIVE BRANCH; US TAXPAYERS, PVOS, UNIVERSITIES, AND 
PRIVATE FIRMS; OTHER DONORS, ETC.). 

G. PARTICIPATION. THE ACTIVE ENGAGEMENT OF PARTNERS AND 
CUSTOMERS IN FORMULATING IDEAS, COMMITTING TIME AND 
RESOURCES, JOINTLY MAKING DECISIONS, AND TAKING ACTION TO 
BRING ABOUT A DESIRED DEVELOPMENT OBJECTIVE. 

I' 
H. SURVEYING. A "COVER TERM" FOR A WIDE RANGE OF 

'-% METHODS/TECHNIQUBS INTENDED TO OBTAIN QUANTITATIVE AND 
QUALITATIVE INPUT ON USAID PROGRAMS' SERVICE DELIVERY 
PERFORMANCE FROM CUSTOMERS AND PROVIDE DEEPER 
UNDERSTANDING OF THE SOCIO-POLITICAL AND ECONOMIC CONTEXTS 
IN WHICH VARIOUS CUSTOMERS LIVE AND WORK. IT CAN INCLUDE 
-- SINGLY AND IN COMBINATION -- FOCUS GROUPS, 
CONSULTATIONS, RAPID APPRAISALS, MINI -SURVEYS, FORMAL 
LARGE SCALE SURVEYS, INDIVIDUAL AND GROUP INTERVIEWS. 
DECISIONS ON WHAT METHODS TO USE ARE BASED ON ASSESSMENT 
OF THE KINDS OF INFORMATION NEEDED AS WELL AS OTHER 
CONSIDERATIONS (TIME LIMITATIONS, FINANCES, TECHNICAL 
RESOURCES/EXPERTISE AVAILABLE, LOGISTICS, ETC.) 
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4. STEPS IN INITIATING CUSTOMER SERVICE PLANNING. 

SINCE EACH UNIT OPERATES IN A UNIQUE CUL'IZTRAL AS WELL AS 
DEVELOPMENTAL CONTEXT, IT IS MOST APPROPRIATE TO OFFER 
BROAD SUGGESTIONS (BASED ON SIMILAR TYPES OF EFFORTS IN 
THE PAST) AS GUIDANCE, RATXER THAN A SPECIFIC BUT POSSIBLY 
UNREALISTIC PLAN OF ACTION. MISSIONS AND OFFICES VARY C,, WIDELY IN PROGRAM SIZE, STAFF RBSOURCES, BUDGET AND OTHER 



RESOURCES, AND LOGISTICAL SUPPORT. CUSTOMER SERVICE 
PLANS, LIKE STRATEGIC PLANS, MUST AIM FOR ACHIEVING 

CUSTOMER SERVICE PLANNING IS A WORK PROCESS MANAGEMENT 
TOOL WHICH ENABLES OPBRATING UNITS TO OBTAIN ESSENTIAL 
FEEDBACK AND INCORPORATE IT I m  OPERATIONS TO ACHIEVE 
BETTER PROGRAM PERFORMANCE. CUSTOMER SERVICE P W S  
SHOULD, THBREFORB, BE KEPT AS SIMPLE, AND PRACTICAL, AS 
POSSIBLE. THEY SHOULD BE CREATED IN-HOUSE, AND NOT 
PRODUCED BY EXTERNAL SPECIALISTS, IF THEY ARE TO BE 
"OWNBDn BY THE UNIT ITSELF. 

A, THE W I T  SHOULD DESIGNATE ONE OR MORE INDIVIDUALS TO 
COORDINATE CUSTOMER SERVICE PLANNING EFFORTS ACROSS 
STRATEGIC OBJECTIVE TEAMS AND TO SERVE AS LIAISON FOR 
CUSTOMER SERVICE ISSUES WITH AID/W. HE/SHE SHOULD HAVE 

SOME FAMILIARITY WITH EVALUATION/MONITORING METHODS AND/OR 
TOTAL QUALITY MANAGEMENT APPROACHES, AND EXPERIENCE WITH 
SOCIAL SOUNDNESS AND INSTITUTIONAL ASSESSMENTS/SURWYING 
TECHNIQUES. IN FIELD MISSIONS, ONE OR MORE FSN STAFF 
SHOULD BE INCLUDED TO BACKSTOP THE CSP EFFORT, PROVIDING 
INSIGHT INTO LOCAL FACTORS AND/OR CONDITIONS WHICH COULD 
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AFFECT CUSTOMER SERVICE, AS WELL AS LONG-TERM CONTINUIm 
FOR MANAGING CUSTOMER SERVICE IN THE FUTURE. THIS 
CUSTOMER SERVICE TEAM CAN ALSO SERVE AS THE CONTACT POINT 
FOR CUSTOMER SERVICE BACKSTOPPING FROM AID/W. CSP 
ACTIVITIES MAY BE INTENSIVE AT TIMES, AND SHOULD BE 
INCORPORATED INTO THE DESIGNATED INDIVIDUALS' WORK PLANS. 

B. CUSTOMER SERVICE PLANNING SHOULD BE KEPT AS SIMPLE 
PRACTICAL AS POSSIBLE. BEFORE DESIGNING CUSTWBR SURVEYS, 
THE UNIT SHOULD REVIEW ITS EXISTING ICNOWLEDGE BASE AND 
USE DOCUMENTARY AND OTHER SOURCES TO DEVELOP INFORMATION 
REGARDING ITS CURRENT AND POTENTIAL CUSTOMBRS, CUSTOMER 
NETWORKS, AND THE SOCIO-POLITICAL AND ECONOMIC CONTEXTS 
WHICH AFFECT VARIOUS CUSTOMERS' PARTICIPATION IN ITS 
PROGRAMS. INFORMATION SHOULD INCLUDE: 

1. THE UNIT'S ULTIMATE CUSTOMERS FOR ITS PROGRAM 
PORTFOLIO - -  DEFINED ACCORDING TO THE STRATEGIC OBJECTIVES 
OF THE UNIT' S PROGRAM AND TAKING INTO ACCOUNT GENDER, 
ETHNICITY, AGE AND OTHER SOCIAL FACTORS AS APPROPRIATE TO 
THE COUNTRY PROGRAM CONTEXT. 

2. THE LINKAGES BETWEEN THE UNIT, ITS PARTNERS, AND ITS 
ULTIMATE CUSTOMERS -- A DESCRIPTION OF THE UNIT'S CUSTOMER 
NETWORK AND THE ROLES OF THE VARIOUS COMPONENTS OF THAT 
NETWORK. 



3 . THE ACTUAL CONTACT POINTS BETWEEN THB UNIT, PARTNERS, 
AND CUSTOMERS, AND THE FREQUENCY OF CONTACTS, AND WHERE 
THEY OCCUR. @ 

i 
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4. WHAT DIFFERENT TYPES OF CUSTOMERS AND PARTNERS EXPECT 
FROM THE UNIT'S PROGRAMS. 

5 ,  WHAT THESE CUSTOMERS AND PARTNERS FEEL IS MOST 
SATISFACTORY, AND WHAT IS LEAST SATISFACTORY, ABOUT THE 
UNIT' S PROGRAMS. 

6. THE KEY STAKEHOLDERS OF THE UNIT'S PROGRAMS, AND THEIR 
INFLUENCE AND RELATIONS WITH DIFFERENT CUSTOMERS AND 
PARTNERS. ARE THEY ' IN SOME INSTANCES ALSO PARTNERS - - OR 
CUSTOMERS ? 

C ,  THE OPERATING UNIT'S TEAMS RESPONSIBLE FOR THE 

MANAGEMENT OF PROGRAM RESOURCES TOWARD ACHIEVEMENT OF 
STRATEGIC OBJBCTIVES SHOULD THEN LEAD FOCUSED IN-HOUSE 
DISCUSSION OF THBSE QUESTIONS, AND OTHERS THAT WILL 
EMERGE, SO THAT THE UNIT REACHES A WORKING CONSENSUS ON 
WHO ITS ACTUAL AND POTENTIAL CUSTOMERS AND PARTNERS ARE; 

L. CURRENT PRACTICES REGARDING CUSTOMER RBLATIONS; AND THE 
MAJOR ISSUES AFFECTING CUSTOMER SERVICE RELATIONSHIPS 
WITHIN THE CONTEXT OF ONGOING AND PROPOSED ACTIVITIES 
AIMED AT ACHIEVING RESULTS ' AND MEETING STRATEGIC 
OBJECTIVBS. THIS INFORMATION MAY BE DEVELOPED THROUGH 
"BRAINSTORMINGA, DOCUMENT REVIEW, FOCUS GROUPS WITHIN THE 
MISSION, KEY INFORMANT INTERVIEWS, ETC. 

INFORMATION PROVIDED THROUGH TEAM AND UNIT DISCUSSION WILL 
ENABLE THE CSP TEAM TO DEVELOP PLANS, SURVEY HYPOTHESES, 
AND INSTRUMENTS FOR SURVEYING, USING IN-HOUSE OR OTHER 
RESOURCES AS AVAILABLE AND PRACTICAL. THIS INFORMATION 

UNCLASSIFIED 

UNCLASSIFIED 

PAGE 11 STATE 234428 0310062 
SHOULD BE BASED ON THE DEFINITIONS OF CUSTOMERS, PARTNERS, 
CUSTOMER NETWORKS, ETC. , OUTLINED IN SECTION 2 OF THIS 
CABLE. IF A UNIT IS DEVELOPING A COUNTRY STRATEGY, THE 
KINDS OF INFORMATION NEEDED, THE W i G E  OF CZI'STOMERS, AND _ -. - - -  .- - . . . 

THE TYPES OF SURVEYING THE UNIT WISHES TO DO MAY BE VERY 
DIFFERENT FROM WHAT IS REQUIRED IF IT IS ASSESSING 
CUSTOMERS REGARDING ACTIVITY DESIGN OR ACHIEVEMENT OF 
RESULTS IN AN ONGOING PROGRAM. 



D. THE UNIT WILL NEED TO DETERMINE THE RESOURCES REQUIRED 

I) AND AVAILABLB FOR SURWYING TO GATXBR INFORMATION FOR THE 
DEVELOPMENT AND PERIODIC UPDATING OF ITS CUSTOMER SERVICE 

k ' " PLAN; THE APPROPRIATE TIME-FRAME FOR CUSTOMER SERVICE 
PLANNING ACTIVITIES SO T ~ A T  THE INFORMATION OBTAINBD CAN 
INFORM THB OVERALL UNIT EFFORT; SOURCES OF LOCAL 
ASSISTANCS (CONSULTANTS, UNIVERSITIES, PRIVATE FIRMS) ; AND 
MECHANISMS (SUCH AS LOCAL PURCHASE ORDERS OR IQCS) WHICH 
THE UNIT MAY USE. BASED ON THEIR DETERMINATION OF WHAT 
INFORMATION IS NEEDED FROM CUSTOMERS AND WHAT MAKES 
TECHNICAL, FINANCIAL, AND LOGISTICAL SENSE, THE UNIT CSP 
TEAM DECIDES WHICH METHODS CAN BE MOST EFFECTIVELY USED 
AND TAKES APPROPRIATE ACTION. METHODS MIGHT INCLUDE 
FACILITATED FOCUS GROUP DISCUSSIONS, KEY INFORMANT AND 
OTHER INTERVIEWS, CONSULTATIONS, FORMAL QUESTIONNAIRES, 
MINI-SURVEYS, AND/OR RAPID APPRAISALS. THEY SHOULD AIM AT 
ELICITING RAPID, TIMELY, AND RELIABLE INFORMATION WITHIN 
THE CONTEXT OF THE UNIT'S SOCIOCULTURAL SETTING AND 
LOGISTICAL CONSTRAINTS. 

THE UNIT'S CUSTOMER SERVICE PLANNING SHOULD BE CLOSELY 
INTEGRATED WITH 1TS.OVERALL STRATEGIC PLAN. IT SHOULD 
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SPELL OUT WHO (IN TERMS OF GENDER AND OTHER RELEVANT 
SOCIAL CATEGORIES) WILL IMPLEMENT, PARTICIPATE IN AND 

BENEFIT FROM ACHIEVEMENT OF THE STRATEGIC OBJECTIVES, AND 
HOW PEOPLE-LEVEL IMPACT WILL BE MEASURED AND MONITORED. IT 
SHOULD ALSO CONFORM TO THE AGENCY'S AUTOMATED DIRECTIVE 
SYSTEM FOR PLANNING, ACHIEVING, AND MONITORING AND 
EVALUATION. CUSTOMER SERVICE PLANNING MUST REFLECT THE 
UNIT'S CORE VALUES AND VISION IN ORDER TO BE AN EFFECTIVE 
MANAGEMENT TOOL OVER THE LONG TERM, AND NOT "JUST ANOTHER 
EXERCISE FOR AID/W CONSUMPTIONn. IT SHOULD BECOME 
INCREASINGLY BETTER GROUNDED IN FINDINGS FROM CUSTOMER 
SURVEYS, AND INCLUDE CUSTOMERS AND PARTNERS IN ITS 
PREPARATION. CUSTOMER SERVICE PLANNING SHOULD ALWAYS LOOK 
TOWARD WHAT MIGHT BE DONE MORE EFFECTIVELY TO DELIVER 
USAID RESOURCES AND IMPROVE PROGRAM-LEVEL IMPACT RELATED 
TO MISSION STRATEGIC OBJECTIVES; WHAT CUSTOMER SERVICE 
STANDARDS THE UNIT WILL USE TO MEASURE PROGRAM IMPACT AND 
CUSTOMER SERVICE QUALITY AND SATISFACTION; AND HOW THE 
UNIT WILL COMMUNICATE CUSTOMER SURVEY FINDINGS AND 
STANDARDS, AND GET FEEDBACK, FROM CUSTOMERS AND PARTNERS, 
THE UNIT SHOULD WORK WITE ITS PARTNERS TO ASS1ST:THEM -IN- - 
PREPARING SIMILAR CUSTOMER SERVICE PLANS, AND EXECUTING 
THEIR OWN CUSTOMER SURVEYS. 

AS PART OF LONG-TERM PLANNING FOR SUSTAINING ITS EFFORTS, 

, 
UNITS SHOULD BSTABLISH A CONTINUING CAPABILITY (THROUGH, 



E .G. LOCAL INSTIT~JTIONS OR FIRMS FAMILIAR WITH CUSTOMBR 
SURVEYING) FOR EXECUTING PERIODIC CUSTOMER SERVICB ('-- - ASSESSMENTS RELATED TO MISSION STRATEGIC OBJECI'IVBS AND 
PROGRAM PORTFOLIO, WITHIN STAFF AND RESOURCE LIMITATIONS. 
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5. TOOLS AND TECHNICAL ASSISTANCE FOR CUSTOMER SERVICE 
PLANS 

A. REENGIWERING REFERENCES: O W R  THE PAST SEVERAL 
MONTHS, A NUMBER OF SHORT DOCUMENTS HAVE BEEN PREPARED 
DEALING WITH CUSTOMER SERVICE PLANNING, SERVICE QUALITY 
ASSESSMENTS, AND TECHNIQUES USEFUL FOR CUSTOMER SURVEYING. 
IN ADDITION, SEVERAL CDIE PUBLICATIONS DEAL WITH SURVEY 
METHODS. THE AGENCY'S PARTICIPATION INITIATIVE STAFF ARE 
COLLECTING CASE EXAMPLES OF "PARTICIPATORY PRACTICESn, AND 
PROVIDES A USEFUL RESOURCE THROUGH ITS PARTICIPATION 
FORUMS. PPC PARTICIPATION INITIATIVE STAFF ARB PREPARING 
A REVISED AND EXPANDED "RESOURCES AND TOOLS FOR 
PARTICIPATIONn WHICH WILL BE AVAILABLE AGENCY-WIDE SOON. 
CONTACTS: DIANE LAVOY, SENIOR POLICY ADVISOR FOR 
PARTICIPATORY DEVELOPMENT, PPC/AA (202-447-7057), ANNE 
SWEETSER, PARTICIPATION SPECIALIST, PPC/AA (202 -647-7072) , 
KRISHNA KUMAR, SENIOR SOCIAL SCIENCE ADVISOR, PPC/CDIE 
(703-875-4964), SHER PLUNKETT, CUSTOMER SERVICE OFFICER, 
M/ROR (202 -'663 -2496) . AND LIZ BALTIMORE, CUSTOMER SERVICE 
OFFICER, M/ROR (202-663-2459). 

B. TECHNICAL ASSISTANCE FROM CONTRACTORS: M/MPI,S NEW 
IQC FOR MANAGEMENT CONSULTING IS ORIENTED TOWARD ASSISTING 
UNITS IN THEIR REENGINEERING EFFORTS. THIS IQC WILL BE 
AVAILABLE IN NOVEMBER 1995 TO PROVIDE ANALYTICAL AND 
TRAINING SUPPORT FOR OPERATING UNITS. CONTACTS: SUSAN 
WALLS, M/MPI (202-647-0943) AND BILL ALLI, M/MP1, (202- 
647-2172). 
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C. SURVEY SOFTWARE: SOME EXPERIMENTAL LABORATORY 
MISSIONS (CELS) HAVE MADE USE OF "RAOSOFT SURVBY", A 
COMPUTER PROGRAM WHICH CAN BE USED TO DESIGN QUESTIONNAIRE 
FORMS, ENTER DATA AND ANALYZE RESULTS. OFSURYEYS. THE 
SOFTWARE PACKAGE ALLOWS THE USER TO DESIGN QUESTIONS 
(YES/NO, MULTIPLE CHOICE, OPEN ENDED COMMENT, WBIGHTED 
SCORE, DATE, TIME OR NUMERIC FORMAT) ; DOES AUTOMATIC DATA 

(. 
TABULATION BY FREQUENCY AND PERCENTAGE; AND CREATES BAR 
AND PIE CHARTS INSTANTLY FROM ANALYSIS, OR ALLOWS YOU TO 

L 



CREATE YOUR OWN CHARTS. THIS SOFTWARE MAY BE PURCHASED BY 
OPERATING UNITS TO ASSIST IN DEVELOPING AND MAINTAINING 
CAPABILITY IN CUSTOMER SURVEYING. CONTACT: JOSEPH 
GUERON, INFORMATION SYSTEMS SPECIALIST, M/IW (703 -875- 
1734) 

D. M/ROR BACKSTOPPING: THE M/ROR CUSTOMER SERVICE TEAM 
WILL SEND UNITS ADDITIONAL MATERIALS ON CUSTOMER SgRVICE, 
CUSTOMER SERVICE ASSESSMENTS, ETC . FROM THE NATIONAL 
PERFORMANCE REVIEW AND OTHER SOURCES AS THEY ARE 
IDENTIFIED AND BECOME AVAILABLE. THE TEAM WILL ANSWER 
QUESTIONS FROM UNITS RE:GARDING CUSTOMER SERVICE ISSUES AND 
PROVIDE TECHNICAL SUPPORT ON CUSTOMER SERVICE PLANNING, 
CUSTOMER SURVEYING, AND PARTICIPATORY APPROACHES TO 
ACHIEVING AGENCY GOALS. CONTACTS: SHER PLUNKETT (PHONE: 
202-663-2496, FAX: 202-663:2204), LIZ BALTIMORE (PHONE: 
202-663-2459, FAX: 202-663-2204). THEY WILL WORK IN CLOSE 
COORDINATION WITH THE REGIONAL BUREAU TRANSITION 
COORDINATORS, DESK OFFICERS AND CUSTOMER SERVICE 
BACKSTOPS, WITH PPC/CI)IE AND PPC'S SENIOR POLICY ADVISOR 
FOR PARTICIPATION DEVELOPMENT, AND WITH M/IRM. PLEASE LET 
YOUR REGIONAL BUREAU CUSTOMER SERVICE BACKSTOP AND THE 
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M/ROR TEAM KNOW WHAT ASSISTANCE YOU NEED FOR CUSTOMER 

. 

SERVICE PLANNING IN YOUR OPERATING UNIT. 
CHRISTOPHER 
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USAID/GENERAIi NOTICE 
INFORMATION M/ROR 

10/25/95 

SUBJECT: ~eengineering Transition Guidance Cable No. 9 : 
Teamwork and USAID'S Reengineered Operations System 

1. This Notice is the ninth In the series of transition guidance 
messages for the new USAID, prepared jointly by the Office of 
~esults-Oriented Reengineering (M/ROR), the Office of Management 
qlanning and Innovation (M/MPI) and the Office of Human Resources @ ~ / H R ) ,  ~ t s  purpose is to assist operating units in planning and 
tmplementing human resource changes in the reengineered 
operations system, to respond to specific questions raised by 
Agency personnel and to provide information that may not be 
contained in other documents. State 191629 provided additional 
information and QscAs on teamwork. 

2. Beginning October 1, 1995, the reengineered operations system 
requires that much of USAIDfs work be achieved by operating unit 
personnel, customers, stakeholders and partners working together 
in teams. Operating units shall establish a strategic objective 
(SO) team for each strategic objective, strategic support 
objective and special objective defined in the approved strategic 
plan. Strategic objective teams may establish results package 
subgroups as deemed appropriate. The responsibilities and 
authorities for the strategic objective core and expanded teams 
are defined in the Automated Directives System series 200 
(Chapters 201, 202 and 203). 

3. The size and scope of the strategic objective teams should be 
flexible and based on the varying requirements for achieving 
results . Operating unit managers should provide. a clear. focus - -  -. - 
for the team to operate, and state objectives, results and 
measures for judging progress. It is equally inportant that the 
strategic objective team decide which participatory processes it 
'11 use to engage customers, stakeholders and development 
~rtners in the deliberations of its strategic, strategic 

or special objectives. The team should ensure that it 
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has a plan to obtain sufficient information to make informed 
decisions for managing objectives and results. 

4 .  It is the Agency's policy to require and encourage 
participation by and consultation with those involved in 
development, both our partners and our customers. Each operating 
unit and strategic objective team should refer to the General 
Notice on guidance on consultation and avoidance of unfair 
competitive advantage issued on August 17, 1995, to avoid 
possible conflicts when including partners on teams. 

/ . Operating units and team leaders should look for members who 
.ave complementary skills, responsibilities or interests that 
contribute to achieving results relative to the SO.. Team members 
may serve on a part-time or full-time basis and may be assigned 
to the unit or assigned to other organizational units within the 
Agency. Individuals may also serve on multiple teams. The 
commitment of an individual's time to a team must be negotiated 
with the individualts parent organization or supervisor. Team 
members need not be physically resident within the operating unit 
responsible for the strategic objective, but could participate 
electronically as nvirtualR participants from a distance. 

6 ,  The type of work and the nature of the desired result must be 
examined when considering whether a temporary or permanent team 
approach is warranted. Although the current Agency organization 
emphasizes teamwork, a team structure may not be the most 
effective means of achieving some work objectives. The nature of 
the objectives and work should determine the organizational 
design. 

7 ,  Teams need not be considered a permanent organizational 
element of the Agency. They are designed and intended to be 
flexible instruments, easily formed and dissolved depending on 
the requirements of significant work products. Managers should 
draw on the experiences of the Country Experimental Labs (CELS) 

-- qnd other organizational units that have organized around teams, 
onsider the variables of their own organization, the effect on 

dersonnel and decide what structure best meets the needs of their 
operating units in managing for results. 
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8 ,  policy and procedural guidance relating to the justification 
and approval of organizational and associated position actions is 
contained in ADS Chapter 102. USAI~/Washington approval is 
required only if missions plan to establish a permanent team 
structure. 

9 .  The operating unit shall establish the authorities and 
parameters governing strategic objective team operations. When a 
team is em~owered to make decisions, it must receive authoritv - * 
and be acc&untable for its decisions and results. Operating 
lnagers should provide specific information to the team as 
3110~s : 

A, The specific strategic, strategic support, or special 
objective to be achieved, which shall be consistent with the 
approved strategic plan and the operating unit's customer 
service plan. 

8. Performance measures and reporting requirements. 

C.  The responsibilities and authorities delegated to core 
team members. 

D. The budget for achieving the strategic objective. 

E, Other requirements or special conditions pursuant to the 
management contract or that the operating unit deems 
necessary. 

10, A team should be accountable for results within its 
manageable interest. Teams are accountable individually and 
collectively within the context of annual evaluation work 
objectives based on expected results ,- - Work objectives should 
state the scope of a team member's expected contributions and 
performance measures. Team members are expected to hold 
themselves accountable and to ensure that the team has the 
~ a c i t y ,  experience, judgment and technical knowledge required 
-0 achieve results. Team leaders are responsible for coaching, 
coordinating and assigning the work of the team, Team members, 
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team leaders and supervisors should work collaboratively and 
supportively to assure accountability is tied specifically to 
delegated authorities, to the requirements of the team's 
objectives and is described on the team member's annual 
evaluation form. 

11, The new 360-degree personnel evaluation process supports the 
team concept in the reengineered USAID. It is expected that this 
process will provide a means to factor team member's 
contributions into his or her overall rating. The team should 
contribute to the determination of each team member's objectives, 

,_/' -ay approve them, and will be part of the rating process for the 

i sam member. 
, 

12. Incentives are essential to recognize team results and 
individual contributions: 

A. Teams, as well as individuals, will be rewarded on the 
basis of their performance with regard to managing for 
results. When discussing performance, it is important to 
distinguish between program success or failure on the one 
hand and employee or team success on the other. Employees 
and teams are expected to closely monitor program 
performance and to take necessary corrective action to 
insure that strategic objectives are being achieved -- to 
manage for results. Failure of a particular program 
intervention is not to be considered a team or individual 
failure unless action is not taken in a timely way to make 
mid-course corrections. In the new reengineered USAID, it 
is important that employees be encouraged to do a certain 
amount of risk-taking. The new human resources management 
systems will support sounder performance judgments by line 
managers and teams on managing for results. 

---- - - . . - - . -- . . 

B. The new HR incentive systems are being designed to 
create monetary and non-monetary awards that recognize the 
achievement of teams. The rewards should be based on 
demonstrated performance as determined during the R4 
process. Operating managers are encouraged to initiate 
unit level awards to do the same thing. Rewards accruing to 
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teams should be shared within teams. Non-US government team 
members would be eligible for non-monetary awards. 

13. The reengineered Human Resources automated system, once 
implemented, will support team formation with an electronic 
skills data base. Managers forming strategic objective, 
strategic support objective or special objective teams will be 
able to locate potential team members with the specific skills 
and interests needed for a specific objective. 

14.  Other guidance will be issued as we receive questions and 
?hen inore information becomes available. Please feel free to 
ontact the following individuals regarding this cable: 

M/ROR: Liz Baltimore or Richard Byess 
M/HR/BAA: Doug Brandi 
M/MPI : Susan Walls 
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SUBJECT : REENGINEBRING TRANSITION G U I D A N & ~ ~ & - ~ ~ ~  i ROLLOUT OF THE RBENGINXERED USAID SYSTBMS *-------- 

I. INTRODUCTION 

ON OCTOBER 1, 1995, IMPLEMENTATION OF OUR REENGINEERING 
EFFORT BEGINS. BETWEEN NOW OCTOBER 1, YOU WILL 
RECEIVE A SERIES OF GUIDANCE MESSAGES DBSIGNBD TO ANSWgR 

OF TKg QUESTIONS YOU WILL HAVE AS WE BEGIN 
- UNCLASSIFIED 

UNCLASSIFIED 
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IMPLEMENTATION. 

NO ONE OFFICE IN WASHINGTON P&%TE?dDS TO HAVE ALL THE 
ANSWERS. WE ARB COUNTING ON YOU, IN THE OPERATING UNITS, 
TO FILL IN THE GAPS AND TO USE THE NEW OPERATIONS SYSTEMS 
IN CREATIVE WAYS TO ACHIEVE YOUR PURPOSES. JUST AS THE 
REENGINEERED PROCESSES ARE THE INTELLECTUAL PRODUCT OF THE 
AGENCY, WE EXPECT BUREAUS AND OPEMTING UNITS TO TAKg--THE--- 
LEAD IN ADAPTING THE NBW PROCESSES TO THEIR OPERATIONS. 
-EMBER THAT THERE IS NO ONE ANSWER TO FIT BVERY CASE. 
BURBAUS WILL ADDRESS OPERATIONS DIFFERENTLY, AND gAQi 
OPERATING UNIT IS EMPOWERED, WITHIN THE FRAMBWORX OF THB 
AUTOMATED DIRECTIVES SYSTEM, TO DEVELOP ITS OWN INTERNAL 

.-. 



OPERATING PROCEDURBS . 
& AS WY BMPLEMBNT THE NEW PROCBDURBS, IT IS IMPORTANT 

KEEP IN MIND THE CORE VALUES, THE PRBCEPTS THAT GOVERN THB 
REENGINEBRING PROCESS: MANAGEMENT FOR RESULTS, 
BMPOWERMENT OF BMPLOYEBS AND ACCoUNTABILfTY, TgAMWORR, AND 
CUSTOMER FOCUS. 

11. TIMETABLE 

THE COMPUTER-BASED NEW MANAGEMENT SYSTBMS (NMS) WILL BE 
INSTALLED IN WASHINGTON FOR PRODUCTION ON OCTOBER 1, 1995. 
THEY WILL USED IN A PRODUCTION MODE IN THB FIELD ON 
JANUARY 1, 1996. DETAILED GUIDANCE ON THB INTRASTRUCTURE 
REQUIREMENTS, THE FUNCTIONALITY OF THESE SYSTEMS, AND THE 
ROLLOUT P Y ~ N  WILL BE COVBRED IN TRANSITION CABLES NOS. 3 
AND 4. 
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SOFTWARE DEVELOPMENT WILL CONTINUE THROUGHOUT FISCAL YEARS 
1996/7, WITH UPDATES TO THE FIRST NMS RELEASE PLUS 
ADDITIONAL BUSINESS AREA APPLICATIONS (SUCH AS HUMAN 
RESOURCES) , 

THIS SCKEDULE SHOULD NOT INTERRUPT ONGOING ACTIVITIES OR 
THE ADOPTION OF REENGINEERED OPERATIONS PROCESSES. THE 
PROCESSES SET FORTH IN THB AUTOMATED DIRECTIVES SYSTEM 
(ADS) WILL BECOME OPERATIONAL ON OCTOBER 1, AND THE NEW 
OPERATIONS SYSTEM WILL TAKE EFFECT THEN, THB FOLLOWING 
ELEMENTS WILL APPLY: 

- A. AGENCY STRATEGIC PLAN 

THE AGENCY'S S.TRATEGIC PLAN CONSISTS OF THREE BL-S: 

- - 1. STRATEGIES FOR SUSTAINABLE - D B V B U ) m  

THIS DOCUMENT WAS COMPLBTRD IN MARCH OF 1994, IT SETS 
FORTH THE AGENCY'S GOALS. 

- - 2. IMPLEMENTATION GUIDELINES 

THE STRATEGIES HAVE BEEN SUPPLEMENTED WITH INDIVIDUAL 
IMPLEMENTATION GUIDELINES FOR EACH AGENCY GOAL. 

- -. . .. . . . . - - - . -. - - 3. AGENCY STRATEGIC ETAMEWORK 

PPC/CDIB HAS PRBPARBD AN AGENCY STRATEGIC FRAMEWORK TO BE 
RELEASED THIS FALL. THIS FRAMEWORK WILL ESTABLISH THE 
AGENCY OBJBCTIVES FOR EACH GOAL TO WHICH ALL COUNTRY AND 
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REGIONAL FRAMEWORKS MUST RELATE, 

- B. REGIONAL AND CENTRAL PLANNING FRAMEWORKS 

OPERATING BUREAUS WILL NEED TO ENSURE THAT ALL REGIONAL 
AND CENTRAL FRAMEWORKS COINCIDE WITH THE AGKNCY STRATEGIC 
FRAMEWORK. THIS SHOULD BE PERFUNCTORY, AS BUREAU 
-WORKS HAW BEEN DESIGNED AROUND THE AGENCY'S 
STRATBGIC PLAN FOR SOME TIME. 

- C. OPERATING UNITS 

- - 1. REALIGNMENT OF EXISTING PROGRAM ACTIVITIES 

A CRITICAL TASK OVER THB COMING YBAR IS REALIGNMENT OF 
. ONGOING ACTIVITIES UNDER STRATEGIC OBJECTIVES. 

CABLE NO. 2 IN THIS SERIES, TRANSITION TO THE NI3W 
OPERATIONS SYSTEM, WILL DISCUSS THE MECMISMS FOR DOING 
mrs. 
- - 2 .  STRATBGIC PLANS 

/'-- 
EVERY OPERATING UNIT THAT MANAGES PROGRAM FUNDS MUST HAVE 
AN APPROVED STRATEGIC PLAN. REQUIREMENTS PERTAINING TO 
THE CONTENT OF TKE: STRATEGIC PLAN, OUTLINED IN THE ADS 
DIRECTIVES, SHALL APPLY ONLY TO NEW STRATEGIC PLANS. 
EXCEPT FOR THE SPECIAL CASES SET FORTH IN TKE ADS, ALL 
OPERATING UNITS SHOULD HAVE AN APPROVED STRATEGIC PLAN BY 
THE DATE FOR SUBMISSION OP THEIR F'Y 1996 RESULTS REVIEW 
AND RESOURCE REQUEST (R4) . 

PAGB 05 S T A ~  214052 0902392 
STRATEGIC PLANS APPROVED UNDER Px's MAY 1994 DIRBCTIVZS 
WILL BE VALID IN TI-& NEW OPERATIONS SYSTEM IF THgY WBRB 
APpROVBD IN AN AGENCYWIDE REVIEW PROCESS (BARRING THE NEED 
FOR REVISIONS DUE TO CHANGES IN RESOURCB LEVBLS THIS 
m). REGIONAL BUREAUS ARE RESPONSIBLE FOR BNSURING THB 
QUALITY OF APPROVED STRATEGIC PLANS. ISSWS OR CONCERNS 
ABOUT A STRATEGY AND STRATEGIC OBJBCTIVES MAY BE ADDRESSED 
TO TEE RESPECTIVE BUREAU, PPC AND ROR. - -  -- -- - - - -  

- - 3. MANAGEMENT L m R S  

BEGINNING OCTOBER 1, RBGIONAL AND CENTRAL BURgAWS WILL BE 
RESPONSIBLE FOR PROVIDING NEW MISSION DIRECTORS AND 



PRINCIPAL OFFICERS OF OTHBR OPBRATING UNITS WITH 
MANAGEMENT LETlgRS OUTLINING THB STRATBCXC DIRBCTION 0; 
THE PROGRAM, KBY MANAGEMENT OR STRATEGIC ISSUE(S, RESOURCE 

d0 PARAMETERS AND ANY SPECIAL FOREIGN POLICY INTBRBSTS IN THE 
COUNTRY. 

- - 4 .  MANAGENBNT CONTRACTS 

BY THB END OF FY 96, EACH OPERATING BUREAU WILL HAVE IN 
PLACE A MANAGEMENT CONTRACT 8ETWEEN THE OPERATING UNIT AND 

THE AA OF THE BUREAU. 

- - 5 .  CUSTOMER SERVICE PLANS 

BY SUBMISSION OF THE NEXT R4, ALL OPERATING UNITS WILL 
HAW CUSTOMER SERVICE PLANS (CSP) IN PLACE, REGARDLESS OF 
THE STATUS OF OPERATING UNIT'S STRATEGIC PLAN. THE CSP 

UNCLASSIFIED 
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DOES NOT REQUIRE APPROVAL BY USAID/W (BUT WILL BE 
AVAILABLE TO uSAID/W FOR INFORMATION PURPOSES) . IT IS A 
WORKING DOCUMENT FOR THE OPERATING UNIT. 

@ - - 6 .  
PERFORMANCE MONITORING PLANS 

THE PERFORMANCE MONITORING P W  (PMP) MUST BE PRBPARED BY 
gVERY OPERATING UNIT WORKING WITH APPROVED STRATEGIC 

. OBJECTIVES AND SUPPORTING RBSULTS FRAMEWORKS. THE PMP IS 
- DUE TO BE SUBMITTED WITH THE FIRST R4. 

. - - 7. SPECIAL OBJECTIVES 

SPECIAL OBJECTIVES ARE ANALOGOUS TO EARMARKED AND DIRBCTED 
ACTIVITIES AS WELL AS TARGBTS OF OPPORTUNITY, IN THE FY 96 
R4, MISSIONS AND OPERATING UNITS WILL RBPORT ON PROGRESS 
TOWARD MEETING SPECIAL OBJBCTIVES IN ORDER TO JUSTIFY 
FUNDING LBVELS. 

- - 8. RESULTS FRAMEWORKS' (RF) 

ALL OPERATING UNITS WILL PREPARE AND INCORPORATE RESULTS 
FRAMEWORKS FOR EACH STRATEGIC AND SPECIAL OBJECTIVE. THE 
RF WILL ESTABLISH THE BASIS FOR REPORTING FUTLlRE RESULTS. 
WTBRE POSSIBLE, THE RF SUBMI- WITH THE FY 96 R4 WILL 
ESTABLISH THE -BASELINE FOR REPORTING PROGRAM- RgSULTS - IN - - - --- - - - 
SUBESEQUENT YEARS, OPERATING UNITS SHOULD MOVE QUICKLY TO 
ESTABLISH RFS, BUT LEEWAY WILL BE GIVEN DURING THIS 
TRANSITION YEAR. 

- D . D B L E G A T T O N S O P A U T H O R I T Y ( W S )  
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ACCOMPANYING THE ROLLOUT OF THE REENGINEERED SYSTEMS ARE 
DELEGATIONS OF NEW AUTHORITY TO TKB FIELD. THE NEW M A S  
ARB MODELED ON THOSE PREVIOUSLY CONFERRED ON THE COUNTRY 
EXPERIMENTAL LABS (CELS). CABLES REFLECTING THE NEW 
DELEGATIONS ARB NOW CIRCULATING IN USAID/W AND WILL BE 
RELEASED BEFORE THE OCTOBER 1 MILESTONE. 

- E. COMPUTERIZED SYSTEMS 
111. TRAINING 

WE HAVE BEGUN A COMPREHENSIVE TRAINING PROGRAM IN 
WASHINGTON AND OVERSEAS. FROM JULY THROUGH ILARLY 
SEPTEMBER, WE WILL HAVE TRAINED OVER 200 TRAINERS (TOT) IN 
PROGRAMS CONDUCTED IN uSAID/W AND BANGKOK. THESE 
INDIVIDUALS WILL SERVE AS CHANGE AGENTS WITHIN THEIR HOME 
OPERATING UNITS. FOR MISSIONS, WE ARE PLANNING TO 
SUPPLEMENT THIS WITH REGIONAL HANDS-ON TRAINING ONCE THE 
COMPUTERS AND SOFTWARB ARE INSTALLED. WE ARE DEVELOPING 

- - SIMILIAR TRAINING PROGRAMS FOR USAID/W STAFF. TRAINING 
/' FOR EXECUTIVE MANAGEMENT IN USAIDIW WILL BEGIN IN MID- 
I SEPTEMBER. 
'x. . . 

IN ADDITION, WE WILL HAVE SPECIAL SESSIONS AT REGIONAL 
V&NUES SUCH AS REDS0 SCHEDULING CONFERENCES. VARIOUS 
MISSIONS AND BURgAUS HAVE ALREADY ORGANIZED REENGINBERING 
BASED TRAINING FOR SELECTED PVOS AND PARTNERS, AND WB 
ENCOURAGE MISSIONS AND OPERATING UNITS TO PROCEED WITH 
THIS TRAINING. US&ID/W IS IDKNTIFYING QUALIFIED 
INDIVIDUALS AND FIRMS WHO CAN SUPPLEMBNT MISSION EFFORTS 
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IN THIS FIELD. I& WILL PROVIDX THESB NAMES IN A LATER 
COMMUNICATION. 

IV. HELP DESKS 

THBRE WILL BE AN ~XTENSIVB HELP NETWORK BSTABLISHED IN 
USAID/W TO ASSIST BUREAUS, MISSIONS AND OTHER OPERATING 
UNITS DURING THE-TRANSITION PERLOT).- FOR QUESTIONS RELATED 
TO THE NEW OPERATIONS SYSTEM, RE3dBMBER THAT TRB FIRST 
POINT OF CONTACT IS YOUR BUREAU'S TRANSITION COORDINATOR, 
THE COORDI~TORS ARB 

- FOR AFR: DAVID MCCLOUD/APR/DP 



BUREAU TRANSITION COORDINATORS AND SUB3BCT M A m R  EXPERTS 
WILL COMPILE INQUIRIBS AND CONSULT BLBCTRONICALtY TO SHARE 
QUESTIONS AND ANSWERS ON THE TRANSITION. GENERAL 
QUESTIONS AND ANSWERS WILL BB ROUTINBLY TRANSMI'XTED TO 
OPERATING UNITS IN USAID/W AND TKE FIEIS BY ELECTRONIC 
BULLETIN BOARDS, INTERNBT, EMAIL, EXON'BT AND CABLES, 

A SEPARATE TELEGRAM WILL PROVIDE DETAILS ON WHERE TO GO 
FOR HELP RELATED TO AUTOMATED SYSTEMS SUPPORT. 
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THIS IS THE FIRST IN A SERIES OF 11 OR MORE CABLES WHICH 
WILL BE ISSUED OVER THE COMING WEEKS. EACH CABLE WILL 
PROVIDE INFORMATION BEYOND WHAT IS CONTAINED IN THE ADS - 
SERIES. THE SUBJECTS TO BE COVERED IN THIS SERIES OF @ CABLES ARE AS FOLLOWS: 

- TRANSITION TO THE REENGINEERED OPERATIONS SYSTEM - TRANSITIONAL REQUIREMENTS FOR STRATEGIC PLANNING 
- NMS TASK FORCE: COMPUTBR 1NFRASTRUCTUR.B - NMS TASK FORCE: CONPUTBR APPLICATIONS SOFIWA. 

. - ACHIEVING - RESULTS FRAMEWORKS - THE AUTOMATED DIRECTIVBS SYSTEM - PERFORMANCE MONITORING AND EVALUATION - TNE NEW PERSONNEL SYSTBM - GUIDBLINBS FOR DEVBLOPING CUSTOMER SBRVICB PLANNING 
CAPABILITY - ANY OTHER SUBJECTS WHICH EMERGE AS NEgDED 

IN COMBINATION w I ~  TAB ADS SERIES, THBSB CABLES S H O W  
PROVIDE A FIRM FOUNDATION FOR THE TRANSITION. 

AS OF OCTOBER 1, THE PRIMARY RESPONSIBILITY FOR cX?uq~g ' 

WILL RESIDE IN THE BUREAUS, MISSIONS AUD OTNER OPERATING 
UNITS. I URGE YOU TO PROVIDE STEADY AND CONSTRUCTIVE 
SUGGESTIONS _TD-THB-BUREAU -TRANS ITION COORDINATORS ON YOUR 
EXPERIENCE DURING' THE TRANSITION SO WE CAN SHARE THESE 
LESSONS WORLDWIDE, , 
CHRISTOPHER 
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.. Customer Sewice Plans: Who Has to Do Them? 
By Sher Plunkett and Liz Baltimore, MIROR 

There is some concern in the field, as well as USAIDMI, over 
the Automated Directives System (ADS) requirement to  
complete customer service (CS) plans. Who has to do them? 
What format do they have to be in? Do they have to be reviewed 
by anyone? While there are some basic requirements for 
customer service planning laid out in the ADS, many of the 
answers to these questions are left to  units. But why? 

CS planning is intended to be part of the practical strategy of 
operating units managing program funds. However, after putting 
the original guidelines in to  practice w i th  the country 
experimental labs (CELs), other missions, bureaus and offices, 
we have learned a number of lessons. We now emphasize 
custqmer service planning by both SO teams and other units 
that find customer planning to be an effective management 
tool. The SO teams are best positioned to  clearly assess 
customer needs and to do what is required to obtain customer 
feedback, input, and participation in USAlD operations. On the 
general foundation of SO planning, results teams may wish to  
examine service delivery and customer feedback for their 
activities as well. Parts of missions, like EXOs, controllers, 
and program offices, may also wish to examine their internal 
"customer relations," in addition to the contributions staff from 
those offices make as part of SO teams. 

If a mission, with several SOs and SO teams, still wishes to 
produce an overall mission CS plan (CSP) for its own guidance, 
that's its decision. It could summarize the SO customer service 
plans, indicate crosslinkages, and connect them to agency goats 
and the agency's CSP, or develop an overarching plan that 
sets the stage for customer service plans at the SO level. 

While missions such as those in Guatemala and Niger, as well 
as bureau operating units such as Global and Bureau for 
Humanitarian Relsponse focus on customer planning for specific 
programs directly relating to ultimate customers, intermediate 
customer planning and focus have become apparent as needs 
for nonprogram-funded units. Mission to bureau, bureau to 
bureau, office to  office and even colleague t o  colleague, 
customer relations become extremely important in achieving 
results. Missions and USAIDIW operating units continue to 
rely on procurement, training, administrative services, travel, 
personnel and other activities to serve the needs of their 
customers. Customer planning is encouraged in these units, 
although not required by the current ADS. Intermediate 
customer planning helps the people on work teams develop a 
sense of the needs of the people who are affected by the 
services they provide. It also results in getting the right services 
to  the right people to achieve the desired results. It is the 
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unit's decision whether to develop customer plans. 
However, work teams or overall unit plans should 
still connect to the agency CSP and strategies. 

Customer service planning is a subset of strategic 
planning and is NOT a reporting mechanism. 
However, policy concerns, and opportunities for 
crosscutting ways of strengthening programs may 
make it advisable that CS planning reports and 
activities be shared across teams, missions, bureaus, 
and separate offices. This may be in the form of a 
brochure similar to the one produced for the agency , 

as a whole. As a published document, it may be 
shared with USAID's partners and as a public relations 
exercise within the host country. 

But, unless it's a useful tool for management purposes 
by the unit concerned, a customer service plan.would 
be just ariother piece of paperwork--and that's what 
our reengineering is working to 'reduce! 

Sher Plunkett and Liz Baltimore are the Agency Customer 
Service Oficers with the M Bureau 2 Results-Oriented 
Reengineering Team (U'ROR). Sher works primarily with 
missions on customer service planning and is a regular 
contributor to RFNET. Liz works primarily with USAID/ 
W such as ES, AhE and other bureaus/oflces. She worked 
as a Total Quality Management Facilitator for WAS in its 
reengineering eforfs. Sher and Liz can be contacted via 
E-mail or Internet at <shplunkett@usaid.gov> and 
<ebaItimore@usaid.gov>. 



Marketing and Customer Focus 
By Sher Wnkmtt, MN(OR 

'We're not bying to sell people uus! We are trying to he4 them to cam more income, or 
be heawu'et, or play a more @ecft'w role in their gowmnmtr, or cons- their 
environment! So how how h y  be k c u s t o m e r s ? '  

This is the typical response to customer focus presentations in recent training sessions within 
the agency. This negative reaction of USAID staff to the concept of customr is based on a 
misconception. True, we are not in the business of selling, but we are absolutely in the 
business of niQrketretrng.. .and in order to be successfui in this endeavor, we must keep the 
customer clearly in focus. 

The marketing approach to the customer contrasts markedly with that of a sales ,approach. 
Recently I read an article on innovative marketing that defined marketing as developing both 
a product to meet a customer's need and also the straegy for gemkg that product into the 
customer's hands. A sales approach involves trying to unload something already produced 
by convincing customers they need it; or simply selling commodities, in which case one is 
invisible to customers, and middlemen make the profit (or get the credit) for marketing the 
product. 

The countries we assist are socially and ethnically as well as economically complex, and the 
potential end-users of program services are often very different, and socially distant, from 
central elites (both governmental and private-sector). So an important task is to d@ne the 
market segments clearly, in order to develop and execute an effective marketing strategy. 

Maintaining a customer focus helps us recognize that our work in delivering foreign 
assistance inherently involves relationships outside our operating units, instead of just a series 
of actions within the organization. Developing ways and means to encourage economic 
growth, raise incomes, improve health and quality of life, enhance democratic participation, 
conserve environments, and alleviate the distress caused by natural and humanlycaused 
disasters requires determining what products and services the customers of our programs feel 
they need and are able to we to assist themselves. Equally important for acceptance, 
ownership, and sustainability is determi- what form assistance must take to best suit the 
customers' needs. 
We think the programs we offer are technically sound and developmentally responsive. But 
unless those citizens to whom we offer the programs see matters in the same light, our 
attempts to get them to adopt them, and sustain them, are likely to fall short. While we may 
review documentary sources to gain insight regarding the social organization, cultural 
content, technological factors, and historical processes which influence USAID programs' 
customers, we can only learn what is actually required in specific circumstances, ethnic 
settings, and' varying 1 ocales by actively eliciting feedback from customers and partners. 

We must frame our market research in terms that are meaningful to customers, and not 
derived from inappropriate assumptions about them, or about the technicat superiority of the 



proposed program. Superior though it may be in its own terms, if it does not meet the felt 
-. , .  needs of the customer, it will not succeed in that setting. We need to balance what we learn 

I 

\, 
about our customers with the types and levels of available resources and the parameters for 

.- operations which guide our programs, formulate our development framework, and, once 
again collaborating with the customers, design a delivery strategy. 

The customer service literature emphasizes 'learning what the customer feels he/she needs to 
succeed," and developing products and services which respond to these felt needs. USAID'S 
programs may be effectively marketed, and therefore sustained, only if we seek an 
understanding of what success means to our customers, and apply a marketing approach 
founded in complementary relationships with partners and customers which ensure that their 
interests - and those of USAID and its stakeholders, the US taxpayers - may be mutually 
benefited. 

Customer focus, as a value in our operations system, encourages USAJD staff to think in 
marketing terms. Identifying potential beneficiaries for our programs; determining 
technically sound and culturally attractive means for packaging program components so 
customers view them as important to their success in raising income, improving health, or 
increasing democratic participation; and defining cornplementarities of interest to encourage 
commitment - all come from applying a marketing perspective to development operations. 



PHASE I1 - USAID'S CUSTOMER SERVICE PLAN 

QUALITY SERVICE STANDARDS FOR WORKING WITH USAID'S 
CUSTOMERS AND PARTNERS 

PUTTING CUSTOMERS FIRST 

The National Performance Review NPR) recommended major reforms in 
the way government does business. One reform proposed is a new 
customer service contract as an essential part of the 
government's mission. Executive Order 12862, "Setting Customer 
seeice Standardsn calls on U.S. government agencies to identify 
their customers, address their needs through regular interaction, 
and deyelop standards for serving them based on their priorities. 

WHO ARE WE? 

The united States Agency for International Development (USAID) is 
the independent federal Agency that manages U.S. foreign economic 
and humanitarian assistance programs around the world. 

Given the diversity of places, people and,cultures addressed by 
the u.S. Agency for International Development humanitarian 
assistance and development programs, putting customers first 
presents an enormous challenge. Unlike most U.S. government 
agencies, USAID's ultimate customers are outside our borders. 
They are the people in developing countries whose quality of life 
we work to improve as an integral part of America's foreign 
policy. 

USAID'S assistance to our overseas customers is delivered through 
a variety of development partners: individuals or organizations 
who work closely with USAID to provide our products and services 
to our ultimate customers. For USAID and our development 
partners to serve our customers more effectively and achieve 
results, we are reengineering our focus, systems and procedures 
to meet the challenges of the post-Cold War world. 

This Phase I1 Customer Service Plan addresses concerns that our 
customers and partners have identified for quality customer 
service. It presents standards for serving our ultimate 
customers in the countries we work in overseas. 

WHAT IS USAIDgs MISSION? 

Our Mission is to promote sustainable development worldwide. 
Sustainable development is economic and social growth that does 
not exhaust local resources or damage the economic, cultural or 
natural environment. 



USAID works with its partners to support sustainable development 
d-- .,. focusing on five critical areas: 

A a. 3.-.!. 

I -  - - . ._ 0. 

Environment 
~opulation and Health 
Democracy 
 road-based Economic Growth 
Humanitarian Assistance and Support for Post-Crisis Transitions 

WHO ARE USAID'S CUSTOMERS AND PARTNERS? 

USAIDts ultimate customer8 are the people in developing countries 
who benefit from USAID's services and products. They are men, 
women and children of indigenous communities, microentrepreneurs, 
exporters, small farmers and others who receive the development 
assistance provided through USAID programs overseas. The active 
participation of our ultimate customers is integral to USAID1s 
strategic planning process and delivery of sustainable 
development programs. 

USAID relies on the active participation of its partners to 
promote sustainable development and deliver humanitarian 
assistance. USAID1S partners include private voluntary 
organizations, non-governmental organizations, universities, 
community colleges, other U.S. government agencies, host country 
governments at all levels, multilateral organizations, 
professional and business associations, private businesses and 
other donors. Partners are also customers when they directly 
receive USAID's products and services that enable them to deliver 
effective services to our ultimate customers. 

The lasting impact of our development investments and the 
benefits of our overseas programs to the American people can be 
achieved only if we achieve specific strategic objectives, and if 
our overseas customers continue activities after USAID funding 
ends. For this to happen, development efforts funded by USAID 
must serve customer needs and have partners' commitment and 
support. To achieve this, we focus on our customersr- needs, 
through suweys, focus groups, conferences and other 
participatory methods. 

VSAID'S QUALITY SERVICE 

USAID1s diverse relationships with our customers and partners 
suggest different expectations and standards of performance to 
provide quality service for each customer group. 



~ u t  some concerns are common to al.1 groups. USAID maintains an 
open dialogue with its customers and partners. We encourage 
consultation to identify problems, needs and possible solutions. 
Collaboration with our customers and partners, including 
InterAction, the Advisory Committee on Voluntary Foreign Aid, 
local governments and others have made the following possible: 

improved quality in USAID procedures; 

improved timeliness in USAID processing; and 

greater access and transparency. 

BENCHMARKING 

The main purpose of our reinvention efforts is to improve USAID~S 
systems and procedures. Many of the issues raised by our 
customers, partners and stakeholders are being addressed in 
internal working groups reengineering our procurement, budget, 
personnel and operating systems. These groups have used and will 
continue to use the benchmarking process, finding the best 
practices used in business or government and then adapting them 
to improve our own operations. Our goal is for USAIDIS 
reengineered systems to equal or exceed the "best in busines~,~ 
providing us with the most efficient and effective way to provide 
sustainable development and humanitarian assistance. 

OUR PLEDGE 

We will continue to develop Customer Service Plans in our 
overseas missions, routinely review these standards with our 
customers and development'partners and update them as necessary 
to identify the concerns of other customers and partners. We 
will create new standards based'on new processes being developed 
as part of our reinvention efforts. 

We will continue to focus on customer service and achieve 
results. Our customers will participate more in planning and 
achieving the Agency's objectives and in evaluating results to 
meet customer needs. As part of this effort, we are continuing 
formal and informal consultations with our customers and 
partners. 

We will review our customer service standards annually, and 
periodically publish an Agency Customer Satisfaction Report. We 
will continue to encourage our partners to consider similar 
wcustomer satisfactionI1 standards for services they deliver to 
the people of developing countries. 

- 



I. QUALITY STANDARDS FOR VSAID'S OVERSEAS CtTSTOMgRS 
f ^ .  

1 . I  USAID1S overseas missions carry out programs to achieve the 
Agency's strategic objectives to foster economic growth, reduce 

e 
population, encourage participation in democratic government and 
protect the global environment. Through a variety of formal and 
informal methods, both our customers and intermediaries in 
developing countries have told us how we have performed in 
service delivery, humanitarian assistance and sustainable 
development. 

Country experimental "lab~ratories~~ have used systematic and 
participatory methods to assess and improve the quality of 
service to our ultimate customers. They have developed Customer 
Service Plans to assure more customer involvement in planning, 
achieving and evaluating the Agency's objectives to manage for 
results. 

With increased participation and enhanced surveying of our 
customers in developing countries, we have identified performance . 
standards. USAID is committed to providing: 

1. QUALITY 

On a regular basis, we will communicate with our customers to 

i 
improve the quality of USAID's humanitarian assistance, 
development and customer satisfaction. 

1%. - .... .. 
Each overseas mission will develop and maintain a Customer 

Service Plan which will state how customers and partners are to 
be included in determining customer needs and achieving 
objectives, explain how customer feedback will be regularly 
incorporated into work processes, and identify key customer 
service principles and standards. 

We will improve participation in overseas missions to include 
our customers in planning and implementing USAIDrs work, and in 
planning and conducting periodic surveys to determine if services 
are being delivered in a satisfactory manner. 

We will periodicallv survey our customers to assess their 
expectations, determine their needs based upon USAID'S programs 
and report customer satisfaction. 

We will assure USAID's programs provide high quality technical 
services that are tailored to our customers' needs. 

a We will directly involve customers in defining plans and 
activities to ensure results and continuous improvements in 
USAIDrs programs. 



a We will continue to collaborate with customers, local partners 
and stakeholders to ensure service delivery meets the needs of 
our customers and serves America's long range Foreigh policy 
interests. 

We will improve the turnaround time for service to our customers. 

provide an initial response to inquiries within 24 hours; 
written inquiries will be answered within 5 working days from 
receipt. If a full response is not possible within these 
periods, we will indicate a probable timeframe for resolution. 

We will disburse funds in time to allow for implementation of 
activities on schedule. 

3. ACCESS TO INFORMATION 

USAID will offer greater access and more transparency to Agency 
activities and information. 

Provide periodic customer information guides to activities, 
processes and procedures. 

We will hold semiannual meetings with customers and partners to 
provide information and facilitate an open dialogue regarding 
USAID programs. 

QUALITY STANDARDS FOR DOMESTIC DEVELOPBfENT PARTNERS 

Phase I of USAIDfs Customer Service Plan outlined what our 
development partners told us about their concerns and presented a 
set of initial standards to address them. In working with PVOS, 
universities and private businesses, our goal is to eliminate 
burdensome administrative and procurement requirements and become 
"user-friendlyn to our current and future development partners. 
As part of this ongoing effort, procurement policy changes have 
simplified the administration of grants and cooperative 
agreements by modifying requirements in the following areas: 
trip reports, salary approvals, number of key personnel, approval 
of consultants, budget flexibility and systems approvals. 



Based on issues and concerns raised in numerous forums, USAID has 
developed these standards to address our domestic partners 
concerns. They represent the way USAID will work toward securing 
a more efficient relationship with our development partners and 
service providers. USAID is committed to providing: 

1. QUALITY 

On a regular basis, we will communicate with our .customers to 
improve our processes and simplify our busin.ess practices. 

W e  w i l l  include our customers and partners in an ongoing, 
consultative process on policy, programmatic and procedural 
matters. 

-- We will hold semiannual vendor meetings for service 
providers and partners. 

--  We will periodically survey customers and partners to see if 
the changes in our policies and procedures are working to 
eliminate the impediments you have identified and report 
customer satisfaction. 

12 USAID issues a grant, cooperative agreement or contract, an 
Agency project officer will be assigned to facilitate our 
relationship. The project officer will provide his/her phone 
number, address, E-mail address and fax number. 

TO simplify the PVO registration process, we have, in 
collaboration with our PVO partners: 

- -  Reduced the number of documents required from new PVO 
registrants from 18 to 6; 

- - - . - - - . . - . 

- -  Reduced the number of documents required annually from PVO 
registrants from 6 to three; and, 



- -  ~evised and simplified USAID Form 1550-2 used to compute a 
@- PV08s aprivatenesa percentage." 
..- 1 
y -. To be more consistent in applying USAID policies and 

procedures, our contracting and grants officers: 
. . --  Consistently interpret and apply policies and regulations in 

awarding grants and contracts; 

- -  Eliminated redundant procurement processes, procedures and 
reporting requirements by December 1994; and 

--  Published and made available by September 30, 1994, "A Guide 
to Doing Business with the U.S. Agency for International 
Development," which clearly and concisely describes USAID'S 
policies and procedures. 

2 .  TIMELINESS 

We will improve the turnaround time for our processes. 

We will answer your questions in a courteous, prompt, and 
professional manner. 

-L you will receive an initial response to calls and E-mails 
within 24 hours; written inquiries will be answered within 10 . 
working days from receipt. If a full response is not possible 
within these periods, we will indicate a probable timeframe for 
resolution. 

USAID1s Office of Procurement will make non-competitive awards 
within 90 days, and competitive awards within 150 days. We will 
modify contracts and amend grants within 90 days of receipt of 
requests for action from line offices. 

pvos seeking registration and eligibility requirements to 
compete for development assistance grant funds are sent a 
complete registration packet within five days from the receipt of 
inquiry. 

Applications to register new PVOs are reviewed and formal 
notice of acceptance or denial is mailed within 8 weeks of 
receipt of fully completed application packages. 

Within three days of an organization's request for funds under 
a letter of credit, payment is deposited in its bank account via 
electronic funds transfer. 

- - - 



3 .  ACCESS TO INFORMATION 
p-? 

USAID will offer greater access and more transparency to Agency 
activities and information. 

a 
Outside vendore can dial-in to an electronic bulletin board 

and check the status of all invoices and payments. 

a Assistance and acquisition information relevant to PVOS, NGOS, 
universities and private businesses are available on USAIDts 
gopher Igopher.infoQusaid.gov1 and USAID's new worldwide web home 
page [www.info.USAID.gov] . These include: 

- -  General information on USAID-funded programs; 

- -  Country strategies and implementation guidelines; 

- -  USAID publications; 

- -  All USAID/W solicitation documents; 

- -  USAID procurement policies and procurement opportunities; 

- -  ~ l l  procurement award notices, posted within five working 
days of approval; 

- -  ~ l l  USAID Commerce Business Daily notices, posted within 24 
hours of appearing in the Commerce Business Daily; 

- -  center' for Trade and Investment Services (CTIS) information 
on business opportunities; and 

- -  Office of Small and Disadvantaged Business Utilization 
(OSDBU) information on business opportunities. 



Procurement . . . . . . . . . . . . . . - . . . (703)875-1204 

Private Voluntary Organizations . . . . . . . ( 7 0 3 )  351-0222 

Business Opportunities 
--Center for Trade and Investment Services (CTIS) . (202)663-2660 
or 1-800-872-4348 

Business Opportunities and Counseling 
--Office of Small and Disadvantaged Business Utilization 
(202) 875-1551 

For Improving Customer Service through Reengineering: 
--Office of Results-Oriented Reengineering 
(202) 663-2459 or (202) 663-2496 

--USAIDrs Quality Council (202)736-4014 or (202) 663-3602 

INTERNET ADDRESS: [gopher.info.usaid.gov] 

WORLDWIDE WEB HOME PAGE: [www.info.USAID.gov] 

YOU can get a copy of Phase I and I1 of USAID8s Custotuer Service 
Plan by calling the general inquiry line, using the INTERNET or 
the WORLDWIDE WEB HOME PAGE addresses or by writing to: 

USAID Office of Public Inquiries 
320 21st Street, N.W., Suite 2895 
Washington, DC 20523 

The same process can be used to address comments and inquiries 
about the quality of our services or USAID's Customer Service 
Plan. 



CUSTOMER SERVICE EXCELLENCE - THE USAID WAY 
(How are we doing?) 

By Liz Baltimore, M/ROR, Customer Service 
(July 1995) 

USAID is continuing to make radical changes in "how" its customers are being 
satisfied -- both ultimate and intermediary customers. We take pride in achieving 
results in development and humanitarian assistance which benefits USAID's 
ultimate customers who are the recipients of USAIDrs services/products in 
developing countries. 

We also recognize that ultimate customer satisfaction depends upon each USAlD 
employee, organizational unit andfor partner meeting the needs of our intermediary 
customers. USAID's intermediary customers are internal or external individuals and 
organizations that receive the products and services of  an internal USAlD unit and 
is important in the delivery of services/~roducts to our ultimate customers, e.g. the 
procurement office delivers contract services to  meet demands of its intermediary 
customers (contractors, grantees, missions and bureaus/offices). For example, the 
procurement office receives a request from the Zimbabwe mission (the 
procurement office's internal customer) t o  negotiate a contract. CARE Contractor 
(the procurement office's external customer) becomes the recipient of the contract. 
The Zimbabwe mission receives a negotiated contract from the procurement office. 
CARE Contractor receives the funds and technical guidance provided by the 
Zimbabwe mission. As a result of each o f  the intermediary customer needs being 
met, the Zimbabwe mission works in partnership with the CARE Contractor who 
delivers the services/products to USAID'S farmers, women, men and children and 
microenterprises overseas. 

Quality services to both groups of customers is an important aspect of everyday 
life in overseas missions and in Washington bureaus/offices. In responding to the 
National Performance Review (NPR) and the President's Executive Order 12862, 
"Setting Customer Service Standards, " issued on September 1 1, 1993, USAlD 
faced the challenge to focus on its customers in a more systematic way. 
Fortunately, USAID's employees had already begun t o  reengineer our own systems 
and business practices to  further emphasize the importance of customer planning, 
outreach and participation. After reviewing the Agency's best practices, a core 
value was established to systematically focus and integrate customers in every 
aspect of USAID's reengineered operating systems. 

The dedicated commitment of USAIDrs employees working closely with our 
partners to improve our systems, work processes and service quality will continue 
t o  make a difference in the lives of USAID's ultimate customers -- the men, 
women, children and other end users in developing countries. In September of 



1994, after surveying one group of intermediary customers -- development 

?=- .,. partners, USAID was one o f  the first Agency's to  publish a Customer Service Plan. 
r-..,--- a , - -  ..-I This plan identified an initial set of customer service standards -- performance 

targets for working with private voluntary organizations, universities and small 
businesses. Based on  feedback from our domestic development customers, we set 
high performance standards in quality, timeliness and accessibility to USAlD 
information relating t o  services in the areas of procurement, financial management 
and private voluntary organizations registration. 

THE CHALLENGE for excellent customer service quality is being met and exceeded 
by some of the offices and bureaus in USAlD Washington who have put the 
Agency's customer service planning in action. These offices/bureaus have 
operationalized its customer standards and are doing quite well. The commitment 
t o  be accountable and to live up to  the customer service standards in Phase I of 
USAID's Customer Service Plan is expressed in the results. Good customer service 
planning, customer-driven performance standards and taking the initiative to go 
beyond custQmer expectations are evident in the foflowing accomplishments: 

The Bureau for Humanitarian Response (BHR) eliminated bottlenecks in the private 
voluntary organizations (PVOs) registration process which resulted in the bureau 
exceeding the original performance targets identified by its customers. This results 
in faster turnaround time and better efficiencies in USAID's customer service. The 

f -  following have been accomplished: 
! 4 Reduced new PVO's registration documents from 18  to 6 documents and annual 

documents from 6 to  three. 
,f Improved the quality and simplified the USAID Form 1550-2 which is used to 
compute a PVO's "privateness percentagen. 
4 Mails a complete registration package to PVOs seeking registration and eligibility 
requirements within five days of receipt of the request. 
,( Reviews and mails PVO applications and sends a formal notice of acceptance or 
denial within eight weeks of receipt of a fully completed application package. 

The Office of Financial Management (M/FM) has improved access to FM 
information and the turnaround time for payment t o  individuals and organizations 
who have provided services and products to  USAID's intermediary and ultimate 
customers. This results in timely response and better access to financial 
information for its customers. The following have been accomplished: 
,/ Exceeded its customers' standards by designing and operationalizing a new 
electronic "Payment Information Management System (PIMS)" bulletin board in 
early December. This was about two months earlier than FM had committed to in 
the initial customer standard. As of April 1995, 123 external organizations are 
using the system on a regular basis and reported customer satisfaction. The PIMS 
system has been such a success that other Agencies are using it as a model to 
develop their own financial information systems. 



,f Conducted training and provided the necessary hardware to install the electronic . certification system (ECS) at all paying stations. To date 17 missions are using 
ECS for payments to employees, contractors and other providers. 
,f Deposits payments to the bank account of an organization, who requests funds 
under a letter of credit, via electronic funds transfer within three days of the 
request. 

The Office of Procurement (M/OP) has made improvements in a number of work 
processes which are part of its ongoing procurement reform. The results of some 
of their initiatives have increased access to information, improved 
communications and turnaround time for processing procurement actions and 
improved customer relations. The following have been accomplished: 

,/Conducted ongoing assessments and participatory formal and informal working 
group sessions with PVOs and contractors to involve them' in improving and 
simplying business practices. In particular, PVOs have had substantial 
involvement in USAlD travel, grant and audit policies. 
,f Published "A Guide for Doing Business with USAID" and made available by 
September 1 994. 
,f Assigns an Agency project officer who provides histher fax and telephone 
number along with the mailing and e-mail addresses to facilitate customer relations 
with organizations that are issued grants or cooperative agreements. 
,f Consistently interprets and applies policies and regulations in awarding grants 
and contracts. 
,f Eliminated a number of redundant procurement processes and reporting 
requirements by December 1994. 
,f Baseline data for 1994 shows noncompetitive contracts were processed within 
75 days which exceeds its customer standard of 90 days processing time. 

The Bureau for Global Programs, Field Support and Research (G), the Bureau for 
Policy and Program Coordination (PPC), the Office of Procurement (NIiOP), the 
Office of Small and Disadvantaged Business Utilization (OSDBU), the Office of 
Administrative Services (M/AS) and the Bureau for Legislative an Public Affairs 
(LPA) provide access to assistance and acquisition information on the Internet. 
This results is greater access to information concerning USAID8s activities and 
programs. The following information is provided: 
,f Procurement information for its customers on the internet as follows: all 
USAIDIWashington solicitation documents; procurement policies and opportunities; 
procurement award notices are posted within five days of approval; all USAlD 
Commerce Business Daily (CBD) notices are posted within 24 hours of appearing in 
the CBD. 

USAiD publications, directives, general information, country strategies, 
implementation guidelines. 
,f Center for Trade and Investment Services (CTIS) information on business 



opportunities. 
, ,f Office of Small and Disadvantaged Business Utilization (OSDBU) information on 

1 
. . ; business opportunities. 8 

The Bureau for Africa (AFR) 
The Bureau for Policy and Program Coordinator (PPC) 
The Office of Small and Disadvantaged Business Utilization (OSDBU) 
Bureau for Latin America and the Caribbean (LAC) 
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Topk Customer Semi0ke mns- Whst's New? 

"Customer s ~ e y i n g ,  " "h tomer  service plans, " "customer outreach'': are these t e r n  jm 
*'newspeak"for what we have been doing for years? This Forum session began by f m i n g  
briefly on several examples of innovative, energetic approaches to "customer outreach" and 
participation. Against this bacMropJ the session foewed on the question, "So why do we need 
'customer service plans'? " 

Presenters and other participants emphasized the value of making customer outreach 
a regukn part of operations, offomsing more on the ultimate consumer, rmd of recognizing 
the right of the customer to hold us (and the vmious partners beween the customer and W D )  
accountable for meeting standarc% to which we've commitred otaselves. 

Speakers included Sher Plunkett, Customer Service Wcer ;  Diane b s e l l  of USALD 's 
Center for Development Information and Evaluation (Nicodeme Tchamou, ofthe International 
Zmtitute of Tropical Agriculture in Cameroon, assisted in the presentation); C ' h i a  Rozell, 
Mission Director for Malawi; Jim Anderson, Mission Director for Niger; and Paul Zeitz, Child 
Survival Technical Advisor in the Global Bureau S Center for Popularion, Health and Nutrition. 
Finally. Pamela Johnson, on loan from USAID to the National Performance Rev& and 
Phyllis Dichter-Forbes, who leads UWD's  reengineering efloort, challenged the group to 
consider how setting customer service standards empowers our customers to influence our 
peI;formance. Lively dismsions and E-mail followed.-Diane Lo Voy. Senior Policy Advisor 
for Participatory Development. 

Making Our Best Practices Part of the System Sher Plunk& 

"Customer focus," a "core value* in USAID's 
reengineering, is probably the most exotic tenn 
used to date for describing the most familiar and 
the most prized value for all of us working with 
USAID. 

Customer focus as a part of reengineering has 
essentially two coots: first, the mandate provided 
by Executive Order 12862, September 1993, in 
which the administration mandated all federal 

agencies to develop customer service plans; and 
second, tbe traditional USAID commitment to 
deliver dcve1opment assistance to poor people 
while achieving foreign assistance goals. The new 
mandate and our traditional focus have twined 
together nicely as the agency athxnpts not only to 
reengineer inteanaUy, but also to convince the 
American people that what we do is meaningfbl 

The Partjcipation Forum is a series of monthly noontime meetings for USAlD personnel to cxplorr how to pul into practice 
the Administrator's mandate to "build opportunities for participation into the development processes in which we are involved" 
("Statement of  Principles on Participatory i)e~tlopma!t,~ November 16, 1993). Gucst speakers h m  in and outside of USAID 
d&& their experiences and enter into a genaal discussion of the theme of  tbc session. A summary of tbe meeting is 
within USAID by E-mail, and readefi are encouraged to engage in an E-mriii dialogue. E-mail should be diredcd to Diane V ~ Y ,  
using either tfie USAID directory or N E F W X ,  a.5 DLAVOY@USAID.WV. Rintcd copies of the Forum summaries will k 
&i%uted to participants and attcndcts from outside of USAD and others intaesttd in p e i p a t o r y  development 
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Asking Oursehres Whom We Weren't Talking To - . 
I 

--: 
When Diane La Voy talked about @cipation at long, list of people who w m  important to the 

/j - the mission directors conference about a year ago, society of Malawi but wen either not direct a 
my reaction was that, in our plans for developing 
our country fiveyeat plan, we had all the bases 
covered. I kept thinking, "Oh, of course we're 
doing that." Back in Malawi, our first was 
again that we know what we're doing; we talk to 
people; we know what our customem want. 

In our ag sector programs, for instance, we 
have a series of beneficiary surveys. We spend 
three months each year with beneficiaries to see 
what happens with their lives, and we repeat the 
process each year in the same villages to look at 
any changes that have occurred. In our 
dernocra~~/~ovemance programs and in our bealth 
programs, we go out to villages regularly and do 
serious focus group work to get feedback on 
what's working and what isn't. in addition, we 
have the demographic and health surveys which 
are important in showing what's happening in 
population and health. Finally, we have public and 
private sector committees that meet regularly, 
quarterly or twice a year, to back the objectives 
and the results under each of our program areas. 

The new government of Malawi has set up 
another set of systematic consultations--9 change 
after a 30-year history of little consultation. 
They've set up I I poverty alleviation task forces, 
which mobilize just about every organized group 
in Malawi, including the donors, the govemment, 
the semi-government, and the private sector. 

We were feeling pretty comfortable until we 
decided to look at the question differently and ask , 

ourselves whom we weren't talking to. It didn't 
take us long to come up with a substantive, if not 

USAJD beneficiaries or not people directly 
invohed in our programs, people whom we had 
no systemritic way of reaching. Tbey were 
traditional leaders, tribal chiefb, village chiefj; 
religious leaders, retired people who might have 
been civil servants for 20 years or more. A 
problein was that none of the mission staff is 
fluent in Chichewa, the language spoken by most 
of them. 

The solution-and this is probably not the 
right answer in every case--was to ask a 
Malawian, with whom we had a longstanding 
relationship, to help in drawing up a list of people 
across political party lines and traditional and 
modern sector lines. (He happened to be the newly 
elected vice president) We called the list of about 
20 people that he prepared for us the Senior 
Advisory Group aud invited its members to 
participate during the Country Program Strategic 
Planning (CPSP) period. 

For most of the mission people, this turned out 
to be one of their most rewarding experiences in 
Malawi. The group met three times during the 
CPSP. As concerned citizens, they were eager to 
participate, though there was nothing in it for any 
of thein: no job, no finding. Their only concern 
was with what made development sense for their 
country. They contniuted both a h h  view on 
priorities and a vatidation of what we'd been 
hearing h m  our other client groups. Ibis group is 
being continued, now that the CPSP process is 
finished. Once every six months we will sit down 
aud review progress on some of the strategies they 
helped us develop. 

Niger Experiments with a Customer Sumey Plan Suti Anderson 

As a country experimental lab, Niger is 
developing a customer survey plan as part of our 
effort to incorporate the foui con 
values--customer focus, results orientation, 
participation, ind team---into tbe-toslriitegic 
pIanning process. Our aim is to mak this more 
than a plan with a list of targets that can be 
measured. We want it to become a state of mind. 
We want our officers to pick up on where a 

customer survey is needed to address an issue that 
has come up in tbe context of implementing a 
program. Our staff must be sensitive to what is 
happening with their programs from the standpoint - - -  - -  
of participation. 

The parricipation plan and its customer survey 
aspects will require us to reconfigure our human 
resources. We need staff with the skills to 
understand what is going on, to ask the right 



remains to be seen. But we hope that the process 
leads to improved efficiency of donor ctsouras 
and to genuine coordination and reduced 
duplication of efforts. 

On the down side, the process took longer 
than usual and was therefore more expensive. A 
10-person team spent a long time in-country, and 
meetings were professionally ficilitated. Tbm 
w m  delays in designing the project, and the 
participatory processes kept the technical team 
fiom comparing notes about our own perceptions 
and experiences. Dealing with such a large number 
of people was hard. Because our partners couldn't 
be involved in deckliig funding allocations, there 
was a question as to whether the process was 
genuinely participatory. Similarly, although we had 
a lot of interaction in the field with district- and 

provincial-level stafZ, these staff were not really 
involved in the workshop decisions. 

Another question is whether this approach csa 
continue through project implementation. In our 
case, one experienced individual (HPN officer Pad 
Hatenbcrga) brought this proass to Zambia. If it 
hadn't been for him, it probably would not have 
occurred. Finallys thm is the lmgaing question 
about the technical diredion, and thaefon the 
qualitys of the work. My opinion is that the results 

. . .  .. 

will be positive. 
We're evaluating the process, taking a survey 

of our core team members and partners, with the ' 
intention of building the results into project 
implementation. 

A Government-wide View of Customer Focus Pam Johnson 

From my stint at the National Performance 
Review, I realize that USAID has been ahead of 
the rest of the govenunent in the participatory 
area. Only a handfbl of government agencies have 
had a clue about the kinds of tools that USAID 
has been using for yean-focus groups and social 
marketing, for example. Nobody in the federal 
government has an assessment tool as valuable as 
the demographic and health surveys. USAID has 
built a knowledge base unique in the federal 
government. We have a tremendous amount to be 
proud of. 

What I didn't expect to hear was validation of 
some of the things I've been worlrmg on at the 
NPR: the implications of what happens when you 
really start talking and listening to your customers; 
the discussions about the importance of the h n t  
line, the importance of missions, hnt-line action 
officers, hnt-line employees; and the need to go 
out and ask customers what they want. 

This is exactly the same kind of thing we're 
seeing domestically, and I could tell lots of 
wonderful stories about it For example, the IRS 
surveyed its customers--which we all are-9nd 
found things that surprised them and that they 
didn't even like to hear. They thought that if they 
were just fiiendlier and nicer, people would like 
them more. "Well," people told them, "the less we 
hear from you, the happier we are." They have a taken this into account in their business plan and 

said, "How can we minimize the impact of our 
interactions--not make them fiiendlier and not 
have everybody have smiley faces?" 

Challenges for USAID. One particular challenge 
for USAID is how to relate participation in projeu 
design and strategic planning to implementation. 
For example, what can the director of a health 
clinic do if a vaccination campaign is planned and 
the vaccine hasn't shown up? Who can he call? 
How many steps must he go through to get that 
vaccine delivered when and where it's needed? 
One of the reasons this customer irnagc is so 
powerful is that we all interact as customers so 
often in our daily lives. For example, L L. Bean 
wouldn't be selling bo many plaid 4Srts if it told 
a customa trying to order a shirt in size M that he 
or she should call the Ministry, and the Ministry 
said to call the USAID office, and tbe USAID 
office had to send a cable, etc. Of course, L.L. 
Bean doesn't have 3,000 outlets; they have a 
centralized supply. The analogy suggests, however, 
that USAlD must organize to be responsive to the 
needs of the front line. 

Other countries are engaged in the same kind 
-of effort we are. The United Kingdom bas drawn 
up a citizens' charter for all of their government 
offices and has created Charter News, a service 
quality newsletter. Some 35 countries were 
represented at a conference in December 1994 on 



Discussion Sectioa 

Addenda to Developing Service Standards 

Diane La Voy: Phyllis has made clear that we 
haven't really emphasized standards. Now, I'd like 
to give the presenters a chance to come back a bit 
at her. 

Jim Anderson: To add a point, we. haven't given 
much thought to how host country officials and 
end uses can take ownership of the process of 
participation. For example, if we are not getting 
the results we have targeted, we may need to shift 
resources. But it shouldn't be us, the donor, 
forcing that decision. 

Paul =tz: Our process focused on partner 
involvement. To do what you're proposing, really 
getting in there with ultimate beneficiaries, would 
have been a lot longer and a lot more expensive. 

Cynthia R o d :  You need to involve tbe end 
users in defining results, the standards. Once the 
'customers have been involved, everyone who has a 
role in achieving the result must be part of the 
process. If people haven't agreed themselves to ' 

perform, whether it's a project or a program 
design or a strategiwbjective result, they're not 
going to be committed to it. Setting up a system 
that allows the U.S. to provide drugs at a health 
clinic in Malawi may respond to a specific 
problem at a specific time in the fastest way 
possible. But the real challenge is to involve dl 
Malawians who deal in drug procurement and to 
get their commitment to an end ~ u l t .  That is time 
consuming. But it's systematic change. 

Phyilii Dichter-Forbes: How many people in this 
room have taken the recent mrvey by our ma 
of Human Resource? Are you going to feel that 
you really participated in the change process if 
people ask you questions, but a year later nothing 
really has changed out of it? 

Gerry Britan: I'm reminded of how Joe Califano, 
when he was secretary of HHS, traveled mund 
the country talking to people about the programs 
that the department funded. He had great 

information on how much money they'd sent to 
this distria, how many people the pnogram sew 
But he kept getting blindsided by his audiences, 

delivery or how t& sewices weren't what he 

4) 
who would tell him about problems with service 

thought. He didn't know the answers. He needed 
to get into much closer touch with bis customas. 
So be set up a series of what were called senice 
delivery assessments to get a picture of what key 
programs wen actually delivering across the 
country to people. He wanted to beable to show 
up in Chicago and have answers to people's 
questions. 

Maybe that's the most basic thing we have to 
commit to knowing-at least to develop a standard 
for knowing what difference our programs are 
making among those at whom they are aimed. And 
when they're not making a difference, then 
feeding the infomation back into the decision- 
making process. 

Identifying Tmly Representative Advisory 
Committees . 

John Magistro: I have a question about involving 
advisory committees, as was done in Malawi. How 
could you be Stwe that the group that was 
identified was representative of the groups you 
were trying to reach? 

Cynthia Rozell: That was a concern. But we 
weren't using soy one advisory group as the final 
say in tbc end nsuk The issue is how to 
systematically bring all the opinions together. In 
Malawi we were pleasantly s u r p w  to see the 
degree of agreement at the beneficiary level on 
what the priorities should be. 

Learning to Listen, Learning to Reach Women 

Diane RasseII: Doing customer surveys may 
require learning to feel comfortable about asking 
questions, comfortable about being a little 
uncomfortable and not kiowing what's going to 
happen-to take off the tie, throw away the 
briefcase, and sit for a while just listening to what 



LyneUyn Long: "I like the customer service approach and consider the American taxpayer my boss. 
Having read a book on total quality management, I spent a lot of time during my last RFA (request for 
applications) ensuring that potential applicants had access to information and knowledge about the 
process. Given that a lot of nongovernmental organiultions were not accustomed to working with us, the 
effort took hours. The payoff was a record number of exemplary applications. 

"My reward was seeing successful, innovative programs that have received lots of publicity and 
kudos. Unfortunately, from within, our system is not designed to reward either those grantees or those 
who takt this initiative. Only a ffew months later, I have watched all this set aside for larger political 
priorities. 

"My commentslquestions are: (1) How will incentives be structured in the current system to ensure 
that customer service-oriented behavior is rewarded? and (2) When will we as an organization be 
sufficiently empowered to set an agenda and move fornard from start to finish?" 

Sanath Reddy: "Accountability does not appear to be as simple as selling a product or maintenance 
contract to a customer. In development, success and lasting benefits depend on tbe customer's bringing to 
the table an input or behavioral changb-his part of the bargain. Accountability is a two-way street. If we 
focus on impacts and results and we achieve them in large measure, I think the 'accountability' test will I 
be answered." 

Suggested General Approaches for Customer Focus and Participation 

Frank Alejandro: "The methodologies and approaches we work on are experimental. During each . 
presentation, I could not help but think of Odonna Mathews, Customer Service Rep. for Giant Food Inc., 
the supermarket chain. She and her colleagues followed a basic framework to put Giant Food on the map, 
and they almost tripled Giant shares in the past 15 years or so. This framework followed accepted 
principles, keeping the customer in mind: I 

Identify the customer. 
Provide quality service, quality products, and a fair price: the customer is willing to pay for the 
service and the product. 
Find out how well you are responding to customer needs, through timely focus-group sweys and 
intendews (on-site and witb sample pnoduct. if possible). 
Collapse survey data from representative samples of customers (in our case, missions with similar 
demographics). . 
Report findings quickly to customer base or respond accordingly with better service (for tbe 
missions this would include responding fkst with vaccines, loans, water, or orher interventions 
identified by customers). 
Revisit the cycle and reidentie the customer base (as we all know, the customer never remains 
dormant, especially in development work)." 

Maria Beebe: "Community-based participation must be planned or it will not happen. Planning and 
designing the priority-setting process should take place in collaboration with a multi-stakeholder group or 
planning team and involve the following: I 

Define the levet of participation, which will depend on the time and resources made available for 
planning and the size, composition, and diversity of the population and its institutional 
community. 

9 March 23, 1995 



S u ~ ~ o r t  Missions' Customer Service . . 
Paul White: "Our strongest assd is our field missions. They arc closest to the action, interact on a daily 
basis with our main customers, the people in developing countries, and are best able to understand the 
needs and identify appropriate development responses. Washington should be servicing the naeds of field 
officers so that they can better serve beneficiaries in developing countries. Too oAea, Washington 
attempts to determine what should be done, how, over what time h e ,  and with which instrwnarts. 
W a s h i o n  should spend more time aad effort learning how to support this customer nlationshipPn . 

Incorporate Customer Service Plans in Standard Program Document I 
Barry Burnett: "How would customer service plans be presented to Washington? As part of an 
operating unit's strategic plan, an element in the Results Review and Resources Request (R4) repoG or as 
a separate documentlpresentation? I think that they should be incorporated in a standard program 
document. This would lead to better integration with the proposed or ongoing program." 

Values of Participation I 
John Magistro: "I view the customer survey approach as a fundamental element of doing good 
anthropology. I am somewhat biased in believing that any good development work must involve 
extensive consultation with the 'end-user.'" 

Tulin Pulty: "The points that have emerged h m  Forum participants seem to be right on target. In 
Jamaica, we struggled with the same question, 'Why do we need customer service plans?' in our 
reengineering workshop and pretty much came up with the same points. We developed a draft customer 
service plan to make customer outreach a regular part of our operations and achievement of resufts. The 
plan will help us fo&s more on our customers rather than on the partners we are used to working with." 

Shirley Hunter. "Direct involvement of our customers or end-users in our agenda will provide honest 
f d a c k  on our accomplishments or lack thereof, enabling us to utilize our prograzn funds more 
efficiently. We will be able to move ahead or retract an implementing activity on a timely basis, 
according to our customer response." 

A Dissenting View: The LLCustomcP is the American Taxpayer I 
James Rester: "We are making a f i d  enor in defining our beneficiaries as customers. To use the term 
'customa' and all that it implies fbr our beneficiaries, instead of the American taxpayers, misses the 
whole point of redesigning government. If USAID is to continue to exist, it has to be responsible to the 
American people because it is they whom we serve and it is their money for which we are being held 
accountable. Perhaps the term 'customer' is not well-suited to our situation. The standard defmition of 
customer in the dictionary is 'one who buys goods or services.' Our programs are grants so there is no 
buying from the developing countries or even their citizens. So long as we offer, they will accept becaw 
they do not have the power of a paying customer to take their business to another company that can - .. 

provide superior goods and services. 



Basic Concepts and Techniques of 
Rapid Appraisal 

JAMES BEEBE 
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a r r " p " m ' p ~ - t n d ~ m n l a p p n i m l - u t  
p a r t i c u t u j y s f t n c t i v e O o i * l i f y i n g d t i r a ~ ~  
t h e d r s t t c r m f b m a ~ ~ a a o l p y m , - W r w l I k  
other tum explicitly i ~ l u d c s   on^ u past of the tide. 
mid appraisal" bas, bawever, b m  used in this papa be 
cause f is a mon general term. is not &ted to r q x d i c  uu 
or topjc. d leaves room br  the cootinued use of numerous 
otber terms Oo dcsccik datcd approacber l k  use dmultipk 
terms is probably desirable in prevazdng npid appraisal from 
b m i n g a  %ua w o S  aod in focusing onthe netd to adapt the 
me~hodology to Ihc topic bung W g t e d .  Robert Chambers 
0991:53l) cautions that there is 8 dimgr that rapid appraisal 
'could be ovcr-sold. too rapidy adoptd, badly done, and &en 
discredited, 10 d e r  an d u n d e x m d ,  prunaturc burjal ar has 
occurred with other innovalive rrsctlrb approaches? 

Rapid appraisal ha$ b e  d e s c n i  as: 'modified urrvcy" 
( x i d c b d  1982:289). Survey u n d u t a h  without q u a t i o ~  
zuiref (Shrw. Phiipp and Scbmthl 198273). ' j n b d . '  
'uploratory: Yargcly u-ed m~uvicws combined with 
obmdon" ( H o d e  19799),%1@d c o m n  xnu, freed 
fiom rhe chains of 'nppropriale pmfcssjonaljsm' (Chambur 
19W.15) r way to 'incnasz tbe oppomnitia fot partidpatory 
prognms, done best by outsidcn j o i i y  with the usas them- 
selves" (Ctmca 1990:3), 'k middle zurae bawccn quick-and- 
dirty and long-anddh, . . . codcffdiw . . . Zairlyquick 
and Eu'r1yc1canw (Cbambcn 199k521), g f i r r t ~ t  -ats 
of. . . poody know artas- (Commatian btcmational199l), 
and I, fonn of appmpriaIe k c h n o ~ ~  chap, practical and 
fan" (Endfield 1981 in Rhaijdes 1982:s)- 

Rapid appraisal originany received amtion as a too1 for 
rural development pmjceu, especiatty for M n g  qstems pmj- 
eas in dcvtlaping countries @ d c  1985; CoUinson 1982; Hil- 
d e b d  19% Rhades 198% Shwr, PhTi md Scbthl 
1982). During the IasI deade, npid 'ppnial Wqua ba\r 
dm been used k agr3xIN.f marketing @IoItmrur 1993, 
Mea%ay et d. 1990). nutrition and primary hcalOmm sludies 
(Saimsbw and Gluson 1992. Saimsb;lw Pad l9S7), social 

(Mo* 1989)* a;groerosysttm 1985) 
and irrigation projets (Cbambas 1981 de ks Rya 19W. 
Important ref- on rapid rpprdnl iDJDdt Agzkdhd 
A&ninifintiOn fJ98l). Kboa KSUI Univc* om. MC- 
Cncktn, Praty, aad Connay (l98Q. Hassin-Bmck a988). WRJ 
(l990), Scrimshaw and Gluson (1992). and Kumar (1993). Ro- 
but Chamben (199I:523) notes the absence of a comprrhen- 
sive manual tvcn bough several organitations haw pduced 
their own guides. Mnch ofthe li-M on rapid appraisal bas 
h s e d  on rhe techniques aMilabTe fbr *hpfem~tation Mdu 
diffcrult circumstarms. The rdauxcs idcnrifjcd abwt (cspt 
drily Kbon lbcD UnhwSty lW7. &mar 1993.4 S h n -  
shtwandGlusan1992)pmvidenumerwsrpaificnamplcs 
afvben. who, a d  arby spodfic q 4 d  appraisal mabohlogica 
tools might be u d  Then has bcur vuy litdt aacntion given 
t o d c v d o p j n g 8 n o V e n n c o o e e g t u a l ~ t h z a ~  
g u i d s n a t o p ~ o n c n o n m i n i m r r m ~ t t u t  netdm 
b e m c ~ 8 n d a h l S o r n k k r c h o i c g u d ~ t S o n d ~  
n i q w s d c p c ~ o n L h t t o p i c b t i n g i n ~  

AcolDccpclPt 
amccpsuooe 

&ribJjryinthc J t a i o n d s p c d f i c r e s c a r c h ~ ~ I ' L t  
isWficdrrbtriccoxq&iathisprpcrcooKlJlok~ 
f i t o 8 s ~ ~ ~ o r a i a w t b n r ~  
s h r a c b r s i t c o ~ a p r j d w t i f i c d i n t h i r ~ a e b s a f ~ ~  
r ip lagidtra 'madbyr~grarpat tbt l thmKwr~ 
v a r i t y I n ! u n a ~ C o c l k r r a c e o n ~ ~ ~ i  
?hrJMd.ioScplember19a'Tbaeur:ot&tI#sic~ 
d a t d w i t h x a p i d  appraisal d a t b e r ~ y s o Z a t h h k g  
them For txampk, Rokrt Cbambar 0993522) iWSct R 
basic HPIes: (1) - CZ) aaf#ztirrg bhn. 
( 3 ) ~ ~ ( I ) k a r n i n g ~ f K m I t n d * n r l  
pcople, and (5) laming tapidly tod progrdvdy. 'lbe t k c  
conccps used in this paper we= c h  to provide mtgcik 
for orpizing techniques white idcntifyiig Ipecik 
a team mighz m to generate timely. valid, and c o s t t f k k  
qualicltiu mlu. 

Rapid a p p d  is M n c d  as follows: 

Rapid rppnisl k aa approbch br quidJy d m h p h g  r pdi- 
~ ~ d r r i ~ w h s p a c i 6 c r t s e P e h c t c t m i p m ~  
-froroaridelrngeafoplionsd*itklrsmnM&O) 
dl tbc rrknnc puu d a lo& wan c i ~ a c  k identified in 
( 1 ) r k l o c r l s y n a n i s l x s t - b / ~ I h ~ d  
a d L j d i y i p l i i  tcam t h a ~  induks loafS wbJe combm~q &- 
&a c o I ) d  in adylpc: d i m  obscmthm lad stmi-llmncd 
~%zodmtimcrhou1dberrrucrurcdroaarrrr~-mraw-  
I;,uptrtd.~izc.mkprocur 

Table 1 iilustrato Ibe dati&p of the badc co~ccps 
inusmtivc resach tcc&uiquc~ &ted with them. It a 
kmcd~hattbelisttddrechdqucstrraottbtodyvay 
of acbiing thc basic conctpq bnt a wfiniqar tb hve 
~ f b u n d t o a r 0 f k t o g e t h Q r i ~ s o r o c 5 3 d d ~ T b e  
Sodo~echnid P d e  (de 10s Rcyu 1984) used u+b snail 
scale irrigation wms is a good exampk of a -id a m  
-0fw lh lES diff~tnt w C @ S  t0 &M tht- 
a"=w- 

R n p i a p p ~ r b o u l d b e ~ o n ~ r h e ~ m  
th~yncmbdintfobctbcm-tialekmeogrbeirldmitim- 
~ m d b o w t h q d a l e m c a c b a b a . R t p i d ~  
k d e s i g n t d x t a m i i s o m ~ p u r p a t i \ t d b r  
system. E\en iimittd -'on u, mubddqgy a~ pro- 
vide an upaadd xl of c m q d  tools fbr andcflandk bow 
localputicipulsvScartbtir~IlrboPldbenotrd.boru- 
CVCT* tbat I h e a m k d m i q ~ ~ ~  c m k a n d ~ a r t , ~  
by racial sdcntks based on their p m k s h d  minbg ad a- 
pericna wkbut lrfcmcc to - Rdpid apfdd doer 
not n:+ or a W o n  rbe b a d i t i d  mabods aad 
oftbcdsdarqbutpro*forwys10~arr;:aod 
eariCa tban (&ma 29909). 

Asyauncankddkdasa s ccdwmiDy~dmcnt~  
tbat mnsdhdt a wbole, Wing pmpatier u an entity w- 
I;ma a d  Scbolet 1990..4). Eix thf p m p t ~  d rap% 
ilbmrfPltocrpaPdlbiid&tioacoiDdtrdedrubw 
i n t b c ~ t k h r v e i n a w a y h t m ~ b u  

VOL.  54 .  NO. I S P R l N Q  1995 43 



TABLE 1 Relationship of the Basic Concepts and illus+ 
tralivc Research Techniques 

l n m i w  d ~ c c h n i p l ~ ~  

S p o r i a c ~ u r  
-tndrdrpKd 

Ma=‘%- dcprdiq on Jrt sfhn* 

SF-puspcrciw - that demcnu of - sunkmewred LCnicrr 
m a n d r h t i  - O x  of sh~n &kIina 
r d a h  ' m m c c  - Purponful selection of 
amabeidarificdin rrspondcw 
&aIKz - Grmp .rmmicwn ' - Use 01 bal definitions and - Rcjmion of Ibe use of 
'emicg caregocia wlrrry puatiompirc 

.- C ~ d u r t i o D  of i n d i g e m  
kno*Aodge - Comidcr&on of w i a b i r i  

Tritngula~h - Multiple pcrreplbm - Smdl hlcrdisciplipu). lams - Multiple ruearch r bod^ - bd puricipdi 
- Combimtiorr of inluvicrr. 

informuion mllacd in 
dnnoc and d h  

h&prmm - Ux of infwrmlion mlkEl4 - Svuourcd rsurrh v i ~ h  
~ o ~ r b e t c s w c i  tim for !cam inllurriobn 

paco - p m & a i o n o T ~  
hypobrrcr and wc d 
I ~ i o R f i n e ~  

vicw as mordiiated to acmm#& one or more purpcrw 
(Wiba rad Morrca lm'lo). A syzrrms pe@u initially 
n u r s i d c n a n r s p e # s o f a l ~ s i ~ o a b u t ~ y ~ t ~  
Pvards tbe &ition of a model &at bases on only rhc most 
important danu~u and M u  dationships to each oh Sys- 
lamart Jwyroompla,uditbootpo*i%le~uyroW 
withrlfupeccrdan-srtntattbtameLimt.'IlreFimrtskd - -4 crrm i c  tn make a n d t b e  
askmmartifitk 

raminnl~t is~ in ipmnta 
wiethttbtelanmfiaasyricmamwtbeidentifiebind- 
~ a o r ~ M ~ I s b e m r b c i n ~ . r t o ~ h i t b t k -  
men& of a arc most impO~nt  fbr undcstmding a given 
sihut ioa 

T h t r e i s a g r o w i n g b o d y d I ~ o n r h e u x o f a @ ~ ~  
appnacb fbr b t i p h g  a d  ad- compfa iaua 
( C b e + W  Md Schdts 1990). C l x c k J d  aod SchoIet 
0 m 6 )  bave &-el@ a modcl for 'Soft Qslemf wihod- 
ology b t  is parricuMy d m t  to rapid appraisal. ?by mg- 
gcst that a soft qsfms approach includcr stvtral sccps: (a) 
identi- a s ' h h  which hrr pnmlred concern; @) a 
lc&g some n l ~  human &ty system: (c) d o g  8 
model d rht bdivity; (d) using tbe nxdd to q ~ h o  the d- 
d ~ a n d ( e ) u d a g t b t ~ m l t i a i t d b y t k c o l p .  
p u ; s O n m ~ ~ n w b i c h w o u M ~ I b t o r i g i r a t p d -  
lanr*Mrechnipoes-withasyr;tazrt 
Pcnpcaiveutdcdpcdinilianylormsiderallitsrspccyin- 

clu* hc c ! m p l j n  d +me(uwPI d h ckmst% 
and to movc h r d  the idauifiption d 8 Nbod ddcmtPer 
most relevant: to the pmicdlul s i ~ ~  Wig investigated. 

dunens 

s t v e n t s p e c i f i c ~ ~ L a r i q f r t r a r p d ~  
to pait5patt in the pr0cctf.d beloping an acha sumuc 
that arc devrt lr t  b npid appnisal. 

Th+rrstda~anpmpestivtprecldcsIbeascdsosac 
rwcnrch d n i q u u  and &inan& spm'd  an^ b ceKnl 
m p i a  l%c important elements d 8 span m d y  carmot k 
known bcfort initjatiog &c rapid ?ppni91. a d  so 
ogies that bigin with guestions pnparcd in ad- rucb as 
qucnionnak survy rcwrrh, are almost always bqppri-  
ate A wunr pcnpectivc focuses on rht conta dihe inh- 
mation collected. is able lo uWe indigems b k d g c  evm 
wbea it is unanticipated by the rapid appninl tam, and IU- 
qpizcr rhe bnpmmx afvariability. Ea& of* bpia n 
discussed briefly klm. 

TRE PROBLW WITH THE USE OF QOnnONNALIte WXVEY 
RESURCH AS A BEGINNING POSHT FDR mERSANMNC 
S Y m  Qlnxlionaairr suney rrsarcb - thi 
enough is knaun in advdnct to ideal.@ tbe parts d a  
s ) a ~  amiwprsranqucstionr S i r  ~ ~ c u m d  
identify unanticipated, dc-spcdc rdathsGp, R is 
limited IO vatidrting models dculucd in ;rdvaas Tbc used 



su#ch mabodt. iachrding msafda based on lJwsliona8ia8 
s u r y  methods (cemer 1mm. Queslioanun sllrvcy n- 
s a d  mq k ncrrssuy to didate npid appraisal rrsults. Thc 
-meat is winst asiq qudonaaire snrvqs u Ihe f k t  
s&p, not ~ a n o l n u x r o f t h i i ~ .  A rapid rp. 
pr+irrl bused on qualitative 6dd wrk h b r  IIutily p o h  
6 x ~ b t Q ~ ~ d h r b i l i q m d i ~ 0 0 1 t f ~  
within L& system that mqy DOC have bew anticipated, its aten- 
tion to -text, possible dgai6cant saving ot time, and the ap 
poRuoity fir full pafticipatioa of locrl m e  as munben d 
IhcRscardrteva 

IND~GENOUS KNgwLEDGE. The b e g i i  pOinl for under- 
srandhg complex local systems b+s to be the understanding of 
those -teas by local panicipanb The goal is to construct a 
model of thc local systcrn cons~hcnt with the way lccat peopk 
uaderstand it. Doing so u s d y  means trying to use local. cats- 

* gories br dividing and d c s c r i i i  d i t y .  Using indigcmws 
knowledge involves agmmcnt on rhe most important compo- 
 cats in the F r n  and UK moft important prrrblcms or con- 
straints kal by rhe locd participants (Gdt 1985:14). lndigt 
~ ~ l t  fiwwltdge of local systtrns cannot capture dx totality of 
t h e  systems d there will 3- k ucls of local limited 
uoderdarrding of di ty .  Rapid appmhl  can k expectmi to 
pick up the limited mde- of the local 
Rapid appraisat, howcvu. docs not limit itself m indigenous 
~wkdgc,andcanbeupsttdtogctatmundcn~iogd - I d  qsmm that goes b q ~ n d  that of krcal pvricipants w h i l ~  

! a! the spme time. includii oow areas of minrodenwtdii of 

- d t y  wt shared bl locat participarrtr (xr Galt 1985:B). 

VAIUABI~~~, In muy sihutiom. Lbc ncmge hner, sar- 
&mf., d l  busiicssperson. or b e d m  adrrtinistralor dsu 
only as an artifict of slltirticr Each b'mc an &diional variable 
i s u s e d ~ ~ d e t i m t h e p l v c r a g e . ~ r a a d ~ u ; t u a f c a ~ s o f  
the can & found. many situali~as, variability aad 
distrikttiwroldurrrcriscicsutmonImgomotthanrhc'w- 
engc- Qualitative rcKucb rppnrvbcr impkmcaterl withalt 
sufficienr 6dd work arc cspccWy prwe to ignore wiabitity. 
r p a o r i l t g w i a b i t i ~ c a n R s r J t i n a ~ ~ ~  
~of8sihlationrrdiztspbcknydangCrooswheait 
causes p r o t  irap1cnlcn~ amchi& that ootsidcn arn do- 
s ; g r ~ C M & ~ ~ m d c b a t t h c r r c i ~ a n c e d  
onty~o&opt~pdwly.~tiondnritbilit).ank 
a n i m p o ~ ~ p o i n t k r d c v t ~ ~ b a s c d  
on pmvidii p p l e  with expanda! optiom whue the nhw of 

. thciirdccisiwsirrecognized. 

~IwmnC Research Tcdyliqtus Atr& with 
a S Y J V ~ ~  Pcrspcaive 

SEMI-S~RUCTURED IUTERVIEWS. Semisrruclurcd intu- 
v i e s  using short g u i d t b  arr tbt key to rapid appraisal 
based on a systems penputbe ?be most importaot wy of 
learning about b d  mndkioas k to ask focat patkipan& wf!at 
dtcy +. T h o  mpid s p p n i d  trrm hid gd mpIe H k  

a subject md not just aanvcr dim -0- Suffidca 
t i m m w t b c i n v c s l b d t o ~ m p p o c t u r d b ~ u p Z a i n d w  
purpose d the rapid appraisal. Tbc intcnicw W d  k a di- 

- .  
O C u s u d c w m r  
V i c O r i n g i s t o b e N r n d m d r r l u e d w M ~ ~ d r t ~  
urioa ro 8 fruitfd ad. 7dk with paople ud l i i  a their 
c o o c c r a r t n d v i c r ) ~  ~ : r n . R h o d t s ~ 3 I 9 -  
I t O ) r c a a u a o Q t & ~ , ~ i ~ t h e ~  

I t i s k s t b , k q t r b r d ~ . . . u -  
' ~ i d & c ~ p o f I ~ [ w i t h ~ l r r r P r c f r a r  

drivingup.. . djumpiagoulwlrknokbookinbudmdy 
to mtenka- ' I  

Y l v " s M . c h i d c r ~ & c f a l k o k i n g B - ~  
ly chauffaus M d ,  if posubte. k miQd? 

~8smuehopcasisisisisisisisiscudindn~ 
'Be semiti* to tbt hct thaf people rmy k s u r p ~ o f w r -  

siden.' , I 

The semi-& interview is Buiile. but it is'lllso con- 
lroUed ( B u r g s  1982:107). This type of insmiming has also 
lxen called Y m s t w d  inttrviewingr ' t o e -  (Bur- 
. g m  I982:10T). and bnvcMdoa with a ptupose- (wcbb ud 
Webb 1932:UO). It bas ken ruggcsbd h t  !be rapid lppnisa 
must keep rrspo&ts ddq expcrienccs zed atti& that 
u t ~ l c n n r t ~ t h c p ~ e m . u d c n c w q e ~ t ~ d i i  
thcsc upcrieaxs DanlIally md M y .  I k p h g  the inImitw 
moving naturally r c p u k  r i b u  oommeno and ra=% m 
gether with an - i d  qutstion &si& t;ccp the subject 
mchcmainrhew.tostcurcmondmils.andto;timn~ate-~ 
eomrwtion wbm it Iagr. Keqiig the c o ~ ~ o n  moving 
mtly requires culmnlly appropriirc gstuu, oods d th; 
bgd. smiles, and 6kcidex- thatdattbeanotionr 
uamk4.RrscarcbcrsPrdtohavtundtrstandiopPd~ 
b r  ch i d b m a d s  pointofview. 7 b q  atedmfdbwtbeit 

As a gtoeral d c  inttnim should be corduacd under ton 
diom most ~ k v r q t  to ahd revding about tbt laat sysm 
b e i a g i n v e n i g e d . * ~ e , a n p i d r p p a w w t b  
CareJKwldindvdtintenicwJintbtcfipiawlYlt~ut 
providcdwhikampid r a i s a i o n ~ ~ s b o u i d i n d ~  
i o t m i - r t i - i & i $ - I b e ~ l i d ~ O e u n -  
s c c v i s i b I t ~ d f P r m a 3 ~ ~ ~ 0 ~  
p c r m i u m c ~ d D c w b p i a f K d i r a r r d m . b  

S E ~ O N  OF RESPONDENTS. It if useful ID d i e *  
~ 1 ~ ~ ~ 1 D d l y - i n d a  
e m u r r t h a I ~ Y i d o a I ~ k - ~ p u r p o s d y r e l ~ c o  
r c p ~ x n t  miability and that lq inbDman%- an abk to & 
s c n i  tk broadtr system beyond thdr-own dind partidpa- 
tion. B c a a  iak,mwion is cdkdcd fnw ' W u d  m p  
&as- whar 'a is clear to both the ft5poa&at md tmp 
mtmkrsrta~mnccmonlytbcio&ridoaIskoowl- 
~ l a d ~ , a n d n o t w h a t b e o r z h e d J r r k s a b o u t t h  
~ ~ u l d k h m o r o r ~ x n R l - v l m ~ J l v u k l L s r o e  
ducted aith an opporhlnity sample ofp@y rtlcacd -io- 
d i ~ i d r r a l : ~ T k y s h o u k ! k c b o s c n k c h r # ~  
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~ c p r r r a r l a v i d t ~ d h d i v i d m l ~ i n r h e ~ ~ m k i n g h  
vtrcigalcdand should aol berikdtowhatisunmrtd to k 
rcprcsenlarivt or arngc Rr aump1t. an oppononity sample 
o f tkmenmigh induckfarmcrksden. hnrrn whohsve 
uidnoammadcdtahno~inaonrivehrmtnwhohtve 
SIC- devclopcd impmved-*ret, - hrmur 
w h o u c b o r h m e o r k n t a d b a d s d ~ h r w r r w b o  
--jaooppiqsrydtarrinhua,p-hnnen 
with vay limited nsourca, md b a d i t i d  fumcn who havt 
misted new t~hnoIogy. Tbe b i i  d in- only one 
gender wben both uc h l v b d  in the qsbms must be rvoidcd. 
FoUowing George Honadlc'r 0973:45) strategy. for avoiding 
b i i  when in\%niptiag o ~ o n s ,  tbe mpid appraisal 
team untM ask for the ~amcs done or molr: individual rrspoa 
dents who knoun to disagrtc with rtl decisions. generally 
promote trwble, and oeva mpua!e with development pro- 
grams Rgnmscs from these pcnons can prwidc \aluable 
cross-&& and insights not adable h m  aha inteniews. 

Key inhzmls uc cxpcctd to be a& to ansmr questions 
abut  the huugtrledge and M o r  d others and especially 
about the opalions d tbe bmada sys- Thq am willing 
to talfi and am assumed to have indepth Irmwledge about k 
systw. I C q  infbmmu fw 8 study of a school system might 
indude studuu Icaderr. adminismton. school board mun- 
bas, a d  leadus of ~~ ~~ It is usu?Hy 
worthwhile to ask who or which group of p q l c  are most 
k w r w ~ I e , m d t h u ! t o s e e k t b e m o o t  

USE OF SHORT CtlDEuNES. Even if theh is agmmcn1 tha! 
rapid appraisal shouM not be based on a qucrtioaoairr. thee 
is--&able &qqtmcnt on the &to which h e  [earn 
should develop h ~ ~ '  and g e d  guideliocs before 
stid- tht rapid apprain]. T& apfonlory (Cdlinson 
1982.49) at one uartmq usa morc cfw I1 pages of qudons  
as guidelines Ibr examining M n g  s y s a n ~  This detailed 
guideliac is lo be followed closely. with rll qDarions king 
skedof at lurst somefanmen. At lhe orkr cureme, the 
so& does not at0 obi  a Gst dtoptopks bqud what is pro- 
p o a d n ~ o u l l i a e ~ l b c M i a t o ~ p n t m ~ t o a f f b  
~ 6 c q U e m o n s a p p c u r t o b e ~ o n r b c k l k f t h u  
i nknhus  witb Eumrr or abcr m e  in the area should k 
wsy pad and aide-raogiob, becruse tbeteam is aploring 
andtarchingli>rmunlsarwoaumbcrd~(X3l&- 
brand 198299l). Ts is ir cbimed a .* prepared 
k k , ~ b e g ' u m i n g ~ n p i d r p p l i a l f m t ~ t p n n m a p  
b e r r t o w u d c b c t o a m ~ I h c r c t y ~ a p p o r t p n d w z  . . 

*) 

g a i a a e w i ~ E x p a h c e ~ r b u t k o s t o f s b o t t  
gu idc l i  pparal in a d n m r  can be w f u 1  as long as t h y  
arc not died  on too much. *In his d y  phao; the rrscarchu 
i s  Wct an c x p h .  making a q i d  nnwy o f k  hor'uon bzforc 
plunging into the l i i  from whii  tbt wi&r view is ~o 

Ion- possiblea (R)ioades 1982-5). While OM may bgin  with 
guidelines, imponant questions and &&on of the study 
cmagc at information is c o i l a d .  %m nun bc able to ac- 
Eammobte new i n h t i o n  tad 4% r d  plans acco~I- 
ingtu' Ghadcs 19822). 

Guidclina netd not k viewed as tn agenda to be diligeruly 
worked through, but shovkl k n ' d  as an dd w memory and 
a m i a d e r o f o r h a t m i g b t b c r n i r r t d ~  198l244 in 
Chunbur 19832S),'No(mrytbingDaebto be- The 
~ @ ~ r ~ b l o m o ~ ~ y d a r r c ~ l o r k ~ ~ a  
problem& ogpornmitjes md rclionsg (Chunbcrr 1983.Y). 

I 

~ A w t m w r n  l r D m D u r u  cmuis. lkrs gq 
i - - k - y d h ~ c a u i n ~  
of informarion. Croup i~~uvievr an k osed in rane d m o  
to tolka information an topin w h a t  an individoJ may k p 
did if he a 3K npliet tmhhI&. but what a m p  h&%g 
about the wnsmunity my not kd'brcamd (~bwkrr tP1Q 
~).OAearimSutopicsaakhhpophida*icvrsiB 
s r o u p s u d I c y i n - G r o a p m h m  
ruLurfieelocometucbockuld~irrPerculidb 
rify variability within the community and prevcr* an rrypiad 
sinurion from being confused wi?b .@c ma?ga 

E r p c n ' ~ ~ ~ s s ~ r ~ g l w p i a i n v i e M m a y r r v c a ] v b d  
people bclicvc arc p r c f d  patterns as opposed to what rcrp 
r l l y u i ~ u A u v y & a i I e d d ~ ~ o f c h e l o h l c r o p r o o -  
tion sysrun by r p u p  of hmas was lactr fbund not to be pnc- 
ticcd by any of lhcm vtaaly as dcscn'bed (Beebe 1982). E m  
when some topics h;m k n  a m d  by a groop Intaview. the 
same topics sbould sti l l  be cavacd aith b m r  'Ihe qo& 
tion b g e s  6rom'Vhat do I d  ~ ~ W ~ B I S  generally &T 
to 'What do p o  do?" The presence of orhaz often infloenrts 
answers, and so those who ate prtseat d h g  an imervicw ruy 
nced LO be notai. The prcsmcc of authority figurcs can k a- 
p e d  to iduence comments. FCC t npid lppraiwl ca f id-  
- ~ n ' s i t s t o r h e ~ ' f i e l & ~ p r o v i d e a f i ~ m  
be alone with rhe f imas  witbout the inflwau d o t k x  

Df M;RAMS. Drawing dia- and pictures allow bolh ia- 
&duds d mops to e x p w  ud check mdbrmation in ~?ryr 

{ha an oRa! mon valid &an Linc+r pro# CbttUrad tnd 
kholts 0!EQ45) argue the PZED~ Ziathir'. . . is tha barnan 
dais red a rich moving pgcaut of rcllriomhip~ and pic- 
~ ~ t s ~ ~ a b c u c r m u n s f b r ~ ~ ~ a n d c a m r c -  
tiom: Types ddilgrams indude skbcs ,  bar d i i  hi* 
grams, Bow diagrams, and decision trees (aumkn 1991-525). 

USE OF W m R E T E R S  An m b v S  of 8 lapid a m  
tram shwld spcak !be l o d  lan'guagc. In p* bmmu, 
oncormoxcmanberzdrscnnmy#xrpcrktbekcdhn- 
~ c m d a n i n c c r p ~ a r i l l b t i r t t o k u ~ ~ i r m a -  
cux bt na kuning and using appmprirtc grdngs.  Xnm& 
c d g c d n o m k r z a n d c v c l l r v q ~ k q u n d s a n + I k r m  
lcrrnmc.mkrloqpurlokuodtrsunQlO~tbur&qr 
~ d o , a o d t a a i r n p ~ ~ ~ t b e q u a t i t y d t b e ~ h c r -  > 

p r c t r r s ~ k c b m c o ~ ~ l o e n m r r O r g ~ ~  
s P m d t t c h n i c r l M n d r U m t n ~ b k & m t b c ~  
a r l l n s w a s B d i m r h t ~ t b c C e P m ~ ~ o w ~  
intcmkw Sratrgy witb the bfmpnta. tmpbaddng tha & 
tcam is intucsted in more than just to >-- 

The inerprrtcr should not k ph-y bdwteo Ibe 
andrhcpaxnr beingintmkwcd, bo( r;ltbabtsideordi@y 
bthindsolhathisorherhnaionisEkuiyM.Tk~lm 
member should speak in brid senmas using a minimrm 
n u m b  of words lo crprcss complete h g h t r  Ibt in- 
should be given lime to t m s k t t  M i  p d n g  10 cbe s a ~  
&ought. Ikm mmktsbouIdtaDt d i i  rotbc~spat  
dud,uifIbcrrspondentcoufd~cvtrytbinOnid 
[Bodaia 1970:)). 



Tht mom useful field aotcr would ~poct: 

Fidd notes lo artful observatk~ can often prevcrrt 
&e obcnet from ivputjng QIse meaning to paople's actions 

4 (Honadle 1979:42). 

Tttc term triangulation comes from navigation or physical 
surveying and de~r iba  an opetation for W i  position or 
location by means of bearings from two known fixed points 
When applied to rapid appraisal. it means systematically corn- 
biaing the obsu-Vafions & individllals with difkznl -- 
grounds a d  combin-hg diIEmt rrstarch mcthodz. Tbt as- 
sumption is tbat for most sirualions the= is no one %stw uay 
to obtain inbnnation, and e m  if there w c h  it could not k 
b m  in ad- TrhgdaIion imolm ~ Y I K Z ~  gon- 

. randonr selection of resea& methods and ttam memkn 
basd oa the rtsourrrs tvaJab1e a d  the system be'mg in&- 
g+ted. Triangutatim of individuals ad me&& improves & 
quality of infixmation and pmi& msschecks 

MULTID~~~PWY ruM5. By definition. lapid sppraisrl 
cannock&w$oncpc~aThecrpatistbmghtmIhcsiPt 
ation by the learn tnemben may be thc most aiticd compoomt 
af rapid rtppaid. It k important for pcdtionert to &- 
srrodtbc~ekxateam&imitberypcsoCmixsdut  
u c l i k d y c k m o s t ~ v c f o r ~ l a t i o n . T a m m M k r r  
M d  ~prescrr a ~ n p  of &ipIi i  thd ut most d m  
t o t h c l o p i c l % r ~ a R p I d a p p n i s r l ~ o ~  
heal& WCCS i n d d  8 S d d  workcrc i medid 
doctor. a "tradition# baler, and a public adminishztion spe- 
cialist. An agn'mfnurl developmeat lapid a p p a  tcam 
might include an agicdtural eoonomist a d  an apnomiff .  
Suni--red individual uld grwp inoNim pmvide nu- 
merous opportunities br rriangulation as tcam membcrr -* 
scnting diffcrcnt disdplioes init%& varied liner d inquiry m d  . 
raise kucs tha oshwise mid be ~~ltdwked. Te~m mesk 
bers can bcnt6t from le~qing each ochers' s@d wch-  
laries.ahres,sadconaptu?l~Is. 

d'kcipliq specialty of each tcam member o h  is not 
as &tied as having d i & d  disciplines nprrxntcd. Both men 
and women *odd be i d & &  on the team (Shanu. mipp. 
and Schmthl 198Z74). ud dl ttam m c m b  should Iwe 
soarfarmi~wilhdlr~pec~ofdrcsysrunk'hgimrrr& 
gated (Uwnkn 1983325). T m  rborJd k composed d r 
mix of bsiin from md outsiderr to rhe system bc'w i n r t ~ -  

Smaller aams arc always pmfkrrtd b !kga oeamr Man- 
b u s o f l w  v a m s u c m o r c ~ ! y  to taIk bomtnoCberlod 
less tihly a, lisaa ad learn fiDm orhus tban ue mcmbcn d 
rmaU teams (Rhoadcf 1982:16). Large b i n s  often intimiche 
~spondena: are mom likely IO k wnscrvarivc md cautiocls; 
and rakc longer tu produce a report and mmmaxhiom 
(Chambers 1983123). 

~ F O R M A ~ O N  COLLECED IN ADVANCE 'Ibe ~0mbbti00 
of scmi-struc- interviews, id%- cdlcacd in rb- 
w e ,  and d i m  obscnration p d c s  rapid sppnisl  with 
some of tb ~ o 1 o g i c a I  slrtngth d y  rw~iaccd w&b 
mditioral quaIitalive approack Robert (aamkrs -8 
mm that despite tbt wealth of inbrmation in ar&hw, annrPl 
rrporo. rrpork ofsunys, acadunic papen. govcrnmat sa- 
tistia. ctr. npid appdsd kam ofrca ignolt these sou- 
ddatkThithilurerordlatlwicdrtainadvaaadtberapid 
q p a i d  muasdgtfieldnsearrh timek-iacoPcaZq - 
already d a b t e  data. Mo-, iropoarnt m u d  I d s  
and topics s u g g d  by prwhudy aollccled PgterirJ may bt 
&seb RJC strumre ofthe rapid lppraid proccu makes ca- 
lain typa of i n f o d o n  a~Utcted in ahncc more d- 
t b a n o t b t r r ~ r ~ c ~ n p s a n d r t r i d p b o c o r u e e s p  
c ia l l y r i l cvugwbc l l r tea fav id t tm~fK&drs t~  

D W C ~  O ~ U r V A n O ~  D'm obsuntioD 3 
R p i d i ~ t o d b f ~ & c d l e a c d i n d ~  
p m i ~ d t i p l e c h e c k F o n d a h c a D e a c d f r o m ~  
m d m ~ d & t i o r r s l b p i c r f w ~ D i n a -  
n~canprrver~npid?Fprintf iua~miskdbyrql$ 
( C h r m b  1 9 8 & l Z ) . P o i t ~ i F r n ~ ~  
dpartic'rpantobsma~imwbtrt~mcmbhtu&rtak.n 
activity cbcsnscllves. Doing so aIlows insightr and prompts bu 
voluntctring of informariw lhat o t k w k  might not be 
sible (C2hmbas 199k524). Dqudng the sihufh. iw- 
e n l s p e c i f i c d i ~ t i o n ~ ~ k e n b d ~  
vant Whctz l oca l ly?capbcd .acamcracsnkm~ 
imporant rcsac~-m~. Pbocos can u s a ~  a, document aDZC 
dirions before an inluvtoth. Sorncrims &C rapid s p p W  
t e a m c a n ~ t b e ~ ~ t s a ' ~ ~ ~ b a c t &  
rrtumkg wirb photos (Rboada 198259). -logical 
tran~baxdonsysternaticwaIbaadocruncmdi~am- 
ditions dong a line. k r  examp!% from the bigbest 6 th 
point (Chambus 19WS24. WRI 19:OIS). Agiwa~k+d 
t n n s s a M p a w r c U W d l r e d ~ L w ~ ~  
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oot ignnsd. Tbe prrprnnoa d skucb lnrp (d fma 
skuclKs) pmvidt powerfuJ v i d  -1s dmt auam the 
npidappniraltttmurdldpeopktovicvcommunityir- 
~ ~ ~ S f r O f I l 8 r p + 6 1 ~ u t ~ ~ : ~ ) . & ~ d  
pmfrornonokwiKMaupn.aKbatbeprrse~ceba 
~ ~ h 8 & h O I I S C b O l d ~ a n p m v i d c ~ r ~ ,  
hsights about ~ t a d ~ t s p e e i r l t y a r & n t h t s c  
i a d i c a t 0 p s ~ ~ d E y  tbepaddpkindKkcalryrtae 

Rapid apprainl is a proccn during whi& the nsmrcbcrs 
begin wirb inhrmatjon eoDentd m advana, aod hen pmgrrs- 
siHCty learn from each other and h m  infoma'on pmidcd by 
&-mucturad inttrvicws and dind obsewations. While the 
rapid appaisaI tmm is searching fix trends. pattcms, and op 
pornmities br g c ~ c d k t i o a ,  tbe irelati= nature of rbe pm- 
ass anoan far fk dirovcry of tbe nnexptned. Rapid ap- 
praisal can be h u &  of as an open sysrcm Psing fetdback to 
7 d  fran its @ r o m t  and pmgmsiivtly change itself. 
T ~ C  Icxarch&~ h ~ t o ~ ~ ~ p a n i c i p a n t s t o  
npidly dmng questhu, inlmkws, and dindon as in- 
hdon appeus. 

Rapid qpkd n divided ktarocn bl& d time used Ehr 
cdldng bfbmab'on and b10& of' tiw dwiq whicb the 
r c a m c o a d d c r s l b c ~ c o D e c t b d m d ~ c o n x i o u z  
decisions a addithnal rrrrboddogy a d  lim of inquiry. 
Ibex: dcddom M u d c  what qucdons or nrbcopjcs ro revisc, 
add, or d d a ~  what tncihnk look, d kdmiques u, change; 
wbnt.ogo;~;and~tto&tqxmurinl(Grandsl.ffand 
G e  19%5.10). Tht process is b&dy Lbe same process 
as that osed in 9grounded rhtoty: where in-$ of disprovins 
prtamccivtd hypotheses h g h  the colkerion of data, new 
& l a u e P s a l l o c l * f y t h c ~  

i l h d w  RrJcardr Rchnigucs Associated wirh 
I m m k  Ir3formanrmrmon Cbllkctb rmd Anatyris 

Rapidrpprrirdlrmuslkrbednfedtodlowadapaterimt 
far t rarp ia taact ioPand6reol l~~ insrmuioa 
~ t i m e % s s t s i d e m d t b a & ~ c r c k e n d d  
thedaybrlesminttsrctioa.WhikthRpidrppridirilr~- 
at.= ~TCUXSSM~. it is dso pracofrtugairazkpwxs 
in which the rtsuhs fmm the smdy art muideraf aplonuary 
andmbjtdtodrangeeithuuwwzodkstuinf~rmationis 
c~nadcd~r~tbes tna t ioacfr ;mga 

S T R U C ~ V ~ G  THE itmxta T~ME Opiions diffn con- 
siduably on bow to stmaurr thc time ofa  npid app-, bot 
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~ m o c l c o m m M l ~ ~ w ' l f i ~ ~ i ~  
t o ~ o w r u ~ t h r A t ~ & u m l h a t h r l o k ~ i m e h  
m u l t i p l c i r c n t i ~ T h e r t b r k o r n e e d b o r ~ t S # l o  
b c ~ t , s c n s i ~ v c , m d & ( ~ u n a b u s r a d ~ k n  

s y s t u m w k n i t t p h ~ ; a s k r l ~ ~ ~ w i t h  
individds drcady inuolvd in pxnjecb, rad usw vith fa- 
dividuals who +ire l a t  disahnt@ (Ummbas m3). lo- 
adquatct imecandso~t$Coodatta l immtbe&-  
s d  a d  not awgb b tbe datiauhip, ad Shm to. 
r r c o g n i z t 1 6 a l ~ a t i s ~ i s a r n o m e ~ t i o t i m c d a o t ~  
e s d y  a &end which may be more important. 'ibt 1- d 
a rapid appraid will depcod upon tbe situation, kl agthhg 
l u s  rban four days is probably inadequate for canJioL out dis- 
cussions; fir identify- diSQ1SSi2g. modirjing ad 
ideas that emcrgc from thcs: discussions; d br parLPg tbcst 
ideas cog& in a usable h m  (Cbamba 1983m. tmstirg 
too much time and eAbR in 8 npid r p p d d  is &I m desk- 
abIr An appsaisal thu is too kmg rnay m e  pmjaet time rrrd 
cause + c i p a ~ ~ s  to view tbt npid qmisa l  as m ad in irxif 
instead of a tool for the !earning procar 

It is the simul- rppliatiw of tbe rhra badiE ronctprr 
and the quick mb. and nd Ih: S @ ~ C  tahiqm 
t h a t d i i t i a t e s r a p i d ~ f i o m M h e r ~ t o x &  
seardr.Wtulethcrcart~aechniquassroeir+dWi&~ 
basic concepts that have prwcn cflktSve mda & 5 k n i  con- 
dBions,dKsarewtlhedytechniquam&bkSiocexapd 
appraisal is  not defined ly'r spsitic ut of k&qws, that 
b d f l e x i b J i t y i n r h e p ~  F a c i o ~ t h a i p i t ~ b o w t  
specific npid &sd dl h bpkmded indode: .v;lilabk 
m o u n x s . n s e u r h d e s , ~ s l r b j a P r m n c r _ p s i o r ~  
d a b k , a n d t h c c o m p k a ' l y a f l b e ~ b d g ~ p s b a  
(G-Ed GmdsW 19SS:l.l). 7k: mme firnitid Lbt 
np id~ l tamninbnmddWpIheapar ice ,  npa 
n ' ~ l ~ ~ a r i i h i n ~ I ' i v o r 4 m d ~ w i Q ~  
a p p n u ' s 7 l t . t k m o x c t b t ~ f x ~ l c i t ~ a d ~  
rolk*d 
1985:Il). 

E x ~ w i t b f a p i d ~ i n d ~ c r r l K b o o K w r  
University inThallandsuggmstbrtmorrhdwdfi~bomr 
per day spat b Kmi-stmchmd inkwidq sesrions 
& u r t i v t t o m n L b t b a r t i c s t t n m ~ d m a k c s ~  
q u a u  i n ~ t r n - e w s k r t ~ ~ M o r e h ~ f i u c d y r  
o f ~ h h k i o d o f f i d d w r L ~ a b r a l c m , ~ , b e c a r n -  
rtryrodudivc ThsekindsdtimcautJaianopcr~teontk 
Khedule of field* not tbc d l  l a  d lbc rapid rp 
pnisa ( G W  md GmdsM 198532L 

AmlaMe~~oocdlcadlfpd~a~atmhvtrmjor 
c f k d o n ~ o ~ , m o . t o t b e ~ d ~ c h a r  some 
t h i n g t f x L n e e d e d ~ d , ~ k ~ d d i t i o o & ~ r a p i d r g  
p m a .  'RJecon~ldlbcrnicPrviD -&initial g* 
lines used Ibr -4 ivlavicarr WUI rpedk 
infomut;oo is o o t n n i k b k ~ @ ~ ~ c r t n  t i m e d  
s p a d a l r c c h n i q w s r m ) . k ~ u , ~ t  



Raibility is cr i t i i  to mbg nQid rpp.isrl; rrknnt to a 
w i d c n a g c d ~ ~ m d k a m r j M ~ d d w . p p m E t r .  
Thisekdbitit).aa,bowcbu.berbrutdaadbPskc9mM- 
p n t t d b y ~ u d b w i n g - ~ v i d ~ m & ~ o r r E  
olortaothhg.dcallithpidqpkd.'AsttdSantkd 
techniqnscooM~lolwlhirproblcm.butoatyabrupurse 
of tbe Decdtd ftdiIity. l%c dkrrelivr to rtrndudid0o is 
to document rr part dtbe rapid qpnisal: tcpors tht technique3 
u s e d ~ t h t d o c u ~ w h r t w r s d o n c a l l o ~ r t h c  
n+deta d a  RgOn tojudge tht qdg dthc work and can also 
remind the npid aapptaid tehm dimplrtant i~ du* the 
appraisal. A gemric cf#:klist t suggesttd that must k 
&@ed to tbt specific situation unda which Ihe appraisal is 
implweoted? - 

'h will perhaps dwap be a struggle to ague, ho- valid 
rbc cax, thirt it is kncr to bc vaguely right than praiseIy 
wrong- (Curuthtrs Md Chrmkn 198k418). 

Rapid a- p m v k  rclativcly quick qultitnhive d n  
t b a t u t  Wytobcwyrightandtbatcanbcuxd f b r d o  
cisions about additiootl mearch ar preliminary ~ o n s  br 
the dczign and LnpIwtntadon of applied aaivities. Wben 
appIiiwithcan mdcautioa, &can help r MOII arakcr 
m i d  king preckly wroag. Rapid l pp~ i sa l  mahs w of 
l ~ ~ h r b e r o c i z l s c k l r m a n d i c k n o t s u g -  
gcstat chat wid lppniaf can substitute fix more tong-tum, 
i a & p t h ~ t s . w h c n a s i ~ w c a l L f o r m o r e t ) g n b c i n g  
mgutty ri@~?.ln m u r ~ r  sit do as.^, king ngudy 15$1t 
is artqrnte br the design of additional rtsclucb, to hitiate ac- 
t i v i tk  46ch  havt to be s W  quickly, or to makt midcause 
coneaim doring implementalion. In some situalhm, initjd 
undusaa&al: d compr# qstas  ~'~ tk d i R k a t  per- 
rpeaivlcroframmunbaswithdistiaadiscipliovr~ 
d!dput ic ipanJL~ef lor t tucposaik i rpbbQg 
1 t e ~ 1 3 , b m t k y a e n o t a s h i y . ~ y d o g n p i d r p p ~  
is at- btaer &an r @-ddicfy %ntiso app~uad~ 
J u r t r p ; I l c ~ p b r x r o t m - ~  T f ~ h r o Q U j c H y  
r r d ~ z u l S d c P t ~ ~ ~ , ~ r a p i d ~  
p r a i s r t a ~ k m ~ e ~ ~ ~ ~ w k o i t ~  
i l l ~ c o n b d t o c z b d q s p l a c a ? & d r e ~  

T h a p e r i c n a d t h o s e w h o h a v e a s e d t h c ~ ~  
guts that rapid appraid could be rtlmnt to t much widcr 
audimrr. For individuals wbo hsvt had limited npc- 
wi&qdita!hIshniquts,~kadmprwideastroag 
~ e l o r a n d m ~ ~ b 3 i t ; d t o b c l p e x p a i e o a d  
@itati~t rwmcbtrs u n & d  wayr in wbidr rapid a p  
pmisal d i b  ftom mditiond r p p d  Tbac b geou;rl 
co-us from usen that sapid appraisal is best b m e d  while . - -  
~ ~ i ~ a t t i g a s a k u n m u n b e r a r i t b ~ ~ ~ ~  
b u t t h r t s i n t e r a p i d a p p l a t r l i s ~ c O m m m ~ ~ * ~  
can be df-talrght A 17 minut 'mmuctiooaf * b tKta - 
d ~ t h a I k a h l ~ t f r c ~ s e : d ~ r p p n i w l b r ~  
~ u t n a ~ ~ n p r o j s t i n C u l b l n J t T b t v i d c o i ~ ~ ~ m  
b o d r U S a o d m L r i d # , ~ a n d - = ~ ~ ~  
the kchiqua 3 ~ ~ 1 ' i  ad inrdved 
3uw ud HU& 19m. b t k p d  ttrst ~ 5 -  

? 

i s p ~ i n ~ i * p r ~ h d p ~ a t ~ d p p i a ~  
dorbeaajob.od!oupcd =-?=if=-&- 
p d . u d w c o a r i n c e p d t e  kcPiaMn3wr*us 
rhcdknuknpLllppniwfrhyanhmco~fnLhe 
lcsdls. 

T h b p a g e r b t r ~ t h u t t i e r r u e t h n c W ~  
dwitbtp idWst l :OrysPrnpcrqwdht ,P)  
~ o n o t 9 l ~ . r r d O ) i P t n d v e ~ c d l L c l i a a  
anduulyrb;rrdIhtthe\w:ddKseau#grrtoodad 
q m i b c R o c a r c h ~ c a n p ~ a R u 6 b i c , k l *  
orora, r p p d  *, rrkrivaly qqkk quali~tivc rrsearch data 
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WORK GROUP EXERCISE 

Customer Service Planning: Customer Identification and 
Description 

The purpose of this exercise is to familiarize you with the 
concept of ncustomeru as it applies to USAIDts operating context; 
to enable you to distinguish between "ultimaten and 
"intermediateN customers; and to demonstrate the utility of 
analysing the linkages which connect USAID programs through 
intermediary links to the ultimate customer. 

YOU will be provided with a brief outline of a Strategic 
Objective developed for a USAID-assisted country. Your task, as 
a work group, is a) to identify the ultimate customers who are 
expected to be the "end usersw of USAID's assistance, and whose 
participation is essential to achieving sustainable development 
results; b) to trace the intermediary links through which the 
services/commodities/training to be provided to assist the host 
country to achieve results toward the Strategic Objective must 
move (you may also wish to identify *competitorsw and "parasites 
which may influence achievement of desired results!); c) to 
prepare a brief description of the links you map out, the 
contribution each link makes to delivery to the ultimate 
customer; the way you would obtain feedback from each link; how 
you would elicit participation from each link --  especially from 
ultimate customer representatives; and how - -  if at all - -  this 
procedure differs from current USAID operational procedures in 
the field. Your work group representative will provide the 
workshop with a brief presentation of your findings, conclusions, 
recommendations, and comments. 



FULANISTAN ASSISTANCE PROGRAM 

Background. After thirty-nine years of one-party, centralized 
presidential rule, Fulanistah succeeded in its "democratic 
revolutionw, established a multi-party Parliamentary government, 
and made dramatic economic and social changes. It adopted a 
serious structural adjustment program; liberalized its markets; 
formulated a population policy; launched an environmental action 
program; and continued political liberalization. Recent free and 
fair elections provide hope for continuation of these positive 
development trends. However, serious problems continue to 
constrain Fulanistan's growth. The terrain in many parts of the 
country is difficult; transportation and communications are poor; 
most energy is provided through fuelwood, with hydroelectric 
potential undeveloped. Most Fulani live in rural communities, 
with minimal facilities and poor sanitation. Most earn their 
livelihoods by rice agriculture, although there are increasing 
amounts of land devoted to non-traditional cash crops intended 
for export. Population growth continues at 5% per year, and 53% 
of all Pulanis are under age 15. Literacy averages 22%, with 
female literacy barely half that. The major challenge to 
Fulanistan's development lies in transforming a substistence 
rural economy of fragmented markets and poor communications into 
a competitive, efficient market economy that taps regional 
comparative advantages and multiplies inter-regional and inter- 

-.- . sector trade. This must be done while controlling population 
growth, conserving natural resources and environmental diversity, 
and maintaining FulanistanJs course toward full representational 
democracy. 

USAIDJs portfolio includes 12 programs over the period 1993-1998. 
The ~opulation and Natural ~esources/~nvironment programs are in 
place; programs addressing the market environment and 
development of "neglected regionsn are being initiated, The 
portfolio is supported by development assistance, food aid, and 
local currency programs, at an overall OYB level of $ 27 million. 



STRATEGIC OBJECTIVE: ESTABLISH A COMPETITIVE MARKET 
ENVIRONMENT FOR MICRO AND 
SMALL FIRMS 

This Strategic Objective includes three key elements: 

1. Ensure fair and swift treatment of entrepreneurs by the 
legal and judicial system. 

2. Provide broader access to savings and credit. 

3 .  Expand services supporting small businesses. 

Who are the ncustomersn who are intended to benefit from the 
results of USAID-supported activities toward this Strategic 
Objective? Whose participation will be essential if the results 
are to be sustained? Working backward from the "ultimate 
customers", what are the maj or 1 inkages for delivering USAID' s 
assistance? 



STRATEGIC OBJECTIVE: REDUCE NATURAL, RESOURCES 
.A?: . 

.?> :,. . -s, 
DEPLETION 

' - ' - ' ,  . v . . 

This Strategic Objective includes several elements: 

1. Reducing natural resource depletion in target areas. 

2 .  Conserving biodiversity in National parks and reserves. 

3 .  Improving management of forest resources and National 
parks. 

4 .  Increasing income opportunities for resource users. 

5. Improving natural resources institutional capacity. 

who are the ncustomers" whose activities are intended to benefit 
from the results of activities USAID implements in support of 
this Strategic Objective, and whose participation will be 
essential if the results of USAID assistance are to be sustained? 
Working backward from the intended Ifultimate customersw, what are 
the major linkages for delivering USAIDts assistance? 



SIIWI"I'GIC OBJECTIVE: REDUCE TOTAL FERTILITY * This Strategic Objective includes two elements : 
'i. : 

1. Increase use of modern contraceptives. 

2.  Improve the nutritional status of children under age five. 

who are the llcustomersll? Who will be affected by the results of 
USAID-supported activities aimed at this Strategic Objective, and 
whose participation will be essential if results are to be 
sustained? Working backward from the intended "ultimate 
customers", what are the major linkages for delivering USAID'S 
assistance? 



STRATEGIC OBJECTIVE: INCREASE MARKET ACCESS FOR 
NEGLECI'ED REGIONS 

This Strategic Objective includes three complementary elements: 

1. Reduce transport and transactions costs for farm-to- 
market transport. 

2 .  Increase and diversify agricultural production and. 
sales. 

3. Expand locally-managed market infrastructure. 

who are the ncustomersn who are intended to benefit from the 
results of USAID-supported activities toward this Strategic 
Objective? Whose participation will be essential if the results 
are to be sustained? Working backward from the "ultimate 
customerst1, what are the major linkages for delivering USAID'S 
assistance? 



a Contributions to Customer Focus in Reengineering: 
Overseas Workshops, Washington Activities, Current Priorities 

Anne T. Sweetser, Ph.D. 
AAAS Fellow, Participation Initiative, PPC.CC1 

April 29, 1996 

What should be done when the proverbial starting gun goes 
off and reengineering really begins? -- after months of 
reflecting on how to arrange teams within missions and foster new 
types of'partnerships, what to do first? 

We have found that most USAID missions -- even the CELs -- 
have had difficulty implementing the customer focus core value of 

- reengineering. Many cite political pressure to demonstrate 
short-term results and the unchanged laws governing contracting ' 

and personnel decisions as impediments to conducting business in 
a new way. Insecurity promotes conservatism where the greatest 
opportunities lie in innovation. 

Working with six missions in just over a year, I have found 
that the most useful response is a very direct one: initiate 
direct contact with ultimate-customers using rapid appraisal (RA) 
and participatory appraisal (PRA). methodologies. Work with 
community members, host-country governments (local as well as 
national) and NGOs (indigenous and international) in this. In 
this way, make ultimate customer focus the cornerstone of 
partnerships that empower people at multiple levels. Whether a 
new activity is being planned or implemented, or an on-going 
project being evaluated, these research methods facilitate the 
type of interaction and learning that best promotes attainment of 
sustainable results. 

So, the next question is: How do you do.this? 

Through my work as an AAAS Fellow with the Participation 
Initiative, PPC has provided a practical answer. I have created 
and led training workshops in RA and PRA in for missions with an 
interest in doing business in this way. I have worked to help 
them make customer focus the bedrock of the Strategic Objective 
design process and assisted them in applying teamwork skills in a 
learning environment that conforms with reengineering. 

* In Bangladesh, I helped the Democracy CEL by training 
eighteen FSNs in rapid appraisal so the CEL could 
initiate a new, ultimate customer-focused activity in 
accordance with reengineering procedures. As a result, the 
CEL Democracy Program focused the objectives of their new 
SO on the lives of poor Bangladeshis. The empowered FSNs 
have since assisted the mission with customer assessments in 



two other SO efforts. This was during March-April, 1995. 

* In El Salvador, I met with each SO team as the schedule for 
reengineering tasks for the next year was presented; I was 
asked to clarify many issues. I led two workshops (in 
shifts) covering both RA and PRA during the second week. 
Each had over 20 participants and included two full days 
of classroom work, two half day field trips to practice RA 
interviewing and PRA mapping. The mission has planned a 
large scale customer survey and asked me to return to lead a 
longer workshop to prepare the participants for this study. 
This was during August, 1995. 

* At the request of the mission in Honduras, I held brief 
sessions with each SO team to share ideas about the nature 

. and utility of qualitative research methods for customer 
surveying. This was also during August., 1995. 

* In Nepal, I helped the Empowerment of Women Strategic 
Objective team prepare to conduct a customer survey to 
integrate the three previously existing projects (literacy, 
microenterprise and legal literacy) that had been grouped 
under the SO into a cohesive effort. I trained 25, 
including 13 FSNs from throughout the mission and 
representatives of several indigenous and international 
NGOs, in both RA and PRA. Teamwork and to some extent 
training others in RA and PRA were al-so included. I 
proposed that the mission consider an accelerated: 
procurement mechanism similar to that used in Bangladesh 
during the previous spring to speed implementation based on 
results of the customer survey that was to immediately 
follow the workshop. This ran from late January through 
much of February, 1996. 

* In Egypt, I held a similar workshop for a more diverse 
group. Representatives of each SO team in Jordan and the 
major SO team in Yemen attended; I incorporated some 
exercises on training to help prepare participants to 
propagate RA and PRA in USAID'S work throughout the region. 
Participants included 13 Egyptian FSNs, four representatives 
of different government ministries, two from two large 
international NGOs working in Egypt, and two from a major 
(government-run) university. Interview field trials were 
conducted in neighborhoods of Cairo where USAID is 
sponsoring sewer system development. PRA practice was 
conducted in Fayoum Province in large villages where 
irrigation and other activities are conducted by 
organizations affiliated with USAID and other donors. All 
participants analyzed the design of a major new USAID 
activity in Egypt and proposed ways to incorporate RA and 
PRA to enhance customer focus. A PRA Group formed within 
the mission at the end of the workshop to disseminate 
knowledge about participatory research and promote its use 
by each SO, to liaise with other organizations (including 



donors, partners, and intermediate customers) in Egypt and 
the region, and (perhaps) to promote reengineering. This 
was in March, 1996. 

* In Jordan, I led three short workshops, working with those 
who had attended the Cairo workshop. For USAID employees 
and for community outreach workers with the *Ministry of 
Irrigation I led two separate two-day programs. For 
*irrigation authorities I led a one-day workshop. No field 
trials were included. We met with people in the mission who 
were interested to reflect on ways of applying RA and PRA to 
the USAID'S work in Jordan and discussed adaptations of the 
methods to the largely urban country. As in Egypt, a PRA 
group was planned within the mission prior to my departure. 
This was in early April, 1996. 

. -  * In'the Philippines (or Indonesia?) in conjunction with the 
Biodiversity Conservation Network, I hope to present another 
workshop early this summer. Participants should include an 
equal number from USAID and from BCN with possibly a few 
from relevant government ministries. The focus of this 
iteration will be both environment, including establishment 
of viable, ecologically-responsible enterprises, and 
creation of a participatory monitoring process covering both 
biological and social/business issues. This will be in June 
or July 1996. 

In Washington, I have organized, in conjunction with Diane 
La Voy, a number of activities aimed at promoting these methods 
and their application to USAID business. 

* I have assisted Diane with a number of the monthly 
participation forums. In particular, I was pleased to share 
the podium with Karl Schwartz, Democracy Team Leader in 
USAIDlDhaka, during Forum 14 (November 1, 1995), in which he 
presented the work of the Bangladesh CEL and spoke about the 
results and uses of the customer survey for which I had 
trained the interviewers. Another highly relevant forum 
(March, 1995), concerned customer service planning. 

* I organized a workshop on 'Rapid Appraisal and Beyondf for 
USAID/Washington that was held on July 27, 1995. This was 
attended by over forty USAID staff, including at least one 
FSN on TDY in Washington. Presentations covered the ' 

advantages and limitations of rapid appraisal (RA) and 
participqtory (rural) appraisal (PRA) and included a 
participatory assessment exercise. 

* On October 23, 1995 we sponsored a second workshop on 
\Participatory Evaluation., This covered several approaches 
to participatory evaluation, stressed its role in bridging 
a pseudo-gap between evaluation and planning subsequent 
actions, and ended with a panel discussion on the role of 



participatory approaches to monitoring and evaluation under 
reengineering. Approximately fifty attended, almost all 
USAID staff . 

Plans for promoting incorporation of my experience in 
promoting customer focus in USAID work include the following: 

* Recently, several offices within AID/Washington have 
expressed interest in my sharing some of my knowledge about 
PRA by.making informal presentations about the overseas 
worKshops. I feel that these will be an excellent 
opportunity for open discussion about the nature and 
applicability of PRA and semi-structured interviewing to 
USAID business. 

* Diane and I continue to discuss with M/ROR and M/Training my 
observations from the field and their implications about the 
value of (and need for) T.A. and training to promote the 
adoption of methods which will facilitate competent customer 
surveying in all phases of USAID work. 

* We are also collaborating with CDIE to arrange a workshop'or 
other opportunities to share my approach with CDIE 
contractors who regularly assist missions in strategy 
development and to promote dissemination of lessons that I 
(and others who have vikited missions in the past few 
months) have learned about full adoption of re-engineering. 



PARTICIPATORY (RURAL) APPRAISAL 

Like relaxed appraisal, this is.a qualitative research method. 
It assumes that people everywhere know a great deal about their 
worlds, even if they are unable to read or write, or to talk 
about their world as a set of interacting systems (for example, 
biological, economic, political, religious, family systems). 

Like RA it avoids the problem of asking the wrong questions (by 
deciding upon what questions to ask before talking with people) - 
- instead it helps outsiders learn about the insiders view of 

. reality and what is important. 

Unlike rapid appraisal, it is not only ggextractivew -- that is, 
it does more than produce information that outsiders can use. It 
helps groups think together about the society and the environment 
in which they live, it can help them make decisions about matters 
of common interest, it can help groups resolve conflicts too, In 
other words, it is a tool for gathering information and a tool 
for capacity building at the same time. It allows people to feel 
that activities are THEIRS, thus, it empowers. 

It has been used in many countries around the world, mostly by 
NGOs, for analyzing, planning, monitoring, and evaluating 
projects in many sectors, mostly in rural areas. 

REQUIREMENTS: 
s ,  

Good rapport with (all) people (or Respect' and Empathy) 
Excellent Listening 
Ability to l8Sit Downn and Learn from Others 
Willingness to "Pass the Stickw -- to let someone else be in 

charge, to let someone else be the teacher, to empower 
Capacity to Try, criticize Oneself, Try Again 
Critical Self-Awareness -- always realizing that part of being 

human is being part of some culture that conditions the way 
you view the world, what you prefer and how you think-- 
always looking with new eyes, and listening with new ears. 

PITFALLS : . . . . 

Both rapid appraisal and participatory appraisal require care to 
be done well. You must make your best effort to really 
understand others and find the best way to help them help 
themselves, or you are just a "development tourist." 

AVOID: Rushing, Missing the Poor, Overlooking women (50%!), 
Treating people differently, Teaching rather than Listening and 
Learning, Interrupting, Suggesting, Imposing "ouru categories, 
Asking questions that make sense in our worldview (only), 
Lecturing rather than listening and learning, Missing Poor Women, 
Being Afriad to Make Mistakes, Being Afraid to Experiment. 



EXAMPLES OF PRA MAPPING AND DIAGRAMMING 

On the following pages are copies of overheads compiled from 
several sources (listed in the bibliography) illustrating a 
variety of styles of maps and diagrams or matrices that can be 
created by villagers working together to analyze their 
problems and actions they might take to resolve them. 

Included are: 

definitions of PRA (contrasting it with traditional research) 
(2) 

story with a gap (2) 

general social map 

life history 

resource, agriculture and economy maps: 
community, crop, water flow maps (3) 
transect (following pre-determined path through an area) 
matrix on uses of different types of trees 
transect (cross-section) and matrix on fish 
matrix on non-agricultural work 

seasonal maps: 
rainfall and soil moisture for past ten years 
piecharts with land use overall and in different seasons 
economic and resource issues (3) 

health sector examples: 
community map with incidence of diseases (2) 
seasonality 
generational change in maternal child health (circular) 

gender examples: 
resource and production activities by gender map 
women's mobility 

Venn diagrams -- contrasting gender perspectives 
historical change in natural resources and production (3) 

balloon diagram, causal chains of women's problems 

spider diagram at conclusion of series of meetings in which 
large numbers of families analyzed their problems and 

discussed opportunities and priorities for action 





SOME GUI~~ELINES FOR PLANNING 
PARTICIPATORY ACTlViTlES 
If pu want to SUCCEED, you need to: If you do,you will: 

S ' Set a brief, clear task rather than lecture Share power. 
or ask questions. 

U Use handsafi, multi-sensory materials Broaden the base of 
: rather than rely only on verbal participation. 

communications. 

C Create an informal, relaxed climate. Equalise status. 

C Choose a growth-producing activity. Draw out talents, leadership, mutual 
respect. 

E Evoke feelings, beliefs, needs, doubts, Ensure relevance. 
perceptions. aspirations. 

E Encourage ~ e a t i v i  ty, analysis, planning. Enhance personal confdence, self- 
esteem, skills, resourcefulness. 

I 

D I ; Decentralise decision-making. Develop capacity for practical 
action. 

I 



PROCEDURES: 
Divide the participants into two or three subgroups. 

Present the "before" picture to the participants and either invite their comments 
on what they see or penonalisc the scene by telling them about a family that lived in 
that village (give names, details of health hazards etc.) Build the story up to a crisis 
point where something had to be done to improve conditions 

8 Ask them to speculate on why the village situation has deteriorated. For example, 
if the picture includes a broken pump, participants may suggest the following: too 
many users, no caretakers. Sack of maintenance knowledge, lack of spare parts, wen is 
dry, children misuse it, vandalism, animals destroy the aprcn. 

Having established the W o r e g  baseline situation, introduce the 'after" pictu* 
and allow time for the group to discuss it, noting the substantial improvements 
achieved. 

Next raise the question; What steps do you think the village people took in chang- 
ing the conditions of their village kom %eforea to 'after"? Here. have the group brain- 
storm or, if necessaiy, distribute the pictures of steps. You could include blank cards 



Sample Story with a Gap 66Steps'9 



t i w e  28 Social map of (Ihardanga  villa^. 
. . . . -. -.-.. - - - .  -.---. - 



Born in r 13oor f rml ly  - krilyrnnur. 

Childhood : Llv lnq  on alms R casual work. 
Married to an equa l ly  poor person In C*rndrlort. 

f l r s t  san born. 
LO sc s her  h r 8  s tund.  
nrck to  Mudl y ~ n n u r  w l  th Itc'r son - 
For l i v c l l h o o d  - casual  work 8 Misslonarie's hc lp .  

Mlqra t td  to  Bangalore - working ri t h  nuns, 

Comcs back t o  the  ~ l s s i o n a r 1 c s  In Panakahal ly. .  

Flnds  her  new marriage partner  - Oaqyarathnrm. 

Brqyarathnam ex-comnunic~tcd and re turns  t o  Wldlyannur. 
-. 

The f i r s t  son placed in bondaqc - second son born. ' 

L l  i t ' s  s t r u q ~ l e  worsens - Orouqht. 
Ifas' a [hi rd son - Unable to Cced children.  

S lchness  i n  the family - forced t o  seek alms, 

Her ano the r  son and i daughter in succession. 

Second b t h i r d  sons placed i n  bondaqc in order  

t o  r e l c b s c  the  e ldes t  and gct h im married. 
Worst .  drought  - No drink in9 water - - 
walks 5 Sms t o  I)oddapwma for  water. 

E l d e s t  son r e l e a s e s  one of h is  )yralhcrs ~ r ? d  g e t s  
him married. 
Loses he r  husband. 
MYRAQA's i n t e r v e n t i o n  in second son's d c v t l o w c n t  
(Laurance) - S e r i c u l t u r c ;  cross bred c a l f .  

Second son r e l e a s e s  both brothers an4 ge t s  the 
e l d e r  married.  ' 

Mover t o  Government a l lo ted  house ~1 th Laurance' s 
f ami ly  - Gets h e r  d ~ ~ q h t e r  married. 

P a r t l c l p a n t s  I n  t h c d r v c l o p m c n l a t t c m p t o f  . 

Lauranct  - I .R.D.P. tOAN -' 8lcyclt shop, . 

~ a r r a t c s  h& l l f c  s t r u q q l c -  ? m e a l s  a day 
Frccqlocr f rom s 1 roc;qlr. 
I-ooklng forward ...........,...:......... 

@ Figure ;5 Time l i n e .  of a family, indicating crisis periods in 
a poor wanan's life, and hov s h e  managed there 
crises. Inf onnation from Muddamma - of Mudlanar 

. village 



Vorest la;rcd t se r r  map, mhowipg products used by 
d i f f e r e n t  s ? c t i o n s  of village coamunity. Bharuch 
Uis trrc t ,  Cujarat. All household names were on the  
or ig ina l  map 



Figure 26 Cropping pattern map for Uadargadh vi l lage.  December -. . -. . 1989 
-.- 



Figure 23 . Watershed status and treatment map for Panghm 
villagd, Bharuch District. Prepared by Extension 
Volunteers and aggregated from outlet mags 



Figure  32 Tranaect of Kharamdanga 
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Fiaure  38  Transect of a bond and a matrix rankina of eiaht 



, Figure 11 - a t r i x  ranking of non-agrictlltural livelihood. in 
Godavellagudda vf llage . Conreructed by village wo#n - .. -, ... -- 
who selected their own criteria 



0 8 Yorrc 1 g e e d  - 1  fa:^^ day 
t s bb tab seed . I SCQ~~LS ~:d ~ o t a ~ r c  111 4 GI 

l i t i f ,  10 tcs gra rmwr vc &&rd. h. h ~ ; h k  L' + fie 7, m* { J v J  k n  q ~ . h  nu* 9 
e7n1 days. 

Figure 9 Seasonality of rainfall. in Neegu village. Drawn from 
an original diagram made by villagers 







Figure  35 Seasonalanalysisoferops, ernplopentopportunltles, 
income, expenditure and credit of a scheduled trib. 
farmer. Note l~orizonral  scales  d i f f e r  betveen top 
and bottom sections 



\ 
Figure 37 Seuaonal analysis by women of Kharamdanpa 



Social map drawn by villagers of R a m e n a h a 1 1 y 
village 



Social map - w i t h  incidence of disease for each 
household .of Udayanampatti village. After they drev . 
the map, participants used different coloured 
stickers to mark the houses in which members suffer 
from ante-natal and post-natal problems, deafness, 
chronic illness, disability, malnutrition, jaundice,. - 
TB and paralysis 



Figure 4 4  
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Figure 14 Trends in mother and child care over three 
generations - grandmotbar, mother and child. Oravn 

- from information gathered from vomea a t  Neegu village 
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Figurm 16 Map8 drawn from two watershed rPodol8 mad. by people 
of Ardanarypura village, famataka. The top ahows 
the -watershed SO years ago, the bottom as it is 
today. 



Figure 8 - C Rlatocical tranrect or animal@, trees, water and 
crop*. Drawn by villager0 of Ardanarypura village 





PURPOSE: 
To involve participants in an analysis of women's situation 
in terms ofihe chain of consequences that result from any 
one problem faced by them. 

TIME: 45-60 minutes 

MATERIALS: 
News~rint and markers. Ma 

PROCEDURES: 
t 

I Divide participants into small groups of no more than 
ten members each. I I 

. Give each group a set of markers and newsprint. 

Ask them to begin by drawing or  pasting a picture of a 
village wornan in the lower lefi-hand comer. Close to this 

they should draw a balloon in which they should 
note down one major problem affecting women. 

I They sliot.ld then reflect on one or  more conse- 
quences resulting from the first problem. For each. 
consequence, they shou!d draw a new balloon and link it 
to the first, indicating that it is a consequence of the first 
problem. They should cootinue drawing and linking other 
balloons representing the consequence of tnose conse- 

@ uences 
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INTRODUCTION 

I conducted a wjust-in-timefi training workshop in Kathmandu, 
Nepal from January 29 through February 13, 1996 on relaxed 
appraisal (RA) and participatory appraisal (PRA) methodologies. 
This was attended by twelve FSNs and twelve employees of Peace 
Corps and international and local NGOs. All worked together to 
design the customer survey for the Empowerment of Women Strategic 
Objective (S03), and most will be able to continue as tekm 
members for the study immediately following the workshop. The 
FSNs presented the design created by workshop participants for 
this customer survey first to the Director and Deputy Director 
and then to the entire mission.staff on February 15 and 16. Most 
participants will be able to work well as team members on 
participatory studies for both design and evaluation activities 
in the future; some will be able to supervise and train others. 

Participants modeled the linkages among partners that USAID 
seeks to foster. Among the FSNs were both professionals and , 

support staff from throughout the mission. There were two peace 
corps volunteers, two from The Asia Foundation, two from PACT, 
one from World Education, one from IRIS, one from SUSS, one from 
LOGOS, one from IIDS, and one from Save the.Children, US. 

SO3 -- The Empowerment of Women Stratesic Obiective 
When the Mission was reorganized under re-engineering, 

Strategic Objective 3 was created by placing on-going projects in 
income generation and literacy (each with its own project paper 
prepared by a separate office), plus a small activity in legal 
literacy, under a single heading: Empowerment of Women. The SO 
was thus "retrofittedn1 to existing projects with distinct foci, 
different target groups and separate geographical areas of 
operation. 

The customer survey was needed to refocus.the SO ,around an 
integrated theme, to coordinate activities and.reach a well- 
targeted population. Questions remain about the emphasis on 
empowerment in contrast with the pre-existing themes, and about 
the manner and degree to which existing projects will, or will 
not, be blended in a newly formulated SO. 

Re-enaineerina in the Ne~al Mission 

The Nepal mission is not a CEL, so it's work in 
reengineering is recent. Where CELs were given a year and a half 
to discuss the new management structures they wanted to adopt, 
Nepal, like other non-CELs, has had to reengineer hurriedly while 



coping with severe financial uncertainty, including furloughs, 
.Training in teamwork skills and other support has been curtailed 
due to budgetary constraints. People are-anxious about loosing 
their jobs, worried that their past efforts to organize effective 
programs will be jeopardized, and unclear about how much 
authority can be delegated among offices within USAID and to 
partner organizations. 

Major Themes of the Workshop: 

The Nepal workshop evolved from similar workshops in 
Bangladesh and El Salvador in March and August, 1995 (see 
Sweetser, Trip Report, April 1995). This report both 
describes the content of the Nepal workshop, and sets out the 
training. strategy subsequently employed in Egypt and Jordan. 

The workshop is primarily about two research methods, RA and 
PRA, but it is also about fundamental ways of doing business in a 
reengineered, learning-based USAID. It provides a model of how 
individuals can work as members of teams to incorporate customer 
focus into development activities. It seeks to empower 
participants to be creative learners and, subsequently, to 
promote attainment of sustainable results By applying these 
methods. Proper and successful application of the methods 
themselves requires teamwork among actively learning individuals. 
Content and learning context are thus reflexively structured and 
mutually reinforcing. A supportive training environment promotes 
risk taking and facilitates experiential as well as didactic 
learning. 

Participants study and practice both RA and PRA methods, 
including the fundamental skills of observing and listening, 
carrying out semi-structured interviews, and leading communities 
through self-analytic exercises using mapping and diagramming. 
They then plan a customer survey or evaluation, and/or redesign a 
proposed development activity, incorporating the methods, to 
begin applying RA and PRA to real work situations. Teamwork is 
addressed at the start and repeatedly during the workshop, 
including creation of a team charter. Participants increasingly 
work in small groups as they conduct, analyze and evaluate their 
work, and then report on their efforts to the full group. 
Learning, partly for review and evaluation, partly with an eye to 
training others, is explicitly discussed at the end of the 
course. Participants are asked to design workshops that they 
might later sponsor, and finally to prepare and make a 
presentation to the host mission about the workshop. 

The Learnina Orqanization 

The model for a reengineered USAID is the Learning 

- 2 -  



Organization. This presumes people who are open to learning, who 
work as members of teams that are focused on specific goals, who 
are empowered to take reasonable risks. It is therefore 
flexible, efficient, innovative, focused and forward-looking. 
Establishing a learning organization must start with the people 
who make it up -- they must be encouraged and supported. 
Ultimately they will be sustained by the learning context, just 
as the learning organization is perpetuated by the creativity and 
initiative of the individuals who constitute it. 

Qualitative Research Methods 

Relaxed Appraisal, RA, also known as rapid appraisal, and 
Participatory (Rural) Appraisal, PRA, are part of a continuum of 
qualitative appraisal methodologies in which superior observing, 
listening and learning are carried out by members of quality 
teams to quickly and reliably develop understanding of a social 
issue. Rather than assisting with a process of amassing more 
information in accordance with a pre-defined structure and 
content, these methods facilitate identification of factors that 
were not clear prior to the start of the assessment. They 
provide an answer to the question: "How do I find out what I do 
not know that I need to know?". 

They are grounded in recognition that real learning involves 
overcoming prior assumptions. This requires the courage to 
listen acutely to hear not only the superficial content of 
others1 speech, but to move toward understanding of how other 
people perceive their world, to discern the logic in their 
conception of reality. They recognize that all intercultural 
communication requires mutual accommodation of the parties 
involved: the listener must try to be conscious of his or her own 
culturally-conditioned expectations and the way these tend to 
affect his or her ability to listen well. 

Culture both facilitates and limits understanding between 
people. Every competent adult has internalized and uses myriad 
bits of cultural learning every day -- in speaking a language, in 
behaving properly for his or her age and status, in interpreting 
reality. In cross-cultural encounters, each person's culture 
leads him or her to judge the other and contribute to the 
interaction in their own terms. The more conscious people are of 
-the way their cultural baggage effects their interactions, the 
better they are able to discard their wautomaticlt judgements of 
others and discern what their interlocutors are trying to 
communicate. 

Any person with specialized training .-- an expert -- has an 
additional \layerf of learning (an extra dose of cultural 
conditioning) that is accorded high value by his or her society. 
Though it may be only a small part of the person's overall 



.cultural conditioning, expertise is regarded as special, so the 
person tends to value it highly and identify strongly with the 
perspective and social role associated with it. The additional 
learning plus the greater emotional attachment to it mean that it 

e 
is harder for an.unself-critical expert to truly listen well. 

Relaxed Appraisal (RA) 

Relaxed appraisal is an iterative learning process requiring 
triangulation and teamwork. Semi-structured, or conversational, 
interviewing (of which focus groups is a subset) is the primary 
technique. Following background research, team members engage in 
discussion to clarify their expectations (or fprejudicesf), and 
agree upon issues to be explored, at least on a preliminary 
basis. They also make decisions about what types of interviewees 
they will seek out, using purposive sampling to ensure that 
relevant groups are represented. Then they proceed to talk with 
people, working in pairs or small teams. 

When individuals with contrasting backgrounds and training 
trust and cooperate with each other as team members, they are 
able to compare their individual observations and interpretations 
of conversations they have had with others in small groups. They 
can compare these conversations with information,gathered before 
the interviewing started, and compare what they are learning with 
what they expected before the interviewing started. They' thus 
triangulate among themselves and among sources of insight and 
information to enrich the learning process. As a consequence of 
spending as much time seriously discussing.their work with one 
another as they spend conducting semi-structured interviews, they 

a 
can together refine the methods and .focus of their inquiry as 
their understanding grows.' An intensively interactive, iterative 
process thus characterizes relaxed appraisal. 

Two dimensions characterize the difference between RA and 
PRA'. These are a) the use of material objects rather than 
reliance solely upon verbal exchange, and. b) the degree to which 
power is shifted from the outsiders to members of communities. 
In RA, as in traditional survey work, the interviewers have 
control over the information that they take away from their 

' Some people feel strongly about the delineation of RA, 
PRA, and RRA or rapid rural appraisal. I feel that it is better, 
to focus on the qualities that are essential for successful use 
of all qualitative methods, to select a balance of techniques 
that best suit the society or context one is studying, and avoid 
a tendency to academic delimitation of schools or approaches. 
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encounters. They retain the authority to analyze what they learn 
and then plan programs and activities to address other peoples' 
problems. 

PRA significantly shifts the power relationship between 
outsiders and insiders. It empowers community members (rural or 
urban) by allowing them to handle and manipulate materials and 
interact with one another as they clarify their perspective as a 
group. It encourages broad participation by illiterate as well 
as literate people by using materials all are comfortable with. 
Residents contribute categories (from previously unrecognized 
subspecies of plants to important values of which outsiders were 
unaware), experiment with ways of representing their reality, 
participate in analysis, prioritize their problems, enumerate the 
resources available, and plan actions that they wish to undertake 
to address their problems and allows them to define the 
assistance they require. Thus PRA does more than provide 
information to the outsider: it contributes directly to fostering 
confidence among those who may normally be excluded from 
participation while it builds the capacity of people to work 
together to address their own problems and interests. 

Researchers using PRA act as catalysts and facilitators not 
as traditional leaders. They "pass the stick1' and #@sit downn -- 
they observe and counsel but relinquish much authority so 
community members can proceed in their own way. One consequence . 
is that the analysis and decision making are really relevant to 
the community members, rather than suiting outside donor agendas. 
Facilitators recognize that residents are the experts on their 
own situation, and quite capable of doing the entailed analytical 
tasks. They foster interactive learning and creativity within 
the community, just as facilitating PRA supports their own open 
learning 

It can be used very effectively for design, planning, 
implementation, and monitoring and evaluation (which is also 
redesign and new planning). Because community members have 
responsibility for the direction of development, and for 
negotiating with others to ensure that necessary support is 
provided, democratic or participatory social development as well 
as technological change can result from donor-supported 
activities. The skills that are necessary for continued 
community decision making in the future are imparted through a 
method that ensures far higher quality research at the 
commencement of a development effort. 



GOALS OF THE WORKSHOP: 

The primary goals of the workshop were to gain experience- 
grounded skills as well as didactic knowledge of two qualitative 
assessment methodologies: RA (Relaxed Appraisal) and PRA 
(Participatory (rural) Appraisal). Because adults learn best by 
experimenting rather than passively listening, field trials were 
included on: observation (two hours); semi-structured 
interviewing, followed by analysis (two days); and working with 
members of a community using mapping and creation of matrices and 
other charts to help community members identify, prioritize, and 
analyze their problems and resources, plus discussion and 

- evaluation this work (three to four days). 

Participants then designed the customer survey for the 
Empowerment of Women Strategic Objective. This entailed making 
judgements about the applicability and adaptability of the 
methods in various settings: urban as well as rural locations, 
working with women as well as male interlocutors, and different 
program phases -- implementation as well as design and planning. 
We also considered the use of the methods for monitoring and 
evaluation. 

Participants also learned about working in highly 
teams by practicing as well as discussing relevant issues. 
They evaluated the types of learning they had experienced in the 
workshop as the basis for considering how they would structure 
their own workshop to train others in these methods and their . 
applications. 

In addition, discussions about reengineering and 
identification of customers will provide a current USAID context 
for the training. 

Note: 

For a complete record of the discussions throughout the workshop, 
see the accompanying methodological annex. 



Syllabus 

Day 1: Monday, January 29 

Introductions 
Syllabus overview 
Background: Re-engineering, Participation, Customers 
Concept of Team -- goals, rules of operation (equity, no 

such thing as a dumb question!, monitoring strategy 
using agendas etc. 

Team formation exercises 

Afternoon: 

Exercise: fantasy of travel to newly discovered valley, 
listing of expectations -- exploration of implications 
of cultural expectations, different patterns of 
language use, different connotations of words in common 

Introduction to qualitative research methods, rapid 
appraisal, participatory appraisal (mapping, etc.) 

Customer identification and analysis 

?Logistics: information about field trips etc: 

Homework assignment on observation: I1New Eyesw 

Check Out 

Day 2: Tuesday, January 30 

Teamwork Revisited 

Detailed discussion of rapid appraisal 
types of questions -- with practice!! 
exploration of pre-suppositions held by team members 
(or, objectification of own models) 

At some good time -- everyone travel to some market? 
where there are lots of tables and chairs where people 
eat and talk to carry out second try at looking with 
new eyes -- LUNCH? 

Discussion of "New Eyesw exercise 
implications of cultural habits 
discussion of feelings about being an observer 
(this ties in with more team building!) 

Listening -- discu-ssion and exercises 



Mapping/di'agramming exercise 

Information about on-going programs in Nepal mission of 
e 

relevance to interview/trip planning 

Summation, check out 

Day 3: Wednesday, January 31 

Teamwork Revisited 
Group interview methods 
More practice interviewing 
Listening exercise 
Note taking strategies 
Finalization of prompt sheet with themes for conversational 

interviewing practice 
Logistics for field trials 
Discussion/comparison of assessment and evaluation 

Day 4: Thursday, February 1 

Field trial: conversational interviews 
pertaining to project not too far from mission 
possibly a project well underway, nearing evaluation . 

Afternoon ,spent analyzing, criticizing and evaluating 
the experience in small groups 

Revisions of prompt sheet for second day of field trials of 
interviewing 

Day 5: Friday, February 2 

Field trial: Conversational interviews 
same project, new strategies developed by team members 

Afternoon: analysis, criticism, evaluation 

Day 6: Monday, February 5 

Review/reflection on learning about rapid appraisal 

Participatory mapping and diagramming for research, design, 
evaluation and monitoring processes 

Mapping/diagramming exercise 

Logistics and planning for field trip 



Day 7 :  Tuesday, February 6 

~riefing on the community where we will be working 

Planning for sequencing of mapping and diagramming work 

Afternoon: travel to Bharatpur 
Evening: walk around, chat as appropriate, make notes 

Day 8: Wednesday, February 7 , 

Mapping exercises in morning 

Afternoon: meeting to report out and review, analyze, 
criticize, evaluate, reformulate plans for next day 

As appropriate: walk around in the evening, chat with 
people, keep notes on interactions 

Day 9: Thursday, February 8 

mapping exercises continue, ,ranking, prioritization 

?Bring small groups / men and women together to compare 
.maps/diagrams/prioritizations they have made' 

Reporting out, review, critique, analysis, evaluation... 

Day 10: Friday, February 9 

?Convene preliminary meeting with community 
leaders and some of those involved in mapping 
exercises? Help them work toward planning as a follow 
up to the analysis they did during the map making 

Return to Kathmandu 

Meet to discuss and evaluate, or, ask each person to think 
seriously about certain aspects of the experience over 
the weekend 

Day 11: Monday, February 12 

Teamwork revisited 

Focused evaluation of participatory appraisal experience 



review and clarification of experience by different 
groups 

what we learned 
what we left behind 
what workedldid not work so well 
implications for women's activities in that community 
implications for women's activities in other 

communities 

Rapid appraisal vs. participatory rural appraisal 

Their uses for design, monitoring and evaluation 

Their place in the re-engineered USAID 

The importance culture development work 

Day 12: Wednesday, February 13 

Passing it on: Reflection on the Process of Learning 

Teamwork - it's importance in this workshop 
specific features, how they supported this 

Small groups, everyone reporting out to others 

Rapid Appraisal - review 
working toward planning training programs in home 
countries -- discussion of how this training was 
organized -- how transferable it is, et a1 

Report to full mission 
Presentation of certificates 
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HOW TO READ THIS ANNEX 

This annex follows the sequence of activities in the 
workshop. The goals and syllabus of the workshop as set out for 
participants follow this section. Then the handouts that were 
given out during the course (as marked with an asterisk on the 
syllabus) are clustered together. 

The succeeding sections contain notes on group exercises and 
discussions, as written by each participants, or as noted on flip 
charts during the workshop. In a few places I have included 
notes that I made of group discussions. For each document the 
source (eg: .written, brainstorming) is clarified. 

Careful review of these allows the reader to see how 
participants' views of poor women in Nepal became more complex in 
a very short time, and to glimpse the process the group went 
through as members evaluated their work on a regular basis. 

Team members explored their expectations of poor rural 
Nepali women and developed a single "prornptl1 sheet with themes 
for conversational interview practice. 

They found conversational interviewing to be easier than 
expected, and determined to be better focused on the second day 
of practice. They discussed what they were learning in depth. 

After some classroom instruction and practice they planned 
and tried working with communities to make maps and diagrams. 
Again anxious before they started, they were very pleased with 
the ease of carrying out the work and with how much they could 
learn in a short period. Their evaluations and reporting out 
included comparisons of the two methods as well as critical 
review of what they were learning about Nepali women. 

Succeeding sections record their work to design the customer 
survey, as usual working part of the time in small groups. First 
they listed questions to which they required answers, then they 
worked through each of these and generated a viable plan for a 
customer survey to be carried out in the following weeks. 

There are also some notes from their discussion about their 
learning process and what they would recommend for organizing a 
similar training workshop. 

Included also is a copy of.the proposal I made to the 
mission to consider moving rapidly to a design and build RFA 
after completion of the customer survey. A similar plan was 
chosen by the SO Team and the Mission a short while later. 

This is followed by a set of examples of PRA mapping and 
diagramming. 



OUTLINE 

This section contains the syllabus that was handed out 
to participants in the workshop. . . . 5 pages 



Goals and objectives of the Workshop: 

Training in Participatory Assessment Methodologies for Women's 
Empowerment Strategic Objective (S03), 

Facilitator: Anne T. Sweetser, Participation Initiative, PPC.CC1 

Goals: Impart knowledge and experience-grounded skills in 
participatory, qualitative assessment methodologies, RA 
(Rapid Appraisal) and PRA (Participatory (rural) 
Appraisal), including judgement about their 
applicability and adaptability in various settings -- 
for evaluation and monitoring as well as for design -- 
for urban as well as rural contexts -- 
for working with women as well as men, etc. 

lnstruct in team building skills by using as well as 
discussing these. 

Commence instruction in training skills so that those who 
do the training can at least participate with others in 
conducting further training programs in these 
assessment methodologies. 

Also: To facilitate discussions of issues such as 
identification of customers, as appropriate. 

To facilitate application of these methodologies by the 
women's empowerment team by structuring field trials to 
fit with the SO objective and helping plan future 
assessments and monitoring and evaluation employing 
these methods. 

Sharing of resource materials on RA and PRA etc. 

WHO: FSNs and a few DHs from the USAID mission, women and men 
(preferably 5 0 / 5 0 ) .  People from all SO teams should 
participate. 

NGO representatives, a few government counterparts as 
appropriate -- again from several sectors, preferably. 

Ideal maximum size: 20 

Note: A mix of persons from different backgrounds / interests 
enriches the program for all concerned by introducing 
diversity into the group. 

Time: 12 days 



Syllabus 

Day 1: Monday, January 29 

Introductions 
Syllabus overview 
Background: Re-engineering, Participation, Customers 
Concept of Team -- goals, rules of operation (equity, no 

such thing as a dumb question!, monitoring strategy 
using agendas etc. 

Team formation exercises 

Afternoon: 

Exercise: fantasy of travel to newly discovered valley, 
listing of expectations -- exploration of implications 
of cultural expectations, different patterns of 
language use, different connotations of words in common 

~ntroduction to qualitative research methods, rapid 
appraisal, participatory appraisal (mapping, etc.) 

Customer identification and analysis 

?~ogistics: information about field trips etc. 

Homework assignment on observation: "New Eyesgg 

Check Out 

Day 2: Tuesday, January 30 

Teamwork Revisited 

Detailed discussion of rapid appraisal 
types of questions -- with practice!! 
exploration of pre-suppositions held by team members 
(or, objectification of own models) 

~t some good time -- everyone travel to some market? 
where there are lots of tables and chairs where people 
eat and talk to carry out second try at looking with 
new eyes -- LUNCH? 

Discussion of *@New Eyesw exercise 
implications of cultural habits 
discussion of feelings about being an observer 
(this ties in with more team building!) 

Listening --- discussion and exercises 



Mapping/diagramming exercise 
I 

Information about on-going programs in Nepal mission of 
relevance to interview/trip planning 

Summation, check out 

Day 3: Wednesday, January 31 

Teamwork ~evisited 
Group interview methods 
More practice interviewing 
Listening exercise 
Note taking strategies 
Finalization of prompt sheet with themes for conversational 

interviewing practice 
Logistics for field trials ' 

Discussion/comparison of assessment and evaluation 

Day 4: Thursday, February 1 

Field trial: conversational interviews 
pertaining to project not too far from mission 
possibly a project well underway, nearing evaluation 

Afternoon spent analyzing, criticizing and evaluating 
the experience in small groups 

Revisions of prompt sheet for second day of field trials of 
interviewing 

Day 5: Friday, February 2 

Field trial: Conversational interviews 
same project, new strategies developed by team members 

Afternoon: analysis, criticism, evaluation 

Day 6: Monday, February 5 

Review/reflection on learning about rapid appraisal 

Participatory mapping and diagramming for research, design, 
evaluation and monitoring processes 

Mapping/diagranming exercise 

~ogistics and planning for field trip 



Day 7: Tuesday, February 6 

Briefing on the community where we will be working 

Planning for sequencing of mapping and diagramming work 

Afternoon: travel to Bharatpur 
Evening: walk around, chat as appropriate, make not'es 

Day 8: Wednesday, February 7 

Mapping exercises in morning 

Afternoon: meeting to report out and review, analyze, 
criticize, evaluate, reformulate plans for next day 

As appropriate: walk around in the evening, chat with 
people, keep notes on interactions 

Day 9: Thursday, February 8 

mapping exercises continue, ranking, prioritization 

?Bring small groups / men and women together to compare 
maps/diagrams/prioritizations they havs made 

a 
Reporting out, review, critique, analysis, evaluation ... 

Day 10: Friday, February 9 

?Convene preliminary meeting with community 
leaders and some of those involved in mapping 
exercises? Help them work toward planning as a follow 
up to the analysis they did during the map making 

Return to Kathmandu 

Meet to discuss and evaluate, or, ask each person to think 
seriously about certain aspects of the experience over 
the weekend 

Day 11: Monday, February 12 

Focused evaluation of participatory appraisal experience 
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review and clarification of experience by different 
groups 

what we learned 
what we left behind 
what worked/did not work so well 
implications for women's activities in that community 
implications for women's activities in other 

communities 

Rapid appraisal vs. participatory rural appraisal 

Their uses for design, monitoring and evaluation 

Their place in the re-engineered USAID 

The' importance of culture in development work 

Day 12: Wednesday, February 13 

Passing it on: Reflection on the Process of Learning 

Teamwork - it's importance in this workshop' 
specific features, how they supported this 

Small groups, everyone reporting out to others 

Rapid Appraisal - review 
working toward planning training programs in home 
countries -- discussion of how this training was 
organized -- how transferable it is, et a1 

Report to full mission 
Presentation of certificates 



HANDOUTS 

This section contains copies of the handouts that were 
provided to participants in the workshop as noted in the 
syllabus. The number of pages of each is in parentheses. 

1. Notes on Relaxed Appraisal (pp. 9 - 10) 
2. Looking with New Eyes -- Observation Exercise (p. 11) ' 

3. Listening with New Ears (p. 12) 

4. Steering a conversation (A Semi-Structured Interview) 
(pp. 13 - 14) 

5. Notes on Note Taking (p. 15) 

6. Leading Group Interviews (pp. 16 - 17) 
7. Participatory (Rural) Appraisal (p. 18) 

8. Equipment List (Contributed by Participant) (p..19) 



NOTES ON RELAXED APPRAISAL 
(Some call it Rapid) - 

Relaxed appraisal is a form of qualitative -- not quantitative -- 
research used for preliminary decisions for designqand 
implementation of applied activities 

it is both flexible but rigorous 

it always involves team work -- in fact, interaction among 
research team members is essential 

it assumes: 
all aspects of a local system (for example, the political system 

of an area) cannot be identified in advance 
the best way to understand the local system is to bring together 

a team of people with different expertise, to combine 
information gathered in advance through direct observations , 

and semi-structured interviews 
time is structured to ensure team member interaction as part of 
an iterative, learning process 

goal: 
to grasp an INSIDER'S perspective on the system 

start by approximating a rough model of the system (our 
expectations, as outsiders) 

work with one part of the system at a time -- look at how it 
relates to the other parts of the system 

remember this is only clarifying our outsider hunches! 

*this will help us prepare to discuss certain issues or themes 
*we will learn the most by detecting where we are wrong! 

seek local categories (meaning of words or phrases) 
discover local knowledge (which may seem limited to outsiders!) 
develop understanding by talking with team members 

do not look for the "averagew -- look for the unusual, different 
get people talking on specific subjects -- this is how important 

information emerges -- be natural, relaxed 
show interest, nod, smile, must have sympathy, but guide and 

probe with additional questions 

use a list of topics or themes and be sure to cover them all but 
in any order that flows 

watch carefully, note reactions 
notice the surroundings, possessions, perhaps walk around 



iterative process 

clarify what you know first 
background information 
semi structured interviews 

look for trends, patterns, and for the unexpected 

time must be divided between collecting information and talking 
about the work with other team members 

complete notes about each interview at the end of the day, 
discuss with the team members you worked with 

discuss with the other dyad that worked in the same area that day 

every week, troop meets again and shares 
discuss revisions, additions, deletions of issues/themes 
discuss changes in methods to try 
discuss teamwork aspects 
discuss what you are learning about the insider's view of 

democracy 

REMEMBER : 
It is perhaps better to be vaguely right than precisely wrong! 
You are seeking to understand a system, not come up with a 

statistical description of individual pieces of the system 
Take time to observe, listen sensitively, think 
Work with troop members to increasingly understand 



~,OOKING WITH NEW EYESD* -- Observation Exercise 
Before the next session of this training workshop, make time to 
do nothing but watch some people on two different occasions for 
about half an hour each time. Don't carry on a conversation with 
someone at the same time or anything. Think about visiting a new 
society for the very first time where nobody speaks any language 
that you understand, You are very tired from your trip, and a 
bit worried about how you are going to learn to take care of 
yourself. You decide to sit down somewhere and just watch people 
for a while before you do anything else. In other words, observe 
people as though for the first time, ~ a k e  a completely fresh 
look at people. 

Try twostypes of looking: 
a. large view (macro) 

observe how people arrange themselves In space: 
all men together, all women together? 
how far apart are people standing? 
how do they interact with each other? 
how do they react to a new comer? 

b. small view (micro) 
watch a small group of people interacting: 
what is their posture like? 
what gestures do they use? 
how much eye contact do they have? 

Notice your reactions and thoughts. 
Try to separate your observations from your interpretations 

Is this easy to do? 
How llautomaticlf are your interpretations? 
How sure are you of your judgements? 

How does it feel to "put on 'new eyes?811 -- comfortable? disconcerting? enjoyable? 

What did you learn by trying this? 

Prepare two 3x5 cards explaining something you noticed about 
watching people -- write one card about something you observed 
and one card about something you learned about being an observer 
-- about looking and judging what you see. What was significant 
for you about each? 



LISTENING WITH NEW EARS: January 30, 1996 

Old Ears: 
New Ears : 

Old Ears: 
New Ears : 

Old Ears: 
New Ears : 

Old Ears: 
New Ears : 

Old Ears: 
New Ears : 

Old Ears: 
New Ears : 

This person is ignorant! 
This person lives in a different reality than I do 8 
(and his or her world view is equally legitimate as 
mine). 

This person is stupid! 
This person has figured out how to survive in 
circumstances that would be very hard for me. 

This person doesnr.t know anything! 
 his person knows different things than I know! 

I should teach this person some things! 
Until I uriderstand her reality/his perspective, how 
can I decide what knowledge would be most helpful for 
her or him? If I am going to help develop a'truly 
appropriate program, I should first learn from this 
person. 

This person doesn't understand my issues! 
How can I lead this person to talk about the types of 
issues that are related to the women's empowerment? 

This person doesn't use the language properly! 
How does this person use language to cxpress his or 
her experience? 

Old Ears: Everybody says the same thing! 
New Ears: Everybody's life circumstances have unique features, 

even though people in any culture share some things. 

A reflection on learning: 

Learning is not just the acquisition of new information. 
Learning involves discovering new types of information/new 
connections among ideas. It involves thinking differently. It 
is an on-going, growing process in itself. 

Learning how to learn from other people is difficult because it 
asks that you suspend your own cultural training, that you become 
conscious of and temporarily halt the "naturalw interpretations 
or judgements about what you see and hear every day, that you 
look with new eyes and listen with new ears. 

A qualitative researcher always strives to learn more 
effectively. Sometimes you have good days, sometimes you have 
not so good days, you never reach perfection: you can always 
learn more about learning. There is only honest effort, By 
reflection and discussion with others in the troop, you keep 
learning. Sometimes you help someone understand better, 
sometimes they help you see something in a new way. Learning 
requires courage! 



STEERING A CONVERSATION (A SEMI-STRUCTURED INTERVIEW): 

Create a connection with a person by discussing something you can 
both see -- a road/bridge/building under construction, work that 
the person is doing, baby goats, beautiful flowers, a new 
crop. . . . 
Introducing yourself: Be Honest! Even if your purpose is 
unclear, a person can sense whether or not you are being 
truthful. Most of all, you want the person to know that you are 
interested in learning about their reality. You work for USAID, 
you are in a training program, you are practicing interviewing so 
that one day you may have an opportunity to contribute 40 
development ,of a program that might help them -- but you are not 
developing such a program now. (Again) You only want to 
understand as clearly as you can what is important to them. 

Explain, as needed, that each person's answers will remain 
CONFIDENTIAL! You don't even need their name or address. 

Remember: Leave emblems of (relative) wealth at home. At minimum 
they are distracting; at worst, they might be an invitation to 
theft. 

Start with and maintain a casual tone -- where the person is 
from, how long they have been living here, how many children they 
have, what kind of work they do. Be willing to answer similar 
questions. Sit down (do not dominate!), let the person change 
the topic, but lead them back to your themes. 

KINDS OF QUESTIONS: 

Probing: Can you give me an example? or: Can you be.specific? 
Why? How so? What for? When? Who? or: just wait! 
Do you mean ... ? (or . Aha ..., Aha!, Really ... ? 
What are you thinking about? (What is on your mind?) 

Narrow and broad questions: 
How many years ago was this road paved for the first time? 
What were some of the most important changes (in peoplest 

lives) that resulted from improvement in the road? 

Factual vs. normative (value) questions: 
Does your wife work? 
Do you think it is good for women to work? 
Are there certain kinds of work that are better for women? 

The person (on the spot) vs. people in general: 
Do you frequently have to borrow money to buy enough food 

for your family? 
Do most people who live near here have to borrow money to 

buy food to feed their families? 



Hypothetical : 
If x happened, what would you do? 
What would you do if x? . . . y  ou lost your job? someone 

broke into your home and stole your CD player? * 
Contrast : 

What's the difference between a girl who goes to school and 
a girl who stays home? 

Would you rather have a,b, or c? a job or some good land?, 
son or daughter?, (NO: health clinic or clean water?) 

Rating : 
Is A or B or C better? please put them in order of 

importance. A tea shop, a cart, a job with the DPW? 

Structure: 
You said there are several places for throwing garbage,'can 

you point out where they all are? 
What are all the kinds of garbage you throw in those places? 

History: 
Is life better than it was ten years ago? 
What has changed about Cairo since x time? 

Language 
What is your word for x? 

Tours : Grand Tour: What do you do on a typical day? 
Specific (Tour): What did you do yesterday, from 

morning to night? 
Guided tour: Can you show me your house/village/work? 
Mini-tour: When you do x, exactly what do you do? 

Some Ouestions to (Trv to1 Avoid: 

Yes/No questions: 
Do you think education is good? 

Leading questions: 
Don't you think families with fewer children are better off? 

Wouldn't you agree that the city should pay people to clean 
up the streets in their neighborhood? 

Two (or more)-in-one Questions: 
Do you think people are increasingly poor because they do 

not know how to save and spend their money wisely? 

(Really) sensitive Questions: 
Do you think power breeds corruption? 
(YOU REPRESENT USAID, NOT YOUR FAVORITE POLITICAL PARTY!) 

Finallv: 
Did I leave something out/forget something important? 



NOTES ON NOTE TAKING 

1. Take notes during the interview (don't wait until its over). 

2, Keep same words, phrases, grammatical usages, peculiarities of 
speech. 

3. Repeat back to the speaker -- may elicit more detail. 
4. Use some easy abbreviations: R=respondent, DK=donrt know, What 
mind? = What is on your mind? etc. 

5 ,  Note facial expressions, non-verbal communication etc: 

Go back over notes IMMEDIATELY after the interview -- fill in 
little gaps, abbreviations, punctuation, etc. 

SOME EXAMPLES: 

a) The farmer was angry because the price of rice had dropped. 

b) the farmerran towards the marketing board office with a large 
field knife in his hand. Before entering the office he was 
restrained by his companions. He could be heard screaming "The 
buying price this year is not even as high as the price they paid 
last year. 

How much is it accurate to read into one's observations? ----- 
a) "Yes, indeed! 1 am positive about it! 

The intensity is lost here. ----- 
a) "I am very upset by the way the technical assistance program 
has worked in this district. The program has primarily benefited 
the well-to-do entrepreneurs rather than the poor, struggling 
self-employed men and women who were supposed to be targeted by 
the planners of this program, Thus it has totally failed to 
accomplish its stated objectives.*I 

b) "Program did not accomplish its objectives." 

This does not capture feelings AND it distorts the meaning, 
especially by leaving out the point about the poor, struggling 
men and women. 



LEADING GROUP INTERVIEWS: 

DEFINITION: 
6 to 10 people discuss their concerns together 

COMPOSITION: 
Ideally, people should be of very similar backgrounds -- men 
and women, old and young, rich and poor -- probably, in the 
communities you visit, this will happen automatically (?)  
Preferably, people do not already know each other well.... 

ADVANTAGE: YOU hear interactions among people, 
they stimulate each other, 
they generate some of their own questions/issues 

LIMITATIONS: It is very easy for an interviewer to allow her or 
his preconceptions or pre-judgments to influence what she or 
he hears. It can be hard to guide a group discussion well. 

LOCATION: 
Try to keep extra people (an.audience) away -- sit in a 
circle? (for Americans, sit around a- table) 

TIMING: one to two hours 

STARTING : 
Introduce yourself and the subject briefly, EXPLAIN that you 
hope people will talk with each other about the subjects you 
bring up. 

a) it is not a question and answer session -- rather it is 
hoped that people will respond to each other's points -- one 
at a time 

b) you are interested in hearing what everybody in the group 
thinks 

c) you are interested in all kinds of ideas and responses 

d) people shouldn't talk too long each time they speak 

e) one person should speak at a time! 

start with chatty things -- how long people have lived here etc. 
to get people relaxed. watch the participants to see who is most 
shy and who is most confident. Later, urge the shier ones to 
express their views. 

- 
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PROBING : 
This has to be subtle. you have to keep impressing people 
that you want to learn from them. if it appears that you 
are quizzing one person, everyone may grow more quiet. 

You might say: I don't really understand what your life is 
like so I need you to help me with some details (or so). 

GETTING SPECIFICS: 
You said you went to the meeting [whenever], what impressed 
you most about it? You said people were upset with 
[whatever], how do you know; what did they do? (After a 
while, people may speak in less general terms without ' 

urging. ) 

ROLE PLAYING: 
You might even ask one member of the group to play that he 
or she is the panchayat chairman. Then have other people 
address him or her with their complaints or worries. (? )  
(What would you like to say to the panchayat chairman?") 

CONTROL ISSUES: 

1. IF ONE PERSON LIKES TO TALK TOO MUCH! 

a) look at a different person after a while, stop taking 
notes 

b) politely intervene: "1 am having some difficulty 
following so let me try to summarize your comment to 
see if I'm right." (the person then has to agree or. 
disagree narrowly with the moderator.) 

OR: ':If I understand you correctly, you are saying [x]. 
Could you also say something about [y]? 

c) when the person pauses: "Thank you very much. That is 
very interesting. Perhaps we can talk more about this 
later(?). Meanwhile, if it's OK with you, I'd like to 
talk about another issue while everybody is here 
together. 

2. GROUP PRESSURE -- A new idea can get everybody excited so 
people only think about the benefits (so everyone agrees) 

a) ask for other ideas or approaches -- play devil's 
advocate 

b) add a new twist -- if you are talking about the union 
council, ask if the landlord [or somebody] would also think 
it's a good idea 

c) try to get people who appear less enthusiastic to share 
their views. What about you? Do you see it differently?" 



PARTICIPATORY (RURAL) APPRAISAL 

Like relaxed appraisal, this is a qualitative research method. 
It assumes that people everywhere know a great deal about their 
worlds, even if they are unable to read or write, or to talk 
about their world as a set of interacting systems (for example, 

a 
biological, economic, political, religious, family systems). 

Like RA it avoids the problem of asking the wrong questions (by 
deciding upon what questions to ask before talking with people) - 
- instead it helps outsiders learn about the insiders view of 
reality and what is important. 

Unlike rapid appraisal, it is not only "extractiveN -- that is, 
it does more than produce information that outsiders can use. It 
helps groups think together about the society and the environment 
in which they live, it can help them make decisions about matters 
of common interest, it can help groups resolve conflicts too. In 
other words, it is a tool for gathering information and a tool 
for capacity building at the same time, It allows people to feel 
that activities are THEIRS, thus, it empowers. 

It has been used in many countries around the world, mostly by 
NGOs, for analyzing, planning, monitoring, and evaluating 
projects in many sectors, mostly in rural areas. 

REQUIREMENTS: 

Good rapport with (all) people (or Respect and Empathy) 
Excellent Listening 
Ability to "Sit Downaa and Learn from Others 
Willingness to "Pass the Sticku -- to let someone else be in 

charge, to let someone else be the teacher, to empower 
Capacity to Try, criticize Oneself, Try Again 
Critical Self-Awareness -- always realizing that part of being 

human is being part of some culture that conditions the way 
you view the world, what you prefer and how you think-- 
always looking with new eyes, and listening with new ears. 

PITFALLS : 

Both rapid appraisal and participatory appraisal require care to 
be done well. You must make your best effort to really 
understand others and find the best way to help them help 
themselves, or you are just a "development tourist." 

AVOID: Rushing, Missing the Poor, Overlooking women ( 5 0 % ! ) ,  
Treating people differently, Teaching rather than Listening and 
Learning, Interrupting, Suggesting, Imposing "ourN categories, 
Asking questions that make sense in our world view (only), 
Lecturing rather than listening and learning, Missing Poor Women, 
Being Afraid to Make Mistakes, Being Afraid to Experiment. 

- - 



EQUIPMENT LIST (contributed by Peace Corps volunteer) 

* one medium bag for clothes 
one small back pack for work 
tooth brush 
tooth paste 
comfortable walking shoes (socks) 
one outfit (women: kurta surusal, men: informal shirt, pants) 

comfortable, inexpensive, informal, able to take a lot of 
abuse like dirt and sweat and still look OK 

* sleeping clothes 
personal toiletries (soap, brush, comb etc.) 
women: personal feminine products (enough!) 
aspirin 
small bandages 
bug spray 
sun lotion with high rating 
mosquito coil, matches (2 coils per night?) 
flash light (batteries) 
* candle, matches 
* iodine for water (tablets easier) 
water bottle with reusable tight lid 
* flip flops (to wear to the latrine) 
office supplies (pen, paper, diary, business cards, plastic 
folder) 

( *  optional) 

also optional: 
hand towel 
umbrella 
small currency 
camera with case (batteries?) 
film 
"time passers:" book, cards, knitting 

not too much -- you have to carry it in AND OUT 



This section contains materials pertaining to teamwork. 
Pages in parentheses. 

1. Ten Commandments for an Enthusiastic Team (p. 21) 
(handout shared by participant) 

2. Comments on Teamwork (Both Good and Problematic) (p. 22) 
brainstorming by participants at start of the workshop 

3. Team Contract (pp. 23 - 24) 
developed, with revisions, .by participants 



TEN COMMANDMENTS FOR AN ENTHUSIASTIC TEAM 

(Shared by Arati during presentation to the Mission) 

1. Help each other be right; ,not wrong. 

2. Look for ways to make new ideas work, not reasons why they 
won't. 

3. If in doubt, check it out! Avoid negative assumptions. 

- 4. 'Help each other win and take pride in othersf victories. 

5. Maintain a positive attitude in all circumstances. 

6 ,  Speak positively about each other and about the team at every 
opportunity. 

7. Act with initiative and courage, as if it all depends on you. 

8. Do everything with enthusiasm -- itfs contagious. 
9. Don't lose faith, never give up. 

10. Have fun!!! 



COMMENTS ON TEAMS -- Brainstorming, January 29, 
GOOD THINGS 

Interchangeable processes 
Greater dependability 
Equal participation 
Free expression of ideas 
Synergy of ideas 
Total > sum of the parts 
More strength and capability 
Individual sense of being part of group effort. 
Individual ownership of group's work 
Open to others' ideas 
Share responsibility 
Shared ownership 
Cpllective decision making 
Shared goals 
Shared experience 
Various skills 
Objective 
Enthusiasm/team spirit 
Collective effort 
Collective leadership 
Democracy 
Teamwork fosters creativity 

PROBLEMS 

Personality Conflict 
Ideological conflict 
Time consuming 
Shared Responsibility 
Dis-empowerment 
Devolving Responsibility (passing the buck) 
Individual domination 
Lack of communication 
Excluding some/inequality 
Lack of Definition 
Lack of Management 
Biases 
Lack of Consensus 
Language/Communication 
Costly 
Hard to reach conclusions 
Hard to define roles 
Individual fear ./ self-censorship 
Dominant individuals 
Unclear objective 
Lack of crganizational support 
Reward structure 
Individual differences vs. cohesion 
Problematic expectations (other team members) 
Hard to foster spirit 
Size and Shape 



TEAM CONTRACT 

'1. Goal: 
Learning about and practicing team work, RA, PRA 
Learning about their applications in design, planning, 

evaluation 

2 .  Membership: 
USAID employees 
NGO and International NGO employees 
Peace Corps volunteers 

3. Results: 
Familiarity with methods 
Experience practicing teamwork 
Planning and starting SO3 customer survey 
~ecommendations for USAID Management for future use of these 

methods 

4. Team work: 
There is the team-of-the-whole 
There are subteams for interviewing and PRA practice 
There will be subteams for specific tasks, such as 

preparation of parts of the fina.l report to the mission 
Team members agree to practice good membership skills 

5 ; Resources : 
A: Human resources (participants/members) 
B: Mission providing logistics (transport, tea, xeroxing, 

etc. ) 

6. Senior Management: Final Report 
Recommendations for the Customer survey 

a) constitution of team, role of partners and USAID 
staff 

b) time frame, suggested number and locations of VDCs 
c) plans for weekly analysis and evaluation 
d) role of recorder for weekly progress with the work 
e) recommendations for format of final report 

7. Authorities of the team: 
Recommendations for future planning and customer surveying 
Appointment of small teams 

8. Establish Roles: r ember ship and leadership. 
Full Team and 
Small teams for RA, for PRA, and for other tasks 

Leadership to be based on willingness and familiarity with 
issues 

Membership responsibilities -- over 



TEAM CONTRACT CONTINUED -- 
Membership responsibilities to include: - time commitment - active participation - facilitating interpersonal relations - dealing with conflict - patience in support of everyone's learning 

 ointment of small teams to be based on: 
. - equal division of men and women, Americans and ' 

Nepalis, USAID and NGO representatives - one person in each group with prior experience in 
RA/ PRA - distribute language skills 



EXPLORING PRE-CONCEPTIONS AND 
DEVELOPING THE RELAXED APPRAISAL THEME SHEET 

This section contains records of participantsr exploration of 
their own expectations about attitudes and realities of poor 
women's lives in Nepal. This reveals the process through 
which the participants simultaneously clarified their pre- 
conceptions related to the topic and developed the "Interview 
Theme Sheettt which they used to prompt their conversational 
interviews during the RA practice at the end.of the first week 
of the workshop. 

1. Participants were asked to answer the following three 
questions about empowerment of Nepali women, first in writing 
then by reporting out to the group. Full answers are 
provided. (pp. 26 - 34) 
IN YOUR OPINION: WHAT IS THE MOST IMPORTANT CHANGE THAT WILL 
EMPOWER NEPALI WOMEN? 

WHAT DO NEPALI WOMEN THINK IS MOST IMPORTANT FOR THEIR 
EMPOWERMENT? 

WHAT DO NEPALI MEN THINK ABOUT WOMEN'S EMPOWERMENT? 

2. Group Discussion: Toward a Definition of Empowerment 
(P* 35) 

3. First brainstorming of conversational starters (p. 36) 

4, Small Group Brainstorming on Conversation Starters (p. 37) 

5 ,  Possible Questions for RA, Brainstorming (pp. 38 - 43) 



IN YOUR OPINION: WHAT IS THE MOST IMPORTANT CHANGE THAT WILL 
EMPOWER NEPALI WOMEN? (Answers reported orally) 

Education, primary, secondary, and higher, this will lead to 
women's ability to demand more 

Economic independence, without skills with no property rights 
with no education women remain dependent 

Income generation 

Legal rights 

Knowledge of alternatives 

~ecision Making in the family 

Group Formation Skills (there's power in numbers) 

Literacy, leads to better communication which promotes 
empowerment 

Environment = Social Context / Cultural Values 

religious teachings 
mother-in-law 
arranged marriage (both good and bad) 
conservatism 
status of widows 
tradition (culture) 
caste system 
violence against women 
prostitution 
superstition 
sense of being property 

Health, physical and mental 

Pregnancy, Birth Spacing 

Job creation 

Power to say no 

Self-esteem 

Concept of woman / female 

Cooperation from men 

Eating with the family (good food) 



QUESTION TWO: WHAT DO NEPALI WOMEN THINK IS MOST IMPORTANT FOR 
THEIR ENPOWERMENT? 

(Answers reported orally) 

Skills 

Legal rights 

Health services 

Employment , 

Support -- family and society 
Good husband -- provider, protector, someone to depend on 
Water infrastructure 

Home income generation opportunities 

Safe from / able to rely upon police 

Economic Independence 

Right to choose husband (at least right of refusal) 

' No child marriages 

Many sons 

Child survival 

Decision making 

Right to go to school (equal educational opportunity) 

Right to inherit property 

Better economic opportunities for men near home (so they don't 
have to travel far / to India for work) 



QUESTION THREE: WHAT DO NEPALI MEN THINK ABOUT WOMEN'S 
'EMPOWERMENT? 

(Answers reported orally) 

Women's empowerment good if they earn money 

Like literate wife 

Not necessary (men already provide) 

Women don't need property rights 

Scared, insecure (threatened) 

Their own empowerment follows women's (pro and con arguments) 

definition: women are able to anything without their help 

definition: women have sons 

OK so long as there are no personal consequences for themselves 

Want physically strong woman 

Loss of control 

, Part of family improvement (economic etc . ) 
Men lose self-esteem 

OK so long as it does not change.household patterns 



WRITTEN RESPONSES TO THE ABOVE THREE QUESTIONS: 

1: IN YOUR OPINION: WHAT IS THE MOST IMPORTANT CHANGE THAT WILL 
EMPOWER NEPALI WOMEN? 

Literacy: my experience shows that literate women are more 
communicative than illiterate women and communication is the key 
or development 

Gaining economic opportunities 

Education and Encouragement Without education, women cannot 
explore other opportunities. In a time where education is 
respected, uneducated people are considered lower. In 'classrooms, 
women can be encouraged to explore new roles, ideas, .dreams. In 
classrooms, women can learn with women the positive results to 
the empowerment of women. 

Knowledge -- Most women in rural areas are not literate and they 
could not even go to school at an age when their children go. So 
in this case if they are being guided with good knowledge on 
various fields such as hygiene, education, work etc. they can 
uplift their living standards. 

Engaging in some income generation activity [reason:] in order to 
be economically independent and socially respected more 

feeling of inferiority in being a woman 

Talking together in groups about problems and hopes for future 
and planning action to make change 

Education, both formal and informal. If woman know their basic 
and human rights, they can work to improve their status, but 
first they meed to know their rights. This is done through 
education, literacy, training, etc. Education includes social, 
economic, political awareness raising. 

Abolish the caste system -- caste confined/restricts the role of 
women 
bringing women together in a group activity, i.e., savings, 
literacy, legal information, from which they can learn from each 
other 

The most important change that will empower Nepali women are 
education as also support of women by men in every way 

Society needs to change its attitude toward women and their 
capabilities and worth. As a first step women need to believe in 
women 



To provide maximum opportunity to educate women first 

To be able to choose what she wants to do 

Literacy is most important -- it ltopens the doort1 to all other 
opportunities 

Education will help empower women. It'll give them a feeling 
that they will be heard, their ideas will be noticed 

Create an awareness/exposure in different dimensions including 
legal literacy, participation in local development actions 

We should change the dominating traditions. Also we should 
encourage the education of women 

Self-esteem. when a woman has self-esteem she empowers herself 
to do wonderful things in this beautiful world 

To involve them in income generating micro-enterprises (farm or 
non-f arm based) 

Women's participation in decision making in the family 

Most important is legal rights and give them opportunity in 
different areas 

Economic independence will empower women. Education and skill 
development opportunities for women can give the independence 

Literacy will empower Nepali women because they can read 
information and gain knowledge about health, legal rights, 
economics etc. 

I think education or literacy is the most important thing to 
empower Nepali women 

Universal education for primary and secondary then easy access to 
higher levels (college and graduate levels) Reason: to be 
educated opens a wide vista of opportunities to learn more/access 
more information and use this knowledge to gain socio-economic 
benefits 

When women have their own income source, when women are 
economically/financially independent (from men and women), when 
they can freely live the way they like without asking all the 
time for small money, they are empowered 

I think the most important thing to empower Nepali women is 
education 



QUESTION TWO: WHAT DO NEPALI WOMEN THINK IS MOST IMPORTANT FOR 
THEIR EMPOWERMENT? (WRITTEN ANSWERS) 

Skills -- Nepali women (rural) also think that if they have skill 
they are not afraid of the future because if they have skill they 
can earn a living 

Equal educational opportunities 

Democracy 

Education If they are education, they think that they would not 
be dominated by their in-laws 

Being education 

Biological change to a man 

Being able to spend money and time on what they want 

a)ability to read and write (literacy) 
b) ability to earn money 

Nepali women think monev/income is the most important to change 
their lives 

The ability to earn income -- through an income generation 
activity 

Through education women must gain confidence 

Acceptance of the concept of empowerment by the men who dominate 
their lives 

Nepali women think that they have not any skill 

To have some control on income 

Don't know -- I hear both that literacy and being able to earn 
(more) money 

The choice to voice their opinions is empowerment for Nepali 
women eg: their opinion while selling property/distributing land 
etc. 

Getting equal rights between men and women in the society 

The most important things are: 
-they want freedom from male domination 
-education 
-equal rights 



Literacy 

To have more decision-making authority about family together with 
husbands (men) 

Employment/involvement of [in?] economic activities is most 
important 

Family support ad acceptance by society 

Right to choose their husband 

~epali women are in poor economic condition. Once they are 
economically independent, or free from the hand-to-mouth 
situation, they can begin to think of other forms of empowerment 

* Most of the Nepali women think that their education, economic 
condition and family support is needed to empower them 

Maybe'Nepali women think most important for their empowerment is 
a ~ o o d  husband (as their provider, protector and chief of 
household) Reason: socio-cultural setting puts Nepali women to 
have marriaae as ultimate "careerN objective 

When they have freedom to do something without too much control 
or interference 

Their standing, their (own) self-confidence . 



.3. WHAT DO NEPALI MEN THINK ABOUT WOMEN'S EMPOWERMENT? 
(WRITTEN ANSWERS) 

Nepali men also think positively. Now the rural men wants to 
marry literate women. This is another cause that the parents 
have started sending their daughters to school 

Cultural barriers 

Fins as long as there is encroachment on their benefits to the 
way s0ciety.i~ currently organized 

They might overtake them and start dominating 

Doing anything without the help of a Nepali man 

Time is urging us to 

Women will take more responsibility for their own problems 

They donft think about it much! 

Nepali men either do not think the role of women should change or 
change is a threat to them 

They are scared! 

Men must honor to the women 

Nepali men donft think about womenfs empowerment. They don't 
perceive that there is any problem 

Nepali man think positive attitudes about women's empowerment 
because they share them 

They probably have not thought anything about it, and would not 
like it if they thought about it 

Don't know --I guess that either they don't think about it or 
don't like it 

Nepali men think woments empowerment is giving the women more 
power then they have, which some might think is negative and some 
positive 

Provide opportunity to participate on those actions involved the 
men's groups especially in the development affairs 



Nepali men think about women's empowerment are: 
-equal right 
-free from male domination 
-education 

~f the work by the women can still get done they accept that idea 
about empowerment of women. Alot depends on what caste the men 
are from 

To enable them to make decisioq about FAMILY together with 
husbands (men) 

Education will help to empower Nepali women 

Women can only work for family members (household women) 

Nepali men think principally it is important but they are 
confused 

Nepali men will not look favorably upon women's empowerment 
because they feel the women are OK, that men are looking after 
them. "Empoweredu women are too big for their britches 

Nepali men think that women should have self-confidence and 
education in order to empower them 

Nepali men think that for empowerment of women, economic support 
for their wives (or women) is most crucial (whether support from 
within household, or from outside support) 

Women are empowered when they are educated and can make 
independent living on their own 

They think that Nepali women should have education 



GROUP DISCUSSION: 

Toward Definition of Empowerment: 

a. earn money, read 

b. how others see you 

c. able to function in different contexts 

ability to risk and learn 

e. sense of self 

f. only real with reference to unchanging social context 

. g. having control and choice 

h. (mixture of sense of self, how others see you, and 
control/choice) 

a different meanings at home and at work -- 



FIRST BRAINSTORMING OF CONVERSATION STARTERS: 

What is the role of women? 

What kind of work will you do today? 

Did your daughters go to school today? 

Where are you from? 

Where do you life? 

Did you go to school? 

What do you think about the status of women? 

What should change [in the status of women]? 

What is good about being a woman? 

What makes you cry? / laugh? / happy? 

If born again, would you want.to be a man or a woman? 

If someone promised you three things, what would you ask for? 

If someone gave you 1,000 rupees, what would you buy? 

What is good about your life now? 

What is not good {about your life now)? 

What would you change? 

For a man: What do you do to make your wife happy? 



SMALL GROUP BRAINSTORMING ON QUESTIONS FOR RA: 

What do you want for your daughter? 

What kind of husband do you want for your daughter? 

Do you grow enough food so you can sell some? -- how far is the 
market? how often do you go? 

What part of the day do you have free time? 

What work do your daughters do at home? 

What is your family composition? 

Are you happy with what you are doing? 

What difference do you see between literate and illiterate women? 

What are the problems people face when they send their children 
to school? 

In what ways does education benefit children? Is this true for 
both boys and girls? 

Is this equally important for girls and boys? Why? 

What are the particular problems girls face in getting an 
education? 

Is it important that everybody can read and write? Why? 

Do you know how to read and write? 

Do you get consulted on household decisions? give examples. 

How often do you visit your parent's home? 

Do you read regularly? 



POSSIBLE PUESTIONS FOR R?i PRACTICE: LITERACY, LEGAL RIGHTS, AND @ 
.ECONOMIC ISSUES, Brainstorming, January 31 

QUESTIONS PERTAINING TO LITERACY: 

What is the role of woman? 

What kind of work will you do today? 

Did your daughters go to school today? 

Where are you from? Where do you live? 

Did you go to school? 

What do you think about the status of women, what should change? 

What is good about being a woman? 

What makes you angry? laugh? happy? 

If born again, would you want to be a man or a woman? 

If someone promised you three things, what would you ask for? 

If you were given 1000 rupees, what would you buy? 0 
What is good about your life now? 
What is not good? 
What would you change? 

To a Man: What do you do to make your wife happy? 

Why send your daughters to school? 

Why send your sons? 

Is it equally important to send daughters and sons? 

Are you literate? 

When did you become literate? 

What changed as a consequence? 

If you are not'literate, why? How do you feel about this? 

How has this affected your life? 

Do you have to be literate to teach? 



e Why learn to write? 

If you could write, what would be different? 

(So what:) What is it worth? 

Do men prefer literate wives? 

Do mothers-in-law prefer literate wives? 

What do you get out of being educated? 

What kind of opportunity would you like to have to learn to read 
and write? 

At what age? 

How important? 

What could you do on your farm if you could read and write? 

What could you do in your family if you could read and write? 

Do you have a friend who can read and write? 

What difference does that make in her life? 

a Can you read: signs? medicine bottles? public posters? numbers? 
letters sent home? bus schedules? 

Have you ever had to sign a bank loan agreement? 

Would you like to be able to 

read a letter? 
read the road/bus signs? 
bank agreement? 
WHY? 

If you can read and write, would you encourage your friends to 
learn? 

Why do you want your daughter to go to school? 

Because you are literate have you been able to: go to market? 
etc? 

If you could learn to read, would you be able to more outside the 
village? would this be important for you? 



Literacy: --> mobility 
income 
jobs 
household decision making 
purchases 
participation in associations 
self-esteem 

What makes a woman strong? powerful? 

What difference does it make? 

Do you know a powerful woman in your village? 

What makes her powerful? 

Would you like to be like her? 

Would you live to be able to do what she can do? 

What things can your friend do that you cannot do? Why? 

Is there anything you could do that would make you more powerful? 

Do you want to be more powerful? Why? 

Is there something you can do to make your life better? 

Imagine you don't have to work at home, what would you like to 
do? 

QUESTIONS RELATED TO LEGAL RIGHTS: 

Do you own land? Do you have lalwuria? in whose name(s)? 

Do you (also) work on other land? 

Do you earn enough? 

Have you heard about the Constitution? 

Have animals, land, jewelry etc. ever been taken away from you? 

Do you know of polygyny in this village? 

Do you know a divorcee? 

Did she have a problem over property when she got divorced? 
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If you had something stolen from you, what would you do? 

Is there anything you could do? 

In this village do women have lal~uria in their own name? 

Do you control the land? 

Who controls the land? 

Do you know the differences between daijo' (dowry) and other types 
of women's property? 

Have you ever been cheated? 

Do you know a woman who has been cheated? 

Where do you/they go for help? 

Do you vote? 

Did you or your husband decide who you would vote for? 

How did you decide who to vote for? 

Is there a woman's organization? 

Do you belong to it? 

What role do you play in that organization? 

' Has someone had a legal problem in this community? 
What did they do? 

Do you know any woman in parliament? in the VDC? 

What are the different ways problems get resolved? 

Who do people go to for help? 

Who else can they go to? 

Do you know anyone who went to court? to the police? to a 
priest? 

At what age can girls/boys legally get married? 

How old were you when you got married? 

At what age would you like your daughters to get married? 

Who should decide [women's age of marriage]? 
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If a woman does not get married, can she own property? 

Widows? 

..................... 
QUESTIONS RELATING TO ECONOMIC ISSUES: 

Do you have any savings? 

Do you belong to a savings group? 

Do you make any money? 

- Do you grow enough food to sell? 

Do you go to the market? How often? how far is it? 

Do you decide what to do with the money? 

What household decisions do you make decisions about? 

What is your source of cash? 

Is it all year round or only seasonal? 

Do you sell anything that you make (or grow)? 

What do you make? 

From where/whom do you borrow money? 

Why do you need to borrow money? 

Do you have any loans now? 

After you stated earning money, how did your relationships with 
your husband and your neighbors change? 

How would your life change if you had money? if you controlled 
money? 

What could you do to make money? 

What do you do to make money? 

Why haven't you done anything to earn money? 

Do you have a bank account in your name? 

Do some women have a small business? 
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How would/did they start? 

'Where did they go? Who helped? 

Are you saving money for anything? 

Did you ever get a loan? 

Who decided how it was used? 

Was it for the family? 

Did you feei good that you were helping your family by taking the 
loan? 

Is there an income generation project in this community? 

How has it worked? 

What is good? 

Were there any problems? what? why? 



RELAXED APPRAISAL TRIALS 

Materials in this section pertain to two days of practice with 
semi-structured interviewing at the end of the first week of 
the workshop. 

1. ~nterview theme sheet 

This was developed by the participants through the 
process of brainstorming and small group work recorded in 
the previous section. (p. 45) 

2. Things to think about on the ride home (p. 46) 

For reflection and discussion after the first interviews. 

3. Relaxed Appraisal Interview Summary Sheet (pp. 47 - 48) 
Completed by each team for each interview 

4. Relaxed Appraisal Evaluation (p. 49) 

Questions for reflection by participants (as individuals 
and as groups) 

5. Evaluation of first day of Relaxed Appraisal interviewing 
! ( P a  5'3) 

I Record of small groups reports on what went well and what 
they will try to do better on the second day 

6. Learning from two days of interviewing near Kathmandu 

I (pp. 51 - 52) 
Notes from the small group reports about what they felt 
they had learned about women and their empowerment in two 
days of semi-structured interview practice. 



INTERVIEW THEME SHEET NEPAL, February 1, 1996 

ECONOMY : WHY? WHY? WHY? WHY? WHY? 

Earn Money? Sell something? Make something? Want to? 

Borrow Money? For what? From? Sign bank papers? Jewelry? 

Save money? Savings group? For what? Bank Account? 

Control money? household expenses? Decision making? 

Income generation project? Know woman with a small business? 

Feel proud? Feel better? Plans/hopes for your daughters? 

LEGAL RIGHTS: 

Own land? Lalpurja, whose names? women's? Control land? 

Polygamy (man with two wives)? Unmarried woman can own land? 

Daijo? Other women's property? 

Divorce? Know anyone? Problems with property? 

Ever cheated? Ever robbed? Anything taken away? Legal problem? 

Do what? Help from whom? (priest, court?) 

Vote? who decided who to vote for? 

Womenls/other organization? your role? Women in VDC? do what? 

Feel proud? Feel better? Plans/hopes for your daughters? 

LITERACY : 

Can you read and write? When learned? What changed? 

Friends: literate? would you encourage them? What changes? 

Menlmothers-in-law prefer literate wives? 

Opportunities: to learn? to use literacy for family? work? 
control? 

Consequences: move? income? job? decision making? purchases? 

What makes woman powerful? Do you know one? Differences? 

Feel proud? Feel better? Plans/hopes for your daughters? --------- 
What would you change about your life? What makes you happy? 



.TO THINK ABOUT ON THE RIDE HOME: February 1, 1996 

1. What new or unusual use of words or phrases did you notice? 

2. What new or special things did you learn about your topic? 
(empowerment, literacy, legal rights, economy) 

3. What is NOT clear.? What puzzles you? What new questions do 
you have in your mind? 

4. What were you expecting to see or hear that you did not see or 
hear? 

5. What did you learn about the other person's perspective or 
view? 

6. What new ways of leading the conversation/asking questions did 
you try, which were good, which were not successful? 



RELAXED APPRAISAL INTERVIEW SUMMARY SHEET 

{PROVIDE THE INFORMATION REQUESTED TO THE BEST OF YOUR ABILITY. 
A GOOD RELAXED APPRAISAL DOES NOT REQUIRE PRECISE INFORMATION ON 
THESE TOPICS, BUT IF YOU CONDUCT MANY INTERVIEWS OVER A FEW 
WEEKS, YOU WILL FORGET WHICH GROUPS SAID WHAT. IF YOU PREPARE A 
SHEET LIKE THIS FOR EACH INTERVIEW YOU WILL LATER BE ABLE TO SORT 
ON THE BASIS OF AGE, SEX, EDUCATION, RURAL/URBAN OR WHATEVER 
MAJOR CATEGORIES ARE IMPORTANT FOR YOUR WORK. SPEND TIME 
DISCUSSING THE QUESTIONS ON PAGE TWO!) 

LOCATION : DATE : 

NAMES OF TEAM MEMBERS: 

PHYSICAL DESCRIPTION OF AREA: (WHAT DID YOU SEE WITH NEW EYES?) 

THE INTERVIEW: HOW IT WENT/ INTERRUPTIONS ETC.: 

HOW EVERYONE FELT DURING THE INTERVIEW: 

HOW WELL THE TEAM WORKED TOGETHER: 

INTERVIEWEE: 

SEX: M F APROX. AGE OCCUPATION 

YEARS OF SCHOOL: ECONOMIC STATUS: 

GENERAL INFORMATION (FAMILY ETC . ) : 

CHARACTER, ATTITUDE, ETC . : 

IF THERE WERE SEVERAL INTERVIEWEES DESCRIBE EACH BELOW AND 
CONTINUE ON THE BACK OF THIS SHEET. 



.THESE ARE IMPORTANT QUESTIONS ABOUT THE INTERVIEW, DISCUSS EACH 
WHILE YOU REVIEW THE INTERVIEW AND THE NOTES ONE OF YOU MADE 
DURING THE INTERVIEW. ALLOW PLENTY OF TIME. (WHAT DID YOU HEAR 
WITH NEW EARS?) 

* 
REMEMBER: WHERE ONE PERSON HAD ONE IMPRESSION, AND ANOTHER PERSON 
HAD A DIFFERENT IMPRESSION THERE IS A SPECIAL OPPORTUNITY TO 
LEARN. CONSENSUS IS NOT THE GOAL. RATHER THAN TRY TO AGREE ON 
WHERE YOU SAW THINGS DIFFERENTLY, TRY TO CLARIFY THE NEW QUESTION 
THAT IS ON YOUR MINDS AS A CONSEQUENCE OF THIS DIFFERENCE. THIS 
WILL LEAD YOU TO THINK ABOUT WHAT NEW QUESTIONS YOU WILL SEEK TO 
ANSWER, OR HOW YOU WILL DISCUSS THE SAME TOPIC DURING THE NEXT 
INTERVIEW. 

ANSWER THESE QUESTIONS ON ADDITIONAL SHEETS OF PAPER. THEN 
STAPLE THESE TWO SHEETS ON TOP OF YOUR ANSWERS AND THE ,COMPLETE 
NOTES YOU TOOK DURING THE INTERVIEW. 

. . . . . . . . . . . . . . . . . . . . . . .  

1. What new or unusual use of words or phrases did you notice? 

2 ,  What new or special things did you learn about your topic? 
(empowerment, literacy, legal rights, economy) 

3. What is NOT clear? What puzzles you? What new questions do 
you have in your mind? 

4. What were you expecting to see or hear that you did not see or 
hear? 

5. What did you learn about the other person's perspective or 
view? 

6. What new ways of leading the conversation/asking questions did 
you try, which were good, which were not successful? 



RELAXED APPRAISAL EVALUATION (NEPAL, FEB. 1 & 2, 1996) 

CONSIDER/REFLECT/THINK: 

How well did you use "new eyes?" look as for the first time? 

How well did you use "new ears?" to listen as if fresh? 

Did you really learn something new about women's 
empowerment? 

How comfortable did you feel using the sheet of themes? 

What was the hardest thing about leading a conversation? 

Were you able to use different types of questions well? 

Were you satisfied with the notes you took? 

Were you comfortable observing? 

Did your group discuss/analyze the conversations well? 

WHAT WILL YOU DO DIFFERENTLY WHEN YOU NEXT DO RELAXED APPRAISAL? 

observing non-verbal behavior: 

conducting conversations: 

listening for new use of words and phrases: 

listening for new logic, new perspective, new viewpoints; 

taking notes : 

helping others in your group/working as a team? 

WITH OTHERS IN YOUR GROUP, DECIDE WHAT YOU DID BEST AND WHAT YOU 
MOST WANT TO TRY TO DO DIFFERENTLY NEXT TIME -- EACH GROUP WILL 
SHARE THESE WITH THE OTHERS. 



February 1, 1996 

Evaluation of first day of Relaxed appraisal interviewing 

WHAT WENT WELL: 

friendly atmosphere, blended in easily 
apprehensions not realized 
followed leads in conversation 
modified/adjusted style of interviewing as appropriate 
adjusted to the context and "broke the icett easily 
good conversational style used 
let the interviewees lead the conversation 
sat on the mat 
collaborative interviewing style 
acceptance, collaboration 

. WHAT WE'LL DO BETTER: 

too nice, need to be more pushy, especially on economy and legal 
rights issues 

avoid public place -- people want privacy 
need to work harder on interviewing men 
should be more direct 
focus more on economy and legal rights 
note taking 
try more focused style 
will coordinate talking roles better in order to get better 
follow through 
more attention to economy 
more flexible 



.THINGS LEARNED WHILE DOING RA FOR TWO DAYS NEAR KATHMANDU: 

Notes from report out: February 2, 1996 (late afternoon) 

Caste similarity 

Empowerment not related to money 

Literacy does not bring wisdom/create character (value) 
Illiteracy defined as lacking confidence, but still ambitious 

Very high value on opportunity / education for children 

younger women better educated, more politically aware 

women are very dependent -- they are released from responsibility 
for their opinions 

one recent widow -- unprepared for responsibility 
sense of helplessness 

illiterate women do not see opportunity for themselves, but value 
literacy highly for others 

More awareness among villagers than team expected, but economic 
constraints hold them back 

lack of econhic opportunity, skills 

not enough land 

lack of legal rights awareness 

empowerment defined as having money 

women do not do well in adult literacy programs: 
forget what they learn 
have no chance to put it to use 
not a priority for them 
not relevant to their economic interests 
prefer to send daughters to school (than take literacy 

classes) 
not available 
not aware 
not free to choose 

Women are eager to learn 
education important for income generation aims 

both boys and girls educated 



women need to stand on both feet 

equal treatment advocated 

interest, positive attitude, but no opportunities 

women can't do as much as men -- they are submissive 
dependency 

don't know how to improve their lot 

no jobs available for educated women 

disillusionment with voting . 

women with own money, on their own feet -- this is a definition 
of empowerment 

"Dishonesty paysn (one group pretended they were showing a 
tourist around the countryside ...) 

checklist questions do not work well 

one man said -- educated women should have ability to cope, but 
was not letting his daughter go to school-- discontinuity of 
values and reality a - 
one women -- had tried to become literate twice, failed so gave 
UP 

trend? -- adults want literacy if it facilitates economic gain 
in the short run, for their children they value education highly 
as a means for social mobility, opportunities 

Question: ~ow'much education is too much? -- because culture 
restricts movement/opportunity ... 
older women think about the future of the family 

Question: relevance (of literacy ...) 



PRA PRACTICE 

This section contains the record of PRA trials during the 
second week of the workshop. 

1. Sub team membership for PRA practice (p. 54) 

2. Ideas for PRA Practice, Group Discussion on the Evening 
Prior to the first Field Trial (pp. 55 - 56) 

3. Thoughts on PRA -- evaluation after the first day (p. 57) 

4, Questions for Review after second day of PRA practice 
(P- 58) 

5 .  Review after second day of PRA practice (pp. 59 - 61) 
6. Questions to think about over the weekend after PRA 

practice (p. 62) 

7. What was the most unexpected thing you learned? 
(pp. 63 - 64) 

8. Review of group work on PRA (pp. 65 - 69) 
9. Summary of Review of PRA Practice (p. 70) 

P > 



TEAMS for PRA, February 7 and .8 

1. Meloney, Sribindu, Arati, Uttam (Anne with them 2/8) Chitaan 

2. Soi-Lan, Kiran, Bhandari, Jyoti (Amanda with them 2/8) 
Nawalparasi 

3. Josephina, Arjun, Neeru, Naina (Anne with them 2 / 7 ,  Dave with 
them on 2/8) Nawalparasi 

4. Sonja, Puru, Bijay, Sabita (Carol with them on 2 / 8 )  Chitaan 

5 .  Nancy, Ramesh, Chitra, Durga (Andy with them on 2/8) Chitaan 

6. Vicki, Mukul, Shubha, Amrita (Jane with them on 2 / 8 )  
Nawalparasi 
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"EQUIPMENT" 

stones, leave, sticks, seeds, chana, maize, orange peels and 
seeds 

THOUGHTS ABOUT TYPES OF CHARTS TO BE MADE: 

Venn Diagrams 
Pie Chart . 
Seasonal 
organizational chart 
pair wise ranking 
types of work by hours in the day 
options 
problems 
solutions 

work -- grandmother, mother, young generation 
daily time use 
income generation 

inputs afid time 
where to go for selling things, supplies etc. 
card sort 
history / time line 



THOUGHTS ON PRA reported out after first day of mapping work. .. 
February 7 

- participants willing to share sensitive information (caste) 
- new eyes, new ears, 
if lecture -- two people, status issues in play, polite language, 

uncomfortable 
PRA -- many persons, status a non-issue, use ordinary language, 

feel comfortable 

-.group centered approach -- focus on the task 
- traditional leaders easily identified 
- local contacts through NGOs, very helpful for us, smoothed the 
way, helped build rapport, saved time ! 

- hard to keep people from developing great expectations 



QUESTIONS FOR REVIEW AFTER SECOND DAY OF PRA PRACTICE 
(5 PM meeting) 

1. In what ways (if at all) do the women in the community you 
have studied for two days distinguish education and literacy? Do 
these mean different things for women's empowerment? Do they see 
distinct implications (of education and literacy) for micro- 
enterprise development? 

2. Describe the differences between young, middle-aged, and, older 
women -- what skills, hopes, and expectations of family life to 
they have? 

3. In your (outsiderf s) opinion, to what extent does 
participation in a group -- a mother's group or a literacy class -- contribute to women's empowerment? How? 

4. 
what was the most unexpected thing you learned about the 
community you studied? 

5. Compare and contrast relaxed appraisal (RA) and participatory 
appraisal (PRA) -- what are three advantages and disadvantages 
of each? 

extra : 

How well did you 'Ipass the stick?" 
How well did you practice teamwork? 
how/how much did people in the community learn? 



REVIEW AFTER SECOND DAY OF PRA PRACTICE, Chitwan, Nepal 

QUESTION 1: In what ways (if at all) do the women in the 
community you have studied for two days distinguish education and 
literacy? Do these mean different things for women's 
empowerment? Do they see distinct implications (of education and 
literacy) for micro-enterprise development? 

A) women learn alphabet and numbers for practical reasons -- not 
to get cheated -- recognize the importance of education but can't 
afford (time etc.) 

B) literacy means to "open one's eyesw -- place very high value 
on education, more girls than boys, job expected meaning social 
mobility 

C) literacy for themselves, education important for children 
One said: if a woman remains unmarried until 25 years of age, she 
can study to IA or BA, she is independent can make her own 
choices 
someone with no education is blind 

D) No distinction discernable given our conversation -- we 
started by speaking about education, so we conditioned the 
responses --women tend to see formal and non-formal education as 
the same 

E) We understood no difference between literacy and education as 
perceived by the women 

F) Not sure what women think -- they do send their daughters to 
school, value education higher, one daughter sent her mother 
after starting to attend school herself, seekinglget ideas for 
income generation and say they'll be able to 'read letters from 
friends 



Question 2: Describe the difference between young, middle-aged, 

life do they have? 
and older women -- what skills, hopes, and expectations of family 
A) Young value education most, middle want legal literacy, 
interested in either literacy of legal literacy, older women 
value education for the children, their family orientation seems 
stronger 

middle ones seek skill training, explain their problems readily 
older ones -- seeking solutions for family problems like 
alcoholism 

older women say what they think -- are free to be irreverent 
younger women are more guarded -- at least in presence of older 
women 
traditional speech norms -- age (and sex) 
B) middle aged women most active, theyfre also the ones in the 
literacy class where this group visited.. . 
a few are very shy 
teachers have more prominent role 
middle aged ones more worried about financial risks than older 
women 

C) young -- concerned with literacy and family size 
middle -- talked about literacy program and income generation 
older -- more passive, expected more of us outsiders (projects) 
issues in this villages were rhinos, floods and snakes 

D) VERY POOR COMMCTNITY 
woman waiting for her husband to bring grain home -- eventually 
borrowed from friend nearby 
very poor -- seem to accept their lot (not quite resignation) 
the young seem more shy due to lack of exposure (isolation) 

E) young here, knit bags and various things but no market, very 
outspoken, shops, stitching 

F) young -- hope for education 
middle -- send boys and girls to school, interested in literacy 
older -- basic means of support/money more important 
legal rights awareness -- middle and older.women 
issues of group identity override age differences among members* 



QUESTION 3: In your (outsider's) opinion, to what extent does 
participation in a group -- a mother's group or a. literacy class -- contribute to women's empowerment? How? 

A) In this community, women got into a self-sustaining 
conversation abut literacy vs. money in conjunction with PRA 
exercise 
they are aware of their rights, can't be cheated re: land, 
property 

B) (Arjun on other areas) 
One group, women got Upset about wife-beating and alcoholism and 
organized movement -- their region now an alcohol free zone. 
Another place -- women got voice through group, organized a 
demonstration 
  not her'- anti-wife-beating campaign 
Another - various things, drinking, dynamiting river to catch 
fish, anti-corruption action 
all effective ... 
C) Literacy classes lead to women speaking more and better -- 
they find their voice, gain confidence 
Donor projects of micro-credit associations what require group 
formation mobilize this important function, also ADB projects 
all promoting access to credit 

sense of belonging, pride, validation, 

freedom of movement 

permission from or consultation with husband or local leaders 
still followed? 

in groups -- understand and practice democracy 
encouragement, enjoyment, safety and support, sharing 

accumulation of funds, 
pride of membership 



QUESTIONS TO THINK ABOUT OVER THE WEEKEND FOLLOWING PRA PRACTICE 

1. What was the most unexpected thing (or two) you learned about 
the community you studied on Thursday and Friday? 

2. Compare and contrast relaxed appraisal (RA) and participatory 
appraisal (PRA) -- what are three advantages and disadvantages of 
each? 

3. After.two days near Kathmandu and two days in Chitwan, what 
appear to be the differences between the situations of women in 
both areas: rural-near urban 

young - old 
caste 
economic status (etc.) 

4. What is your impression about variation between communities in 
any region in Nepal? Are most communities similar around 
Chitwan? Is the variation among women's hopes and frustrations 
greater around Kathmandu? Would this be typical of other hill 
areas? 

5. What problems do women (of different ages, castes, economic 
status and residence -- rural, urban, regional) think are most 
important? What do vou thirik their biggest problems will be in 
ten years? 

6. If you were planning a customer survey, how much would you use 
RA, how much PRA? Would you use one first, then the other? how 
many interviews (RA) and how many wvillage daysw (PRA) would be 
correct for each region? WHY? 



WHAT WAS THE MOST UNEXPECTED THING YOU LEARNED? 

February 12, 1996 

What was the Most Unexpected thing you learned while on the field 
trip to Chitwan last Thursday and Friday to practice PRA? 

1. Villagers are really good at map making! 

Higher girls enrollment (than in primary school 

3. Women in Kathmandu prefer skill training, in Chitwan they 
focused on education 

4. Women are open about personal problems 

5. There's a high level of interest in group activities 

6. It's easy to get sensitive information 

7. NGO staff learned new information through PRA even through 
they had worked there for one year (on a different subject). 

It is a safe method for women to ,communicate about their personal 
lives 

8. Education is more important than money -- Women got into a big 
(self-sustaining) debate among themselves over this. 

9. The problems of extreme poverty made an impression on some -- 
the hand to mouth existence, yet people used cash nonetheless 

10. Photographs interpreted very differently (than by us) 

11. Education valued more highly than property 

12. Higher caste women are more vocal and more empowered -- for 
example, in opposing alcohol consumption 

13. Very poor women are relatively equal (they have no assets to 
lose) -- among them some consider alcohol consumption to be 
ordinary 

cf: alcohol -- differences among norms held by groups, castes, 
and the amount of property held 

14. Poverty of recently settled nomadic people very great 

15. Terai is mixture of in-migrants well within living memory -- 
it is relatively egalitarian (lack of caste hierarchy) 



16. Prominence of wife-beating: it is more common than expected m - 

17. Question about how much women told us rather than what they 
wanted us to hear? 

Americans expect to enter a home on a rather formal, guest basis. 
We tend to be surprised when Nepalis act life family when they 
enter a home for the first time. Regional variations in US and 
Nepal.. . 
18. Poverty -- women are much busier and do all types of:work 
19. Poverty -- women are not dominated by men 
20. There's a high level of interest in non-agricultural income 
possibilities. 

21. Communication in groups (doing PRA) much more open than in 
individual conversation (RA). 

22. Four hours of tractor work replaces 40 people each working 8 
hours and costs one third as much! 

23. Women are outspoken (in a Tharu village) in contrast with our 
expectation. 

24. Empowerment defined not in relation to money but rather with 
reference to the ability to talk with people. 

25. Learning through PRA is very rapid. 

26. Wife beating seen as more important than we expected because 
the method was safe for the women to share this information (no 
speaking out loud, rather just placing a stone in a temporary 
chart) . 



REVIEW OF GROUP WORK ON PRA 

February 12, 1996 

Report on what each group had done with PRA last Thursday and 
Friday 

GROUP ONE 

1. Walk through, slowly, listened to old woman show them around 

2. organized a gathering of people 

3. Social Map -- houses, road, water 
- * area was small, so the map was small, so few people could work 

together 

4. organization Chart -- division of labor by sex and age with 
reference to various tasks 

* Simplicity, ease, quickness important 
* Attention span short 
5. Social Map -- educated children, social issues, 
Attention spin again an issue 

6. Writing Exercise about empowerment 

7 .  Picture exercise, learned through listening to their 
redefinition of various photographs 

8. Chart of financial/month 
various expenses listed -- irrigation, building 
trade-offs examined 
noted priority vs. discretionary costs 

* Seeds, hard to count and measure when placed.in bunches (People 
wanted the good quality seeds that the team had brought!) 

Self criticism: too many tasks led to divided attention and loss 
of motivation among women -- 
travel time too long (we had specifically instructed that site be 
within one hour of the hotel but it was more like two hours away) 

someone must stay there with each activity 

X vs. check mark hard to see -- colorful objects better 



GROUP TWO 

*Distance and time taken up in driving 

took time to gather people, yet had help from mtintroducerM 

map making -- one woman acted as a catalyst, others lat'er said 
she made errors 

mobility may -- purposes of travel to various places, discussed 
among themselves 

time line history -- interviewed a former bonded laborer, now 65 
years old 

Seasonal Map -- 
Pairwise ranking of various expenditures: food, clothing, 
medicine 

*Were hurrying so had some difficulty 

Avoiding bias of one person copying another 

Question: working in very poor community -- can you do pairwise 
ranking when constant expenses appear to preclude differentiation 
among secondary expenses 

possible solution -- use hypothetical pair-wise ranking -- if you 
had enough food, would you be more likely to spend money on x or 
Y? 

- - - - -  

GROUP THREE 

Women came up with nine problems 
assigned pictures for each 
requested each women to voluntarily vote for the major, secondary 
and tertiary problems 
used stones, bits of colored'paper 

. *  Ask them for their solutions 
* Bias by elite women choosing first 
* Effect of having a women-only or mixed group 
If have a man on the team, then village men can ask questions 

easy to form sub groups -- naturally split by age and ethnicity 
- 66 - 



* experientially informed vs. hypothetical 
* assumption among nepalis that alcohol leads to wife beating 
rather, it may be secondary to dowry, polygamy, and illiteracy 
problems 

8 significance of men's illiteracy 

* Who chooses categories for matrices -- if add own categories 
can test own hypotheses -- if use only one's own get strong bias 

People's priorities depend upon their circumstances 

----------------- 
GROUP FOUR 

time of arrival -- this group thinks we should let more than half 
of Their day go by before arriving 

They asked, why are you here? What do you want to do for us? 

Map -- it was fun for all --epicenter of the map was the point 
where they stood 

started with the zamindar 

census taken by asking for beans to be placed on the drawings 

the elicited problems by age -- health, education etc. 
second day -- less interest because women went to collect wood 
skills that they had included making bags, mats, etc. so team 
member made pictures and did a skills inventory with beans 

seasonality --'elicited work and income 

empowerment -- they indicated a young woman as an example -- she 
was a good talker, their judgement deemed to be egalitarian 

team suggested money, villagers rejected this as non-egalitarian 

{Later, Andy Andrews asked about possible political influence on 
.this value that was repeatedly expressed} 

Men's presence decreased women's talking -- asked men 
interviewers to lead the community men away 

best to work in short units of time 

question: effect of the involvement of the zamindar? 



.------- 
GROUP FIVE 

Map and total of six exercises 

In four of the exercises, the categories were chosen by the 
villagers 

Pairwise ranking, empowerment of women asked 
safe environment allowed them to be open 
led to a debate about their needs among the women themselves 

parents not sending girls to school -- various reasons given that 
interviewers considered to be excuses 

Picture story -- 
legal issues came out 

later asked women to write their major problem as a cross check 
(9 of the 11 were literate) and found that the same issues were 
highlighted 

typical work day elicited -- 
has some trouble structuring the matrix -- if reported hour by 
hour, chart became very messy as,each person added her marks 

solution -- record for one woman at a time -- rub out after 
copying onto paper 

conclusion: elegance of the ch~rt not the most important part of 
the exercise! 

seasonal work -- women reported only two hours off each day, none 
in June, July and November. -- led to question: do the women 
have time for an income generation activity? 

tried chart on legal problems -- did not have enough time, late 
addition of extra columns meant that results were inconsistent... 

* Sequencing of exercises important -- got very good picture 
story but it was not first 

(Chickens liked the beans!) 



GROUP SIX 

first day map and pair-wise ranking re: desire to open shop 

*Reviewed and edited the map (villagers made corrections) 

* Matrix on shops -- vegetables, household goods, sewing, tea 
shop 
Analyzed profitability (using Kathmandu/Western categories!) 

Time line -- very recent (men only -- perhaps should also have 
been women) 

* Three groups of five women -- asked to decide on three 
priorities for change -- written on chart on ground 
we then assigned pictures to go with each category -- later found 
that their interpretation of the pictures was very different so 
had to re-do the voting 

Picture story -- when the main character was given a name speeded 
UP 

Linkage between exercises of thinking up three priorities and 
portraying them in a graph NOT understood by the women 



SUMMARY OF REVIEW OF PRA PRACTICE: 
My notes on team memberst comments about PRA -- Feb. 12 

It works! 
It offers a safe context for people to tell about themselves 

Time is important -- go slowly 
keep the diagrams etc. easy 
simplicity important 
attention slips when too complicated (or hurrying) 

materials, 
paper blows 
chickens eat seeds! 
good to draw pictures while in the field 

Various types of voting -- weighted, pair wise, preference 
ranking 

re-doing is really good -- showing map to folks for them to make 
revisions -- or vote again if there was a mistake 
elegance of the product not the most important part!. 

discussion about eliminating a constant factor (food) before 
doing pairwise ranking of other factors -- suggestion that folks 
could try hypothetical questions ... 

0 
interpretation of pictures -- very easy for us to assume that we 
know how others see pictures! 

men vs. women -- men on the team can lead intrusive men away 
team felt mixed groups was best 

Cross checking 
Sequencing 
Linkages (sometimes people don't see connections you assume) 

sub groups easy to form 

test own hypotheses by dictating categories sometimes, though 
reliance on others to choose categories best in general 



PLANNING THE CUSTOMER SURVEY 

This section contains notes from discussions during which the 
team or'various sub groups planned the up-coming customer 
survey for SO3 drawing from their study and practice of RA and 
PRA during the previous two weeks 

1. Questions to start from and notes on working discussion 
(pp. 72 - 74) 

2. Customer Survey Outline 
(pp. 75 - 76) 

3. Lists of Volunteers 
(P* 77) 



PLANNING THE CUSTOMER SURVEY 

Questions to Start From: 

how many VDCs? 
How many people? 
RA/PRA/both? 
When? 
Where? Midwest and Terai? 
Linkages within S03? 
Measurement? 

Where? 
How many VDCs? 
Mow many of us? 
How many teams? 
When? 
How long? 
Back and forth to the mission? 
Purpose? 
Resources for NGO participants? per diem? charge to staff time 
on grants? 
Team composition? 
USAID base -- reporter (who), coordination team? 

Re. proportions of PRA and RA... 

depends upon: community sophistication, exposure to development, 
literacy 

also depends upon the issues being investigated 

and upon the time available. 



How much work per team per day: 

My proposal: 

one day, three teams, three wards within one VDC 

team said too fast! (instead.,.) 

they proposed: 

one team, two days, one ward 
(maybe two villages) 

Choice of places: should get a mixture of communities where there 
are development activities already and where there are none 

team should be mix of men and women, USAID and non-USAID, 
Americans should be spread out too,,. 

DAILY WORK: 

two interviews 
social map -- census, literacy, women's jobs .... 
two diagrams etc. -- story, transect?, pair wise ranking, matrix 0 etc. 

THEN: NOTES!!! TALK!!!! 

LOCATIONS: 

Mid West -- Rapti and Bheri areas, each have 5 districts 
Terai -- 18'districts -- three of which overlap with Bheri and 
Rapt i ! 

So, total of 25 districts 

SO3 is defined as focusing on rural areas... 

average of over 50 VDCs per district, with Terai higher 

Therefore estimated, 1500 VDCs. (village development committees) 

each VDC has nine wards and each ward has three or four villages. 
each 

estimate: 400 VDCs in Rapti and Bheri 
1100 in Terai 



REGIONAL VARIATION: 

Eastern Terai -- north of the highway has mixed communities from 
the mountains, south of the highway, indigenous people = modeshi 

Western Terai -- north of the road similar 
south of the road , different modeshi people, in general women 
more restricted south of the road 

Rapti and Bheri -- include hills, mountains, and terai 
assumption: can't get. to mountainous areas.... 

Bheri: districts in Terai: Banke, Bardia (covered by Terai folks) 
in hills: Surkhet, Dailekh 

Jaj arkot (too hard) 
Rapti: inner Terai district: Dang 

hill districts: Sallyan, Pyuthan 
Rukum and Ropa (too hard) 

Recalculation of VDCs 

300 -- hill areas of Rapti an Bheri 
1200 -- Terai 
OR: 20% in Rapti and Bheri, 80% in Terai, but more variation in 
former 

assuming a total of between 45 and 60 days total in the field 

12 days of interviewing in hills 
48 days in Terai 

OR: 

9 days in hills 
39 in Terai 

came up with overall schedule... 



CUSTOMER SURVEY OUTLINE 

(Developed by team on February 13, 1996) 

Sat 2/24 2 vehicles leave for Nepalganj 
3 vehicles leave for Biratnagar 

Mon 2/26 2 teams fly to Nepalganj (Bheri) 
3 teams fly to Biratnagar (E. Terai) 

2/27 1 team to Surkhet. (Bheri) 
1 team to Dailekh (Bheri) 

2/27 Eastern Terai teams work in 
2/28 Mechi Distt. of Jhapa zone 
2/29 Koshi Distt. of Sunsari zone 
3/1 Sagarmatha Distt. of Siraha zone 

2/28 Bheri teams work in 
2/29 Surkhet 
3/1 Dailekh 
3/2 

3 teams fly back from Biratnagar 

Sun 3/3 2 teams fly back to Nepalganj (KTM if possible) 
314 2 teams fly back to Kathmandu 

3/4 3 vehicles return from Biratnagar 
3 1 5 1 6  2 vehicles return' from Nepalganj 

WfTh 3/6&7 FULL TWO-DAY MEETING IN USAID CONFERENCE ROOM 

Sat 319 2 vehicles leave for Napalganj 

Mon 3/11 2 teams fly to Nepalganj and 
proceed by road to Dang 

3/11 3 teams drive to Central Terai 

3/12 2 teams work in Dang (Rapti) 
3/13 

3/12 3 teams work in Central Terai 
3/13 Jakahpur Distt. of Sarlahi zone 
3/14 Narayahi Distt, of Parsa zone 
3/15 Lumbini Distt. of Rupandehi zone 



1 team travels from Dang to Sallyan (Rapti) 
1 team travels from Dang to Pyuthan (Rapti) 

3 teams drive back from Central Terai 

Rapti teams work in 
Sallyan 
Pyuthan 

2 teams return to Nepalganj 
2 teams fly back from Nepalganj 

2 vehicles return from Nepalganj (or leave there?) 

FULL TWO-DAY MEETING IN USAID CONFERENCE ROOM 

3 vehicles leave for Nepalganj (or only one if two 
were left there after 3/20) 

Mon 3/25 3 teams fly to ~epalganj 

3/26 3 teams work in Western Terai 
3/27 (HOLIDAY) 
3/28 Banke or Bardia Distt. in Bheri zone 
3/29 Kailali Distt. in Seti zone 
3/30 Kanchenpur Distt. in Mahakali Zone 

3/31 3 teams return to Nepalganj (and to KTM is 
possible) 

Mon 4/1 3 teams fly back to Kathmandu 

TWTH 4/2,3,4 BIG MEETING: THREE FULL DAYS IN USAID CONFERENCE 
ROOM 

4/2/3 3 vehicles return from Nepalganj 



List of (Possible) Volunteers for Different parts of the Customer 
Survey. . . 
Terai (E) 

Bijay, Ramesh, Soi-Lan, Kiran, Josephina, Meloney, Chitra 

Terai (C) 

?Bijay, Kiran, Sabita, Jyoti, Arati 

Terai (W) 

Shubha, Uttam, Arjun, Bijay, Ramesh, ~abita, Amrita, Chitra, 
Durga, Vicki, Arati 

Bheri 

Shubha, Uttam, Durga, Arjun, Mukul, Arati, Amrita, Vicki (must 
attend meeting in Nepalganj on 3/2 and 3/3 

Rapt i 

Durga, Meloney, Mukul, Arjun, Amrita, Vicki (lives in this area 
so could be of great assistance), ?Ramesh 



I TRAINING OF TRAINERS 

Very little time remained for this short section of the; 
workshop intended to help participants review and evaluate 
both what they had learned and how they had learned it, and 
then consider what they feel would be important to include in 
a similar workshop were they to plan one to train others in 
the methods. 

I 

One participant (from an NGO) was indeed planning a workshop, 
so everyone made suggestions about how he should set his up. 



TOT & Evaluation explanation 

Arjunfs Training Program (Evaluation with an eye to training 
others) 

Introduction, RA,PRA methods 
observation exercise 
topic -- strategy planning, need assessment 
teamwork 
training trainers?? 

? --> How to design strategic plan using PRA 

field trip -- learn by doing 
RA? -- issues, development of discussion, probing, see advantages 
of PRA 

# of people, bigger for PRA? 

LISTEN 

listen for differences 
attentive listening 
Saboteur 
Reporting out 
role of note taking/documentation 
handouts 

how to analyze 
emerging issues? 

agency's manageable interest? 



PROPOSAL FOR ACTION RELATED TO THE SO3 CUSTOMER SURVEY 

This section contains a copy of my proposal to the Mission 
suggesting immediate conduct of the customer survey followed 
by rapid preparation of an RFA to establish partnerships with 
other groups for further design and implementation of the 
reconceptualized activity. I prepared this because some felt 
that a lengthier process paralleling the traditional project 
design strategy would be required after completion of the 
customer survey and subsequent preparation of a customer 
survey plan for the Strategic Objective. 

(pp. 81 - 84 )  



.Proposal for Action Related to the SO3 Customer Survey 

Anne T. Sweetser PPC.CCI 
February 16, 1996 

Summary: 

I propose that the Mission create and empower an SO3 team to move 
expeditiously to engage partners, form an expanded team and 
commence implementation of the activities deemed most appropriate 
for promoting women's empowerment as a consequence of the 
customer survey proposed by the team that I have just trained in 
teamwork, relaxed appraisal (RA) and participatory appraisal - 
I base this on the model provided by the fully empowered 
Bangladesh democracy SO team that issued an RFA within a few 
weeks of completing a customer survey for which I trained the 
survey team last spring. (CELs were intended to provide models 
for the rest of the Agency to emulate after October 1, 1995.) 

Rationale: 

The USAID Agency Objective is to foster significant development. 
results that improve the lives of people, our ultimate customers. 
(Delays in obligating funds mean delays in obtaining results.) 

The Agency aspires to becoming a learning organization that 
creates, acquires and transfers knowledge and modifies its 
behavior to reflect new knowledge and insights. Empowered teams 
are a prerequisite for this capability. 

After conducting the customer survey, the FSNs will be 
sufficiently skilled to organize and carry out -- in conjunction 
with USAIDfs partners -- similar participatory studies for 
design, implementation, monitoring and evaluation tasks for all 
programs throughout the Mission. 

This conforms with re-engineering principles and also with the 
plan for strengthening NGOs as outlined in the New Partnership 
Initiative, 

Team Formation: 

A Core Team consisting of specialists working in the area of 
women's empowerment should be defined. This should be headed by 
Jane Nandy and include (at least) Nancy Langworthy, Josephina 
Dhungana, Kiran Man Singh, Arati Nirola, and probably Shubha 
Banskota . 



(The use of "Core Teamw to designate this team conforms with 
Agency practice. I recommend that a different term be chosen fo 
the mission management team to avoid serious communication 
problems. ) 

A full SO team should also be designated. This should include 
representatives from the director's office, contracts, financial 
management, EXO, program and other relevant offices. Virtual 
team members should also be selected. Among these might be 
Gretchen Bloom of ANE-SEA, Rebecca Jennings of G.WID, Alec 
Newton, RLA based in Bangladesh, and possibly others such as Karl 
Schwartz PDO in Bangladesh and ~ a r i  Clark'of G.WID. 

The first task of the SO team would be preparation of a team 
charter outlining (at least) the purpose and goals of the team; 
the norms for membership, ~oles, and participation; modalities of 
reaching decisions; procedures for defining tasks and measuring 
team performance. clarification of the goal of moving rapidly 
forward with implementing the  activities would help define the 
constitutive tasks, their order and required time, and need for 
subteams or other delegation of tasks (such as checking with 
other donors about their activities in related areas, which could 
be done by any team member, and preparing the text of the RFA or 
RFP, which should be done by (a) member(s) of the core team, I 
presume). Responsibilities of each participant could then be 
delimited. Each would be assured of the opportunity. of making 
appropriate input without dedicating excess time and effort.  he@ 
full team would keep focus on progress toward the overall goal 
and conduct regular evaluations of their teamwork, probably using 
a "dashboard" of their own design. All team members would 
evaluate one another under the 360 degree personnel review 
system. Someone should be designated to enter records into the 
team (and other) module(s) of the reengineering computer system. 

Specific issues for early decision include a choice of 
contracting mechanism (contract or cooperative agreement or 
grant) hence RRA or RFP. Methods for ensuring appropriate 
linkage with other SO teams in the mission should also be 
discussed. Later, planning for expanding the team to include 
partners who would be involved (possibly in further design and) 
in implementation would be an appropriate agenda item. A 
detailed schedule for all intervening tasks should be prepared. 
The team would accept mutual accountability for their decisions 
for which additional clearances would not be required* 

TO facilitate true empowerment of these nested teams, I recommend 
just-in-time team training led by Camille Barnett, Ph.D. of RTI 
(who had trained members of the Bangladesh CEL prior to my 
arrival there last spring) or another specialist. Jerry Delli 
Priscolli of the U . S .  Army Corps of ~ngineers might be able to 
recommend a skilled consultant. Perhaps Karl Schwartz could 
facilitate this and a full training scheduled for the entire 
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.mission during the first less-than-obscenely-busy period of time 
on the schedule. Note that Nancy Langworthy will be required to 
devote her near full attention to work with the customer survey 
team during the weeks of March 4, 18, and April 1. Also Kiran 
Man Singh, Josephina Dhungana, Shubha Banskota and Arati Nirola 
will play a crucial role in carrying out the survey for the next 
six weeks. 

Proposed Schedule -- at least for purposes of discussion! 
This is very ambitious -- but in comparison with the Bangladesh 
effort p~obably doable. Without a working multifunctional team 
structure Bangladesh certainly would not have been able to move 
as expeditiously -- I offer this proposal assuming that such a 
structure is implemented. 

I have also created this schedule without consulting those who 
will be most affected, for example Jane Nandy. There are 
undoubtedly competing demands on her and others time (as in 
managing on-going contracts of the SO) that must be taken into 
account. I have assumed that it will be possible to hire an 
experienced proposal writer (as mentioned by Dave Johnston for 
similar situations in the past) for draft and finalize the RFA. 

As I have repeatedly stated, I ai.unaware. of details of the 
contracting process etc. Clearly, I have assumed an RFA 
mechanism. 

March 8 completion of SO3 full team charter 

March 15 decision re: RFA vs. RFP 

March 29 completion of check on other donor activities 
and only those additional pieces of research 
etc. that clearly contribute to moving toward 
the goal of rapid implementation and that are 
legally required (check with Alec Newton on 

. how Bangladesh handled this!) 

April 12 

April 19 

April 26 

completion of customer survey report 

finish brainstorming and narrowing of 
activity options based on customer survey 

text of activity options based on 
brainstorming by full team during previous 
week 



May 10 

May 22 

May 29 

June 21 

August 2 3 

Sept. 1 

draft RFA based on customer survey and @ 
activity options (including mention of 
intended expanded team structure) 
Note: I have not seen the complete RFA sent 
out from Bangladesh. I presume it was very 
lean and mean and thus humanly write-able in 
this period of time -- I may be wrong. Some 
sections might have been prepared earlier. 

Hiring a consultant to prepare this the would 
be eminently reasonable! 

finalization of RFA 

publication of RFA 

due date for responses 

last date for awarding cooperative agreement 

convening of expanded SO3 team with 
preparation of team charter a primary task... 



TOOL KIT 

for 

EFFECTIVE 

TEAMWORK 

The "TOOL KIT" is intended for you to use back on the job to assist you in teamwork 
situations. This set of tools was developed in part by Camille Cates Barnett, Ph.D, in 
collaboration with USAIDPBangladesh. Other tools were added by members of the TOT 
development team. 

These tools will only prove useful if you try them and master them in your job environment. 
Feel free to develop new tools and to share them with other operating units and with the 
Learning Center in Washington 
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JOB AID: Defining Team Roles 

ISSUE ADDRESSED: Participation 
 AS&^ Different Team Roles 

DESCRIPTION: 

1. Leader: Primary functions are to: (a) lead team meetings and work with facilitator 
to plan meetingslagendas and monitorlstrengthen team processes; (b) ensure the team 
has what it needs to make decisions including the "right skills at the right time"; (c) 
provide intellectual leadership; and (d) communicate with non-team members. 

2. FacilitatorfProcess Observer: Primary functions are to: (a) with team leader, plan 
meetingslagendas and monitorfstrengthen team processes; (b_ advise team on use of 
alternate team tools and processes; (c) helps identiQ "right needs at right time," and 
(d) critiques effectiveness of team processes. 

3. Time Keemr: Primary function is to ensure team remains on schedule as per the 
agreed agenda and of time remaining to complete agenda tasks. 

4. Recorder: Primary functions are to: (a) capture core ideas of team discussions; and 
(b) summarize and record decisions made by team during meetings. a ' 5 .  Member: Primary functions are to: (a) contribute actively to team problem solving; 
and (b) carry out assignment between team meetings. 

6.  Virtual Team MemberlResource Person: Primary function is to provide expert 
knowledge at critical junctions in the team's problem solving, i.e., "the right 
knowledge at the right time." 

7. S~onsor: Primary functions are to: (a) serve as the team's advocate vis-a-vis 
management; and (b) communicate management's interests to the team. 



JOB AID: Developing Team Mission Statements 

ISSUE ADDRESSED: Task Defmition 
Identifying Problems 

DESCRIPTION: 

1. A mission statement establishes the problem a team is to resolve, the tasks it is to 
accomplish, or the goal(s) it is to achieve. It is a short statement which gives clear 
direction to the team and determines what resources will be required by both the team 
and those who assign the team its rnission(s). 

2. An example" The mission statement of the USAIDIBangladesh "Democracy Team" 
is: "Test a 'customer-focused' experimental design model by using it to develop an 
democracy program for the years 1996-2000." 



JOB AID: Developing a Team Charter 

Empowering 
cl&@ing ~elationshi~s 
Task Defmition 
Identifying Problems 
Performance 
Knowing When Goals Are Accomplished 

DESCRIPTION: 

1. Team Goal - Make goals clear, including the planned schedule. 

2. Expected Results of the Team - The "results" package should be clearly identifiable 
and measurable. 

3. Expected Activities of the Team - e.g., detecting end-user needs, developing criteria 
for selecting partners, developing and implementing a work plan, etc. 

4. Resources Available to the Team - Human and financial resources required should be 
specified among other things. 

5.  Communications with Senior Management - Use of e-mail, team leader, reports, etc 
to keep senior management informed should be clarified. 

6. Authorities of the Team - The team's authorities should be made clear including any 
special ad-hoc delegations needed. 

7. Out of Bound Conditions - Specify the critical ones, e.g., delays caused by a lack of 
resources, a breakdown in cooperation with USAID's partners or the government, etc. 

8. Skills/Qualities Necessary - e.g . , knowledge of Bangladesh's political system 
kuowledge andlor skills in executing techniques to detect end customer needs, etc. 

9. Team Membership - Name both the core team and the virtual team. 

10. Schedule - Describe the timetable. 

1 1. A sample team charger is attached. 



development and documentation of team process tools particularly helpful to 
the "D" Team's experience with USAIDIBangladesh and Agency staff. 

4. Exuected - Activities of the Team: 

(A) Develop and implement an evaluation of the experimental design model. 

(B) Develop and implement a work plan for achieving the "D" Team's goals. 

(C) Develop and implement methods to detect end user needs with regard to 
democracy; develop selection criteria, select USAID's democracy partners, 
and negotiate "development agreements" with partners; develop 
analyticaYcausa1 frameworks and conduct supplementary analyses; validate 
planned outcomes with USAID'S ultimate customer; prepare appropriate 
analytical and obligating documentation; and develop customer service plans 
linking USAID to its partners and its partners to its ultimate customer. 

@) Develop and carry out activities for enhancing team participation skills among 
"D" Team members and sharing the "D" Team's experience with team 
building and effective team tools with USAIDfBangladesh and Agency staff. 

5 .  Resources Available to the Team: 

(A) A basic framework agreement with the Government of Bangladesh (BDG) 
which established the procedures to be followed by USAID and the BDG in 
designing a new democracy program and reqyired documentation. 

(B) Human resources as noted in Sections 9 and 10 below. 

(C) If necessary, sufficient FY 1995 OYB resources to finance the participation of 
USAID's partners in the development of analytical frameworks, the 
identification of activities, and customer service plans (i.e., Steps 4 and 7 of 
the experimental design model). 

@) Sufficient operating expense funds to conduct and user/ultimate customer needs 
assessment (step 2 of the experimental design model). 

6. Communications with Senior Management: 

(A) The "Dm Team will communicate with the USAID Director and Deputy 
Director through the team leader or facilitator. The team will keep these 
individuals informed as to progress against an agreed schedule and when it 
approaches the agreed out-of-bounds conditions. 



(E) Breakdown in team process including cooperation with USAID'S partners or 
the host government. 

(F) Results of the end userfultimate customer needs survey and validation of 
desired program outcomes with end users/ultimate customers. 

(A) Knowledge of Bangladesh's political processes, institutions, and rules of 
behavior. 

(B) Knowledge of and skills in executing techniques to detect and identify the 
democracy "needs " of US AID'S ultimate customers. 

(C) Knowledge of USAID's operational procedures with special knowledge of 
assistance met-ms, fnancial analysis, and program evaluation. 

10. Team Makeu~: 

(A) Core Team: 

Members : 

Leader: 
Facilitator: 

Rabiul Hoque, Sarah-Ann Lynch, Fazlul Karim, 
Alvera Sweet, and Zareen Khair 
Karl Schwartz 
Rosalie Fanale 

(B) Virtual Team: 

Legal Issues: Alexander Newton 
Participant Training: Riffai Sulaiman 
Bangladeshi Politics: William Hill 
End User Methodology: Anne Sweetser 
Evaluation: Turra Bethune 

(C) Customer Needs Detectioflalidation Support: 

For a period of about five weeks (March 26 to April 30), the D Team will 
need to supplement its membership with six to eight temporary members fluent 
in Bangla who will work with the core team to develop and conduct the end 
userlultimate customer needs detection step of the experimentaI program 
design model. Similar support for a period of about two weeks (July 16 to 
August 15, 1995) will be required to validate desired program outcomes with 
end usersfultimate customers. 



r JOB AID: Developing Work Plans 
... 

ISSUE ADDRESSED: Task Defmition 
Defining Task Schedule, Strategy, Resources 
Empowering 
Getting What is Needed 

DESCRIPTION: 

1. A work team develops a work plant that identifies: 

(a) the major tasks to be accomplished 
(b) time frame to accomplish tasks 
(c) strategy for accomplishing tasks 
(d) resources required 

2. The type of document used for work plan development varies. One type of document 
is a "Scheduling Chartn where one axis is used to display the task and the other axis 
is used to display the time (sample attached). 

3. After development of the Work Plan, the work team presents the plan to the full team 
for discussion. <. . 4. The Full Team reaches consensus on items 1 (ad) of work plan. 



JOB AID: Checking Team Performance 

ISSUE ADDRESSED: Team Work 
Increasing Trust 
Task Definition 
Identifying Problems 

TOOL: 3 Questions 

DESCRIPTION: 

' 1. Each person gets 3 index. cards and numbers them 1, 2, and 3. For questions 1 and 
2, the team member writes 3 responses. 

- 2. ' The 3 questions are: 

1) What 3 things are going well? 

Variations. What do you want to keep? What do you want more of? 
What do you want to start? 

2) What 3 things are not gojng. well? 

Variations: What do you want less of? What do you want to stop? 

3) If you could change one thing, what would it be? 

3. Sort the cards by number, analyze the results (trends, surprises, areas of high concern 
or interest, questions, agreements and disagreements, potential problems and 
opportunities). If small groups are used to analyze the results, report back to the 
largest group. 

4. Develop strategies to address concerns, areas of interest, potential opportunities, and 
other issues. 

5. 3 Questions can be used to check a team's progress and as a beginning point to 
develop a work plan for improving team performance. 

6.  To focus on the team's process, use the 3 questions in step #2, focusing on the team. 
Eg: "What is going well in the team?" "What is not going well in the team?" If I 
could change on thing about the team, what would it be?" Follow steps #3 and #4. 



USAID/BANGLADESH 
"D" TEAM 

MONITORING SYSTEM 
DASHBOARD GUIDE 

April 22, 1995 

This memorandum, a guide for the "D" Team to follow in using the dashboard as a 
monitoring tool, discusses the steps the team will need to take to use the dashboard to review 
its progress. It also provides an explanation for each of the measures on the dashboard. A 
sample dashboard and questionnaire are attached. 

Dashboard Use 

1. Remonsibilitv. The team should assign one member to be "dashboard manager," and 
another to be "assistant dashboard manager." The dashboard manager is responsible 
for ensuring collection of dashboard information, processing the information, 
circulation of completed dashboards to the team, and presentation of findings to the 
team. Additionally, both "manager" should be thoroughly familiar with the dashboard . 
software. 

2. In~u t  and Preparation. Initially, dashboard data will be entered by team members on 
a weekly basis; the team may decide at a later point to vary the periodicity of data 
collection. 

Assuming weekly entry, the dashboard manager will remind the team that their 
submissions are due each Tuesday. Each member will input their answers to the 
questionnaire. At the same time, the dashboard manager will manually add the 
information that heishe is responsible for and process all information as required. By 
COB each Wednesday, the dashboard manager will have a complete dashboard ready 
for circulation to team members. 

3. Team Feedback and Discussion. The dashboard manager will present the findings of 
the current dashboard to the team at the subsequent team meeting (normally on 
Thursdays). The presentation will form the basis for team discussion of progress. 
This discussion may be led by any team member as determined by the team. 

Explanation of Measures 

Some of the information on the dashboard is to be generated electronically as a result of 
individual team member responses to the questionnaire. Other information must be inputted 
by the dashboard manager. The source of data is indicated for each measure. 



Morale 

"Rate your morale at this time ("1" represents low and " 10" represents high)" 

Participation 
"Rate the quality of team member participation in the tasks the team is undertaking at this 
time (" 1 " represents poor and " 10" represents excellent)" 

Tools 
"For the tasks the team is performing now, rate its use of the right tools (" 1" represents 
inappropriate and " 10" represents appropriate) " 

Decisions 
"Rate your comfort with the decisions the team is making now (" 1 " represents low and " 10" 
represents high) " 

Right Skills 
"For the tasks the team is performing now, rate the availability of the right skills (" 1" 
represents low and "10" represents high)" 

5. Alert Buttons (input: dashboard manager) 

Alert buttons will, if triggered, indicate that the team needs to consider what 
corrective actions need to be taken and whether or not to consult with Mission 
Management. There are four alert buttons which correspond to team out-of-bounds 
conditions: Schedule, Change Model, Resources, and Team Process. 

The dashboard manager will use the following parameters to judge whether or not to 
trigger an alert button. 

Schedule: A current measure of "7" or less on the schedule dial will trigger the alert 
button. The alert button should also be indicated if the team is considering a revision 
to the work plan which will extend the overall period of work. 

Change Model: The alert button should be indicated if the team is considering a 
change in the activity design model. [Among the reasons that this might occur are 
new guidance from USAIDIW or Mission Management, unforeseen problems with the 
BDG or partners.] 

Reauired Resources: The alert button should be indicated if at any time the team has 
information suggesting that necessary financial or TDY resources may not be 
available as planned. 

Team Process: Should any of the current team process dial indicators fall below "7", 
this will trigger the team process alert button. 



( .' 
JOB Aa): Reporting Out 

'-.. . 
ISSUE ADDRESSED Communication 

Keeping Other Interested Parties Informed 
Performance Measures 
Knowing When Goals Are Accomplished 

Description: 

1. The team decides early on when and how it wants to report its findings to non-team 
members. Reports to management are agreed to in the charter. 

2. Each written report is clear in its presentation. Appropriate background material as 
well as necessary attachments must be included. 

3. The written reports are drafted by one person and should be kept short. The reports ' 

are modified and later agreed to by the team. 

4. The written reports are distributed to appropriate parties. 

5. At appropriate intervals during the team process, the team orally presents the 
information to interested non-team members. 

C 6. Oral presentation is made using a variety of techniques depending on the size and 
make-up of the audience. Techniques include visual aids, break-out groups, audience 
participation, and more. 

* 
7. Oral presentations should be kept relatively short, but need to answer all questions 

from the audience. 

8. An example report is attached. 



JOB AID: Process Observation 

ISSUE ADDRESSED: Team Work 
Maximizing Participation 
Improving Efficiency 

TOOL: Process Observation 

DESCRIPTION: 

1. The behaviors observed are both verbal and non-verbal. Verbal behavior includes 
how often each team member speaks, what patterns there are in the order people 
speak, and the role of the verbal behavior. Non-verbal behavior includes the physical 
arrangement of the room and the participants in the room a& the role of the non- 
verbal behavior. 

2. To record the observations, use charts. For example, a drawing of the room. and 
seating arrangement can be used to record non-verbal behavior, as shown in chart A. 
Lines drawn from participant to participant can reveal the pattern of verbal behavior. 
in the group. In chart B, a matrix with the names of the team members is on one 
axis and the types or roles of behavior on the other axis. Types participation include: 
gatekeeping , supporting, questioning, explaining, disagreeing, interrupting, testing, 
deciding, using humor, proposing an idea, and other roles the group may want to 
monitor. Have one person monitor the group and count how in any comments of 
what type each team member makes. 

0 
Chart A Chart B 

3. It is important to separate observation from interpretation. 

4. Check interpretations with the group. 

5. The team can assign one of its members as a process observer to check the 
participation i the group during its meetings. 



c. JOB AID: Meeting Minutes 

ISSUE ADDRESSED: Decision Making; 
Recording Decisions 
Communication 
Keeping Interested Parties Informed 

DESCRIPTION: 

1. At the beginning of the meeting, the team decides who will be the recorder for that 
meeting. 

2. The recorder takes notes on the meeting, the team recorder (or team leader) recites all 
the dekisions, and the team agrees that they become part of the official record. 

3. At the end of the meeting, the team recorder (or team leader) recites all the decisions, 
and the team agrees that they become part of the official record. 

4. The recorder write minutes, and distributes minutes to team members. Management 
should also have access to team minutes. 

5 .  Minutes are communicated electronically prior to the next meeting, so that team 
members can read the minutes, and approve the content before the following meeting. 

- 
6. Minutes are limited to one page. 

7. A example of minutes is attached. 



JOB AID: Conflict Resolution Styles 

ISSUE ADDRESSED: Decision Making 
Managing Conflict 

DESCRIPTION: 

1. Comveting: Forceful, win-lose to getting team to adopt your position. appropriate 
when (a) on important issues where to do otherwise would compromise team's long- 
term effectiveness, e.g., other team members through weighted voting. 

2. Accommodating: Yielding approach neglecting your own concerns. Appropriate 
when: (a) you know you are wrong; (b) the issue is more important to the other 
person; (c) you are losing the conflict and wish to sustain your credibility; (d) 
preserving harmony and avoiding disruption are important; and (e) others need to 
learn from their mistakes. Accommodating shows you are reasonable, interested in 
group harmony and consensus, and builds social credits for future use. 

3. Avoiding: Sidestepping conflict, postponing resolution. Appropriate when: (a) 
combatants need to cool down or when additional information can resolve the conflict; 
(b) others, with additional knowledge or less passion, can resolve the conflict more 
easily; and (c) the issue is trivial or you have no change of winning the day (e.g., the 
opponents have more power, or the issue is beyond the team's control). 

4. Compromising: Splitting the difference, exchanging concessions, seeking a middle 
ground. Appropriate when: (a) an expedient solution. is needed to complex issues; (b) 
two opponents with equal power are strongly committed to mutually exclusive goals; 
(c) when goals are moderately important but not worth the disruptive affects of a 
"competitive" stance; and (d) as a backup conflict resolution technique when 
competition or collaboration fail. Negotiation skills are needed to resolve disputes by 
compromise. 

Collaborating: Parties work together to find a solution which meets the needs and 
concerns of all parties, digging into an issue to identify the underlying concerns and 
develop an alternative that meets both sets of concerns. Appropriate when (a) issues 
are too important to be compromised, avoided, or accommodated and competing 
would be too disruptive; (b) the objective is to learn, merging insights from people 
with different perspectives on the problem; and (c) the objective is to gain 
commitment by incorporating other's concerns into a consensus decision. Consensus 
building skills are needed to resolve conflict through collaboration. 



r JOB AID: Modes of Team Participation 
--. . 

ISSUE ADDRESSED: Participation 
Clarifying Purpose of Participation 
Decision Making 
Using Appropriate Decision Styles 

DESCRIPTION: 

1. Be sure everyone on the team knows the definitions of these short-hand ten&- for 
types or modes of participation: 

Tell: The speaker is providing. information. Participation is limited to 
receiving information and asking questions for clarification. 

Sell: The speaker is advocating or explaining a position or course of action. 
Participation is limited to asking questions for clarification and 
explanation of rationale. 

Test: The position or recommendation is essentially decided. Participation is 
to identifj any traps, unforeseen consequences or other major 
problems. 

Consult: The problem is identified with some potential solutions. Participation 
is to analyze options, consequences, implementation strategies and 
make suggestions for improvement. Options can be ranked and 
additional options can be generated. 

Join: Concern is identified. Pdcipation is to clearly define the problem, 
generate and rank solutions and implement. 

2. The team member announces what mode of participation he or she is in at the 
beginning of a discussion so everyone is clear what the purpose of the participation is. 

3. If there is confusion about the purpose of the participation, team members ask "What 
mode are we (you) in?" 



(. 6. Be imaginative; build off of ideas that are already listed. 
-- 

7. Do not criticize or praise ideas, either verbally or with gestures. 

8. Duplicate or similar ideas may be combined only. with the concurrence of the 
suggestor and the rest of the team. Do not "overn combine ideas. Other means are 
available to reduce the number of items on the list later. 

9. If clarification of an idea is needed, the suggesting member should provide the initial 
~ l a ~ c a t i o n .  Other members may participate if they feel that they can help. 

10. Usually, no time frame for brainstorming is set. If limited time is available, 
however, it may be necessary to set limits for the session. 

11. One option to the standard procedure: Before starting, ask the participants to write 
down two or three ideas. This encourages participation by everyone and helps 
prevent an earlier idea from "coloring" the direction of the team. Participants do not 
have to put forward ideas that they have written down. 

12. One caution about brainstormed lists. Often the list are typed and copied for 
distribution to team members or others. Be sure to label these lists as the results of 
brainstorming so that readers recognize that hey have not been evaluated or 
prioritized. 



JOB AID: Multivoting Technique 

ISSUE ADDRESSED: Decision Making 
Determining Priorities 

DESCRIPTION: 

How to conduct a multivote: 

1 . First generate a list of items and number each item. 

2. If two or more items seem very similar, combine them, but only if the group agrees 
that they are the same. 

3. If necessary, renumber all items. 

4. Have all members choose several items they would like to discuss or address by 
writing down the numbers of these items on a sheet of paper. Allow each member a 
number of choices to do at least one-third of the total number of items on the list. 

5 .  After all the members have silently completed their selections, tally the votes. You 
may let members vote by a show of hands as each number is called out. If there is a 
need for secrecy, conduct the vote by ballot. 

6. To reduce the list, eliminate those items with the fewest votes. Group size affects the 
results. A rule of thumb is: If it is a small group (5 or less), cross off items with 
only 1 or 2 votes. If it is a medium group (6 to 15 members), eliminate anything 
with 3 or fewer votes. If it is a large group (more than 15 members), eliminate items 
with 4 votes or fewer. 

7. Repeat steps 3 through 6 on the remaining list with the choices reduced accordingly. 
Continue this until only a few items remain. If no clear favorite emerges by this 
point, have the team discuss which item should receive top priority. Or, you may 
take one last vote. 



Fishbone Diagrams 
-. . 

ISSUE ADDRESSED:Decision Making 
Analyzing Problem 

DESCRIPTION: 

1.State the desired end result, or the problem. Draw in a box on the right side of the flip 
chart, and extend a line from the box horizontally to the left hand side of the chart. This 
creates the "head" and "backbone" of the fish. 

2.Generate general categories of causes, resources or issues for the problem or desire end 
result. (Examples of the categories might be: Staffing, Resources, Systems, Communication 
or Materials, Methods, Machinery, People and Environment.) Above and below the center 
line, draw boxes for the categories of causes for the problem or categories of needs to 
produce the desired state. Draw lines from each of the boxes to the center line, creating the 
"bones" of the f ~ h .  

3.From each of the lines in step #2, list details of that category. 

4.The discussion identifies resources needed, potential roadbIocks, ideas for strategies, need - - 
for additional data and other information that & used in developing plans. . 

5 .Example: 



Detailed Flowchart 

This chart describes most or all of the steps in a process, with varying levels of detail. 
Often this level of detail is not necessary, but when needed, the team as a whole will develop 
a top-down version, then smaller groups can add levels of detail as needed. 

The detailed flowchart consists of various shaped "boxes" or forms. Examples are shown 
below: 



TYPES OF MEETINGS 

Reporting/ Information Sharing 
Works best when. . . 

timing, numbers of people, the need for clarification of information, is called for. 
used as a way to spot potential problems developing. 

Won't work if. . . 
sharing the information in a group format opens up more questions than there is 
preparedness to answer them. 
sharing the information is more easily done on a one-to-one basis. 

~tactive/Opinion Sharing 

Works best when. . . 
the meeting is intended as a legitimate channel for participants to be heard and to 
listen to .othersy opinions. 

Won't work if. . . 
reactions and opinions hold little or no influence potential-when criticism is not really 
valued. 

roblem Identification and Problem Solving 

Works best when. . . 
there is a perceived need to make a change in the status quo. 
there are sufficient resources available in the group to solve the problem. 

Won't work if.. . 
there is not enough motivation to change the status quo. 
there is a-lack of rtsourcefulness to change the situation and to follow through on 
prescribed changes. 

Decision Making 
Works best when. . . 

there are a number of alternatives to decide among and there is pressure to makc 
a decision. 
there is genuine commitment on the leader's part to use the participants' input. 

Won't work if. . . 
the group's expectation is to be part of the decision-making process but instead is used 
as a rubber stamp. 

Planning 

Works best when. . . 
there is a mandate for the group to engage in policy making and goal setting. 

Won't work if. . . 
the group lacks authority or is unclear about its authority to implement plans once 
decided upon. 



CONDUCTING EFFECTIVE MEETINGS : 
THE GROUO MEMBER'S ROLE 

Pr io r  t o  t h e  meeting: 
* Gather and f ami l i a r i ze  yourself with re levant  information. 
* Prepare yourself  t o  par t i c ipa te  i n  meeting t h e  objectives of t h e  

session.  

As a Group Member, you have the following roles and 
responsibilities : , 

* Keep t h e  f a c i l i t a t o r  neutra l  and out  of t h e  content discussion. 
Keep t h e  recorder  neutzal and make su re  your ideas a r e  being 
recorded accurate ly .  

* U s e  t h e  same f a c i l i t a t i v e  behaviors, t o o l s ,  and techniques t h a t  the  
f a c i l i t a t o r  uses.  

. *  Focus your energy on the  content of t h e  problem. 

Specific techniques for Group Menbrs: 

* Respect and l i s t e n  t o  other individuals.  
* Keep an open mind. 
* Vary your seat - avoid cliques. 
* Donf t be prematurely negative. 
* Don't overly defend your ideas. 

Dontt cu t  o ther  people off  o r  put  words i n  t h e i r  mouths. 
Take r e spons ib i l i t y  f o r  the  impact your behavior is having on 
others .  

* Challenge yourself  to e--lore otherf  s pos i t ions  and ideas fu l ly  
p r i o r  t o  p u t t i n g  f o r t h  your own. 

* Pay a t t e n t i o n  t o  and e--lore t he  non-verbal cues t h a t  others 
agree/disagree with you. 

CREDIT: Michael Doyle and David Straus,  
Collaboration For 80's Oruanizationg 



ISSUE: INFORMATION SHARING 

DRIVING FORCES 

Uncertainty on information 
shared in order to provide 
a service 

*Having no access to all info. 
we need to complete a task 

Improved technology, i-e., 
E-mail, Internet & other 
means of telecommunications 

Formation of S .O. teams 

Limited access to reading fdes I NMS be instal1ed 
Lack of use of electronic files I Reengineering movement in place 

Fewer secrets I 
* Budget restrictions I 
Liited use of teleconferences 

* Limited sharing of information 
with our partners 

RECOMMENDATIONS: 

* Limited sharing of information with our partners 

1. The development of the RPs and CSPs - Bring partners into this exercise 
(as of June) 

2. Develop (or obtain) clear guidelines on what publications we can share 

3. Bring them in as members of extended teams 

* Access to all information needed to complete a task. 

1. Identify information needed and communicate with people who have the 
infomation 

2. Fewer secrets 

3. We should be aware of guidelines (who needs info.) 



CONDUCTING EFFECTIVE MEETINGS: 
THE FACILITATOR' S ROLE 

P r i o r  t o  t h e  meeting: 
* Assist /coach t h e  l e a d e r  and/or t h e  recorder  a s  t o  h i s / h e r  r o l e  i n  

t h e  meeting. 
* Check out  expecta t ions  h e l d  by t h e  l e a d e r  toward t h e  f a c i l i t a t o r .  

During t h e  meeting: 
* A s s i s t  t h e  group i n  focusing i t s  energy on a common t a s k .  
* Suggest procedures f o r  address ing  agenda i t e m s .  
* A s s i s t  t h e  group i n  i t s  at tempt t o  f i n d  win/win so lu t ions  t o  

problems. 
* Work toward e s t a b l i s h i n g  a c l imate  conducive t o  open and e f f e c t i v e  

i n t e r a c t i o n .  
* Provide s t r u c t u r e s  t o  ensure  good l i s t e n i n g .  

. *  A s s i s t  t h e  group i n  managing i t s  d i f f e r e n c e s  and c o n f l i c t s .  
* Encourage whatever degree of p a r t i c i p a t i o n  t h e  p a r t i c u l a r  meeting 
calls f o r .  

* Pro tec t  ind iv idua l s  from persona l  a t t a c k .  
* A s s i s t  t h e  l eader  w i t h  pre-  and post-meeting l o g i s t i c s .  

After t h e  meeting: 
* Debrief t h e  l eader  and cons ider  how the meeting went. 
* Agree on what t h e  l e a d e r  and f a c i l i t a t o r s  might do d i f f e r e n t l y  i n  

f u t u r e  meetings t o  improve t h e i r  q u a l i t y .  


