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" DEFINITIONS

The following is a 1ist of words or phrases used in this report, -
and the usual meaning of the terms as used in this report.

ActiQitx - A developmental effort participated in by AID. It is
intended to include both Project and Program Assistance
undertakings. “

Activity Classification System - A method of assigning numbers and/or
letters to serialize and classify activities in such a way
as to indicate their relationship to a prepared list of
categories.

Basket Project - A conglomerate of several projects which are presented
as sub-projects of a single project, even though most of
the sub-projects have their own starting and ending dates
established independently of other sub-projects.

Data Bank (Memory Bank) - The repgsitory of previous and current AID
and other developmental agencies' experience which can be
easily retrieved and utilized for further AID internal and
external needs.

De-Basketize - Terminating basket projects (see separate definition)
either by terminating all, or all but one, of a basket
project’s sub-projects or by establishing the sub-projects
as separate projects.

Design Assumptions - Assumptions about the éxternal influences and
factors which will affect th. causative linkages as
incorporated in the Logical Framework.

Disbursement Based on Performance - A procedure by which disbursements
are made only upon receipt of proof of the satisfactory
completion of a performance indicator.

Evaluation Plan - A statement in a project proposal or project
agreement between a host country and AID which states
when and how an evaiuation will be undertaken and what
will be evaluated.

Field of Concentration - (Same as area of concentration) A priority
emphasis of an AID program as set forth in a DAP. It may
refer to cne sector, e.g., agriculture or to a multi-sector
program e.g., rural development or to the development of a
specific geographic area within a country or sub--region,
e.g.. Jordan River Basin Development.
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Global Sector Strategies - Agency-wide strategies for AID's areas of
emphasis, to wit: Food and Nutrition; Education and
Human Resources; and Population and Health.

Inputs - (See Logical Framework.) Refers, in the design of a project,
to the resources to be made available and utilized to
produce certain specified outputs. Resources could be
cash, technical services, commodities, training.

Key Performance Indicator - An event, action or report which is a
significant measuring point of performance in the carrying
out of an activity.

Life of Project - The period of time between the start of a project
(initial obligation of funds) and the completion or
termination of the project.

Logical Framework - A system of project design showing the resuits
expected for each level of intent when a project is
successfully completed. Results are expressed as objectively
verifiable targets, together with means of verification and
controlling assumptions. This system facilitates effective
evaluation of progress toward targets.

Measurable Goals/Objectives - Pre-establishing in project or program
-+ design what will be measured or observed to demonstrate
progress, i.e., objectively verifiable indicators,
qualitative or quantitative.

Module Approach - A methcd of preparing a document through the assembly
of predetermined subject matter so that each of the elements
may later be utilized without the need of rewriting.

Multi-year Funding -~ The allocation of money from one fiscal year to
fund an activity during subsequent fiscal years--presently
provided For loan-funded activities, but only on a very
restrictive basis for grant-funded activities.

Qutputs - (See Legical Framework.) Refers, in the design of a project,
to the planned results of the management of resources
(inputs) devoted to the preject--results which collectively
should achieve the purpose or end cbjective of the project.

Project - A projert is a logically self-contained AID-financed
uncertaking of stated duration with a specific verifiable
end result designed to contribute directly or indirectly
to the economic/social development of one or more
less-developed countries.
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Project Assictance - A term proposed for use as a category of
‘assistance to encompass what has been defined in AID
manual orders as technical assistance and capital
assistance {also see project).

Project Phasing - The act of dividing a planned activity into
discrete segments, each of which is susceptible of
being planned, approved and implemented as an individual
project.

Program Assistance - Any undertaking of a non-project nature (loan
or grant) undertaken by AID to provide resources to a
cooperating country under circumstances where the
totality of resources made available, rather than their
particular use, constitutes the primary U.S. concern.

The major Program Assistance activities are: AID
Commodity Program Assistance, PL 480 Program Assistance,
Cash Transfers and Local Currency Use for Budget Support.

Sector Support Assessment - That part of a DASP which fully describesd
the key problem areas of a sector, prescribes means for
solving the problems and establishes time-phased plans
for arriving at the solutions.

Spring Review - A periodic investigation in depth by AID/W of one
or more aspects of a developmental problem area (e.g., rural
poor, small farmer credit, land tenure, intermediate credit
institutions).
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I.  INTRODUCTION

The Task - Develop an integrated system for planning, budgeting,
accounting and reporting (PBAR). ,

Background

Phase 1

-~ A part-time task-force effort, dating from 1972, culminated in a
“Concepts” paper in early 1974 which (a) critiqued AID's management system;
{b) recommended a conceptual framework for modifying the system; and
(c) recommended an intensive six-month effort to develop and elaborate
the approaches proposed.

-= On 4 April 1974, the Administrator requested the initiation of
the proposed intensive development effort. ( See Tab A for the
Administrator's memorandum and the Concepts paper.)

Phase II

-- On 21 May 1974, the Deputy Administrator: (a) approved a full-
time chairman for the PBAR Task Force and an expansion of the task force
membership, and appointed an Advisory Committee to assist the Task Force
(Tab B~1); and (b) approved some working assumptions {Tab B-2).

-~ Recognizing that it would not be possible to elaborate within the
six-month time-frame a proposed modified system with all the detail specified
in the Concepts paper, the Deputy Administrator (a) instructed the Task
Force chairman to compiete the structure of the management information
system; and (b) established the priorities 1isted in Tab B-3 and referred
to in Section Ill. below.

-- In carrying out the priorities, the Task Force has given:
(a) priority attention tp the programming (planning, budgeting, project
selection, design and approval) and evaluation processes, particularly
for capital and technical assistance,and the management information needs
related to these processes and to implementation; (b) less, but
considerabie attention to the implementation process, with special
attention to integrating loan and grant procedures; (c) only modest
attention to program assistance; and (d) virtually no attention to
personnel managenent and administrative support operations, and
management information needs in those areas.

-- Phase II terminates with the submission of this report, and
proposed follow-on action by the Task Force is referred to in this
report as Phase Iil activity.



II. GENERAL CONCLUSIONS

-- AID does not need a new system for programming (planning, budgeting
and actfvity design and approval), implementation and evaluation, but:

. Most of the processes can and should be strengthened and/or
streamtined.

.. Project design and evaluation most need to be strengthened.

. Greater attention should be given to establishing targets and
measuring performance against those targets.

. Greater consistency is needed in the application of policies
and procedures by the various bureaus and missions.

.. A better understanding of the intended interaction of the
various processes is needed, particularly the value of timely
evaluation to both implementation and subsequent planning and
project design, and the importance of planning as a first step
in project selection.

. The budgeting process should be simplified and focused on over-
all budget levels and on comparing performance against plans
(in both financial and non-financial terms).

.. Capital and technical assistance (loan and grant) procedures
<an and should be integrated to a very large extent.

. Imp]ementation procedures should be streamlined and documentation
simplified.

-~ AID does need to overhaul ity management information system in
order to:

. Provide greater support to management's objectives of measuring
performance against plans.

.. Inform management when the programming and implementation
processes are not proceeding as planned, and to spot problems
before they are crises.

.. Improve the timeliness and quality of information available
for meeting external requests for information.

.. Expand, and make more efficient, the retrieval, for agency
purposes, of information on on-going and terminated AID activities.
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. Up-date and improve the financial information system in
order to:

- provide more meaningful and useful information for all
levels of agency management;

- make more productive use of people and equipment;

- improve data coverage for monitoring performance against
plans in financial terms.



ITT. RECOMMENODATIONS

A. Introduction

There foliow: (1) an exposition of the more general recommenda-
tions of the PBAR Task Force; and (2) a summary of the more detailed
recommendations included in the tabs on the individual agency processes
(Planning; Budgeting; Activity Identification, Design, Review and Approval;
Implementation; Evaluation)} and the management information system. The
alphabetic designator in this section for each process coincides with the
tab designator for the process. The recommendation number in the tab is
provided to facilitate reference.

B. Recommendations Related to DA/AID Priorities

: The PBAR recommendations which relate specifically to the PBAR
Immediate Priorities paper (Tab B-3), approved by the Deputy Administrator,
are consolidated in Tab C.

€. General Recommendations

1. The three categories of assistance currently described in
the manual orders {technical, capital and program) should be reduced to
two: Project Assistance and Program Assistance. The integration of
technical and capital (grant and loan-funded) assistance into Project
Assistance is discussed in Tab F, Recommendation 1, and Tab G, Recommenda-
tion 1, and reflected in Chart 1 on the following page. A detailed
discussion of Chart 1 is included in Tab C, Item 2. Sector locans
(even of the Colombia type) and institutional grants (such as that to the
International Executive Service Corps) should be categorized as Project
Assistance, with the view of obtaining better design and evaluation.

2. Although Program Assistance procedures now in the manual
orders can be incorporated in the handbooks without major change, PBAR
proposes to review them in Phase III, with two objectives in mind:

a. Incorporating some of the tools and requirements for
planning, design and evaluation now included in the
project assistance; and

b. Streamlining procedures somewhat as a by-product of
refining the information system.
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3. The PBAR Task Force, with some changes in personnel, should
continue into Phase I1I of the instailation of the PBAR concepts. Specific _
recommendations about the Task Force's role are provided in V.B. below.

4. To obtain the full benefit of a number of the PBAR recommenda-
tions, and in some cases to ensure the feasibility of the recommendations,
a substantial improvement in project design is needed. The following are .
proposed to suppert the effort to obtain such an improvement: .

a. There should be an expansion of the agency's information
exchange and training effort, particularly in project -
design and evaluation.

b. Top management should increase its involvement in agency
processes, particuiariy planning and evaluation, to
demonstrate that top management is just as concerned
about selecting the right activities, impiementing them
in an effective and timely manner and determining their

~ impact, as it is in meeting obligation and expend1ture
targets. Some specific proposals are included in Tab D,
Recommendation -1, and Tab H, Recommendation 2.

c. There should be a critical review of the grant project
portfolio, similar to that in process for lcan projects,
to ensure that all old projects meet new design and
evaluation standards. See Tab F, Recommendation 9, and
Attachment 5--the latter is a summary table on the age
of current grant projects. -

5. Although PBAR believes that adoption of a concept of phasing
(Tab F, Recommendation 4) could permit the design of shorter AID projects,
it does not believe that it is reasonable to expect that all projects
(technical or capital assistance) can realistically be completed in three
years, as suggested by some legislators. PBAR recommends that the agency
adopt five years as a normal limit, with longer-term projects and extensions
beyond that period requiring exceptional approval. Implicit in this
recommendation is that top management would approve a modification of PD 57
and would be prepared to seek congressional acceptance of greater flexibility
in the life of projects. Discussions with Congress of the planned "clean-up"
of the existing portfolio and the installation of the recommendations included
in this report could provide a basis for discussing the three-year restr1ction
on project life.

6. AID's management information system (AIDMIS) should be expanded
to -support a programning information system (Tab I, Recommendation 3) and
an implementation/reporting/evaluation information system (Tab I,
Recommendation 6). In addition, the financial information system needs to
be further modified and improved (Tab I, Recommendations 4 and 5 and
Attachment 5).
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7. A better means {s needed to ensure that the various systems
of the agency are maintained and reviewed periodically to ensure continued
relevance. The work of the SOG will help, but PBAR believes that the
magnitude of the current efforts and the size and complexity of agency
operations justify the establishment of a small, full-time systems
coordination office as an adjunct to the office of the Deputy Administrator.
The systems coordinator would monitor systems improvement efforts and
systems maintenance, and serve as a sounding board for proposals for
modifying the various processes and information systems.



MISSION
REGIONAL
CENTRAL
STAFF

cOMG S
E8s}
N TER £ 3$s~4 i

PLANNING
PROCESS

AGENCY POLICY, MIS
SVALUATION (et GOALS AND ke
PRIORITIES DATA BANKS
GLOBAL STRATEGY
STATEMENTS
REGIONAL SECTORAL
MBO SPECIFIC CRITERIA FOR
ANNUAL OBJECTIVES PLANNING mmmm— o TYPE OF
FOR OFERATIONAL GUIDANCE ASSISTANCE
AND BUDGET YEARS ® PHASE-OUT
REGIONAL BUREAUS CENTRAL (TAB AND PHAI]
MINI-DASP DASP1 DASP I}
MISSIONS FIELD SECTOR
SUPPORT SUPPORT
Pl
DAP| DAPH ROGRAM PROGRAM
FOCUSED
ON KPA's

FIELD OF

CONCEN-

TRATION

PROJECT PROJECT PROJECT

DEVELOPMENT DEVELOPMENT DEVELOPMENT

741003:P8.




0. Plarning

1. Top management should participate extensively in the planning
process. (D-1) ‘

2. A statement of over-all agency goé]s should be developed,
accompanied by annual objectives for operational and budget years. (D-2)

3. Global strategies should be prepared for Food and Nutrition,
Education and Human Resources and Population and Health. (D-3)

) 4. Regional AID strategies should be prepared to bridge over-all
agency goals and global strategies to country program strategies (DAP's). (D-4)

5. DAP's should include measurable objectives and evaluation
criteria. (D-5)

6. Development Assistance Support Programs (DASP's) should be
prepared by TAB and PHA for inter-regional programs. Regional bureaus
should also prepare a mini-DASP to provide a framework for their regional
programs. (D-96)
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E. Budgeting

1.. Project approval should be more ciose]y integrated with the
budget process. (£-1) ’

2. PBudget submissions should focus more on budget-year proposals
and less on operational-year detail. Budget reviews should rely more on
life-of-project budgets supported by performance reporting. (E-2, 3, 4)

3. The Congressional Presentation should be prepared showing
less detailed tinancial data and emphasizing more accomplishments and
implementation plans. (E-6) ‘

4. Multi-year funding of grant projects should be introduced
gradually, e.g., for new, well-designed projects involving both loan and
grant funds. (E-7)



-12 -

ACTIVITY IDENTIFICATION,

DESIGN, REVIEW AND APPROVAL

DAP/SA (F/C) OR
DASP/SSA (KPA)

SOCIO-ECONOMIC FACTORS

MAJOR BENEFICIARIES

OTHER DONORS/LENDERS

PID

@ DESCRIPTION

BUREAU/PPC

REVIEW

HOST COUNTRY

POLICY ISSUES

® TOTAL COST
® DURATION

PRP

RELATED AID EXPERIENCE

RESOURCE ANALYSIS

IMPLEMENTATION PROBLEMS

OTHER U.S. AGENCIES

STUDIES DONE

RELATED HC ACTIVITY

[Economc ANALYSIS

® LOGICAL FRAMEWORK

® PROJ FINANCIAL PLAN

® PROJ DEVELOPMENT
SCHEDULE

L

BUDGET
SUBMISSION

BUREAU/PPC

REVIEW

CONGRESSIONAL
PRESENTATION

PP

®LOGICAL FRAMEWORK

TECHNICAL ANALYSIS

SOCIAL ANALYSIS

POLITICAL ANALYSIS

HC FINANCIAL STATUS

HC ADMiIN CAPABILITY

® IMPLEMENTATION
PLAN

® PLANNED PERFOR-

. MANCE CHART

® FINANCIAL PLAN

® EVALUATION PLAN

APPROVAL

®BUREAU

®PPC

®DLSCFOR LOANS
e A/AID

OBLIGA-
TION

IMPLEMEN-
TATION

741003:PBAR




- 13 -

F. BActivity Identification, Design, Review and Approval

1. Project design, review and approval requirements, procedures
and documentation for technical and capital assistance, whether grant or
loan-funded, should be integrated toc the maximum extent possible. [A
specific propesal (Attachment 3 to Tab F) is being field-tested.] (F-1)

2. In designing new projects, careful consideration should be
given to phasing long-term projects (e.g., over five years' duration),
thereby facilitating the partial or full participation of other donors
and encouraging greater host country participation in follow-on phases. (F-4)

3. The criteria for determining which projects wouid require
approval by the Administrator and the timing for obtaining such approval
should be revised. A proposal in this regard is provided in Attachment 4
to Tab F. (F-6) , _

4. The operating bureaus (regional bureaus, TAB, PHA) should "
continue to have the responsibility for managing the new projects' review
process, but PPC should be responsible for obtaining greater consistency in
project definitions, procedures for review and portfolio management. (F-7, 8)

5. The bureaus should critically review their portfolio of old
grant-funded projects to ensure that current design standards have been
applied and to determine whether phasing (per F-2 above) would be feasible.
No new "basket" projects (for an example, see Tab F, Recommendation 9) or
additions to basket projects should be approved. Existing basket projects
should be de-basketized by the end of FY 1976. A summary table on the age
of the grant projects currently in AID's portfolio is included as
Attachment 5 to Tab F. (F-9)

6. Steps should be taken to reduce the elapsed time between project
authorization and the initiation of project implementation. One possibility
might be to have missions engage host countries actively in the final stages
of project preparation and urge them to initiate actions during this stage
that now are done after authorization, but before disbursement. (F-11, 12)

. 7. 1If the present attempt to "catch up" in project preparation
is successful and if the foregoing recommendation can be initiated,
consideration should be given to discontinuing the present practice of
treating loan authorizations as obligations for Congressional Presentation
purposes. The 15-month FY 1976 might be a good time. (F-13)
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G. Implementation

1. The content of project agreements for loan and grant projects
should be standardized much more than at present and focus on performance
criteria, Logical Framework elements and evaluation and reporting plans
{including reporting after the completion of the project if necessary to
confirm that the project purpose has been achieved). (G-1)

2. AID-funded contracts should be more output or pefformance-
oriented. (G-3)

3. PBAR should study fmplementation procedures further during
Phase III, with special emphasis on streamlining the processing of Project
Implementation Orders. (G-5, 6) , '
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H. Evaluation

1. The concept of evaluation should be expanded to include
evaluations of: :

a. Loan-funded project assistance.
b. DAP's and DASP's. (H-1)

2. Top management should continue to stress that project/sector
design and evaluation, and incorporating evaluation elements into design,
are just as important as other processes for which senior officials are
held responsible. (H-2)

3. The different kinds of evaluation need to be defined more
precisely, differentiating the requirements for depth of analysis, frequency
of the review and reporting to AID/M. A possible approach is provided on
the following page. (H-3)

4. Special and continuing attention is needed:
a. to expand design and evaluation training;

b. to involve host-country officials more effectively
in the design and evaluation process. (H-4)

5. Additional methodology should be developed in furtherance
of the expansion of the concept of evaluation (H-1 above). (H-5)

6. Better indicators of performance are needed. For AID
entities presently working on this problem, see Attachment 3 to Tab H. (H-5)

7. Greater use should be made of prior evaluation results,
audits and other reviews which provide evaluative data. (H-6)

8. The 1nformétion retrieval system should be accorded higher
priority than heretofore--PBAR assumes that further SOG action is
contemplated. (H-7)
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1, Routine~Informal

2, Routine~-Formal

3. Specisl or
Inter-country

4. Ex post facto

Performed By

AID/W ofiice or
mission, possibly
in c¢ollaboratior
with H.C.

AID/W office or
mission, possibly
with outside help;
in collaboration
wich H.C.

AID/W office,
mission or special
team (possibly

. contracted),

possibly in
collaboration
with H.C.

Recipient country
or special team
{possibly con~
tracted)
acceptable to
recipient eountry
and AID

Types of Evaluaticm - Project Assistance

Frequency

At least amnnually,
preferably in con~

.junction with the

anaual budget review.

a. In accordance with
project design;

b. biannwally if net
provided for in
project design; cor

¢. in response to a
specific problem or
information need--
perhaps rising from an
informal evaluation.
{Scheduling reflected
in the Aanual Evalua-
tion Plan.)

Ne specific timing.
Operating bureau or
PPC evaluation office

normally would initiate.

No specified timing,
but subsequent to
termination of &
project or program.

Purpose and Depth of Analysis

Primarily to serve mission management--—
provides : basis for selecting activities or
programs for mere in-depth evaluation.
Involves esking questions about continued
validity of project or program design and
underlying assumptions, and reviewing
performance against plans.

Can vary, but as a minimum it should involve
the analysis provided in M.0. 1026.1. The
primary purpose would be to serve the mission
and hogt country. It would involve relatively
detailed analysis to:

2. determine causes of serious implementation
problems, if any; and )

b. examine progress toward and likelihood ef
achieving project purpose and making
gignificent contribution to program goals.

The principal objective would be to:

(a) search for specific lessons for
transferability; and/or (b) isolate indicators
of performance for general use. Generally an
in~depth analysis would be required. Either

an inter-country survey or an evaluation within
one country might be involved.

The primary objective could be comparable to
that of (a) a formal evaluation (No. 2 sbove)
if a follow-on project or sector program were
planned or (b) a special evaluation (No. 3
above). A particularly in-depth study would
be appropriate after the phase-out of sn

AID program.

Reporiiqg Requirements

Opticnal for projects, unless budget and/

‘or implementatiup plan modified.

PAR required, but would involve modiffica~
tion of PAR with emphasis on:

a. changes in the validity of project
assumptions; .
b. changes in design, implementation plan
or budget of project; if substantial, & ,
PP revision would be required.

c. reasons for need to wodify project; i
d. lessons learped that may be
transferable, !

Detailed report would be required for
disseminacion throughout Agency.

Same as No. 2 or No. 3 depending upomn the
principal purpose of the evaluation.
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I.v’Managemenf Information System (AIDMIS)

1. The basic information needed by AID management should be
structured into an AIDMIS composed of the following interlocking major
systems: (s) programming information; (b) financial information;

(c) implementation/reporting/evaiuation information; (d) personnel
information (not directly reviewed by PBAR); (e) administrative support
information (not directly reviewed by PBAR); and (f) program support
information. (I-1)

2. A new activity classification system is needed. A basic
structure for a new system is sketched out in Attachment 3 to Tab I. (I-2)

3. The AIDMIS data bank should be expanded to incorporate
country and sector program goals (from DAP's and DASP's) and project
data (including planned financial data) beginning with the initial
proposal (PID). A preliminary proposal listing the additional data to
be included and some illustrative reports which could be generated from
them is included as Attachment 4 to Tab I. (I-3)

4. The improved design and integration of the financial
information sub-systems and their further automation should continue.
Additional description of this effort and an elaboration of guiding
concepts are included as Attachment 5 to Tab I. (I-5)

5. Current project reporting generally should be replaced by
two types of "key indicator" reports:

a. A Project Performance Tracking System (PPTS) which
would require reports on certain project-specific key
performance indicators previously agreed upon during
the project design stage (see Attachment 6 to Tab I
for a fuller treatment) and

b. One or more reports comparing planned and actual
financial indicators. (I-6)

6. The need for and the feasibility of a data bank on economic
and social indicators of AID recipient countries should be explored during
Phase III of the PBAR effort. ‘7-7)

7. The need for, and means of incorporating in a more systematic
fashion, data on other deonor activity should also be investigated. (I-8)
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1v. IMPLICATIONS OF RECOMMENDATIONS

Ao Manqggmént Approach

-- The underlying assumption of PBAR recommendations is that top
. management wishes to assign responsibility to the appropriate management
level and hold the indi:idual manager accountabie, and that the information
system should not necessarily procuce a large amount of data related to on=
going operations~-vather the information flow should be of an exception
nature designed to alert management if policy is not being followed or
implementation of policy is lagging.

-~ The implication of the foregoing is that management will
not express its displeasure with intermediate management levels if they
must go to the field or subordinate AID/W offices for specific current status
information; in fact, top management may need to reassure intermediate
management on this point to =nsure that some nf the detailed reporting now
required from the field will be dropped when new simplified reporting systems
have been installed.

B. Ro]es
. -- An implication of the management approach descrlbed above is

that AID/W should reduce its ‘econd- -guessing” role vis-a-vis the field missions.
| -- The PBAR recomnendations reflect the foregoing by:

. Emphasizing excellence in design and mutual commitment in
appreval, with implementation to be primarily a field
responsibility.

. Recommending adoption of a simplified project performance
tracking system which would replace monthly or quarterly
narrative reports to AID/W on detailed loan implementation.

.. Proposing a substantial reduction in the amount of
detailed input data that will be supplied in the budget
submissions for annually funded projects. This should
cause AID/N reviewers to use the life of project budget
that the mission (or AID/W office) is regquired to submit
with 2ach new project, supplemented by the project
performance reporting cited abcve.

C; Coi]aborative Style

-- A number of the PBAR rerommendatﬁons imply or assume a high level
of collaboration with recipient countries, e.q.

. .. Preparing meaningful DAP's with measurable goals.
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.. Achieving petter project design.

. Reducing the time span from project authorization to
initfation of implementation by encouraging the recipient
country to begin undertaking actions before authorization
that are not taken now untii after signature of agreements.

. Obtaining implementation plans with a networked performance
chart which will provide a meaningful base for a project

performance: track1ng system that w111 not be under
continual revision.

. Obtaining useful evaluation results and feeding them back
immediate]y into on-going projects.

.. Undertaking ex post facto evaluations.

D. Mission and AID/W Work Load

-- PBAR has not done a detailed study of the 1mp11cat1ons of
its recommendations on mission and AID/W staffing, but the following are
tentative conclusions about the effect on work ioad:

.. Requirements for better project design and evaluation will
increase the work load and possibly the manpower requirements
in the field and in AID/W operating offices.

. Notwithstanding improved field capac1ty for project design
and evaluation, project design teams (d la World Bank)
from AID/W staff and field back-stopping offices in AID/W
will be required to travel to the field to supplement
these field capacities.

. The field work load would be further affected by:

-~ (1) a smaller FBS;

'(2) reduced reporting on loan projects and possibly on
grant projects in Vietnam and Laos.

. AID/W operating offices' work loads should be reduced
because of:

(1) a lass-detailed budget submission to prepare;

(2) a proposal to s1mp11fy PIO/T requirements when the
project involves only a contract.

But there could be some short-term increase because of the
need to prepare bureau DASP's.

S’
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. AID/H staff and field back-stopping offices would be
affected by the following:

(1) smaller budget submissions to review;
| (2) fewer and shorter project reports to review;

(3) an accessible data base to facilitate reviews at
various stages of the budget process;

(4) the need to establish small units to input data
into the automated data base.

E. Training

-- A much higher level of training is needed in project design and
evaluation--plans are already being formulated in accordance with AIDTO A-603
(Attachment 2 to Tab H).

-- Increased training is needed in networking--perhaps as a part
of the project design and evaluation course.

-- Orientation and perhaps some training in ADP will be needed
in AID/W.

F. Uniformity vs. Flexibility vs. Credibility

-~ Implementation of the PBAR recommendations should result in
greater uniformity between bureaus and missions in the way in which policies
are carried out.

-- Greater uniformity implies less flexibility, but PBAR believes
provision remains for the degree of flexibility needed to take into account
the variations in the situations of the countries with which we work.

-~ PBAR believes that too much flexibility in some areas {(e.g., in
the design and structuring of projects and in the way projects have been
presented to Congress) has cost the agency credibility with the Congress.
PBAR proposals are designed to achieve greater credibility while, at the
same time, providing a basis for achieving better implementation.

G. Focus on Performance

.. The theme underlying the PBAR recommendations to focus on
performance at cutput and purpose levels should increase our ability to
judge and to demonstrate to others the significance of AID's contributions.
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.. A greater focus on project performance creates a need for
improved design, and achieving improved design creates a need for an
improved system for storing, retrieving and disseminating basic documents
reflecting past experience, and for abstracting information from such

documents.
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V.o NEXT 51EP

A. Approval of Recommendations

'The Task Force had the benefit of the Advisory Committee's views
during various stages as the Task Force put together this report. '
Subsequently, the Advisory Committee was provided with a copy of the
draft final report and asked to furnish the Task Force with any final
comments. These comments were not to reflect a bureau position on the
report but t¢ indicate which recommendations the individual Advisory
Committee member thought would give his bureau difficulty. These comments
are being provided separately to DA/AID.

The Task Force chairman is prepared to provide an oral briefing
to the SOG or undertake any other steps the Deputy Administrator deems
necessary as preparatory to authorizing the Task Force to implement the
report. A method of implementation is provided in the following section.

B. Implementation of Recommendations

m]here are two basic options on PBAR's role in Phase III:

1. PBAR Implements All

-- This would require PBAR to retain primary responsibility
for the implementation of virtually all of the PBAR
recommendations.

2. Selective PBAR Role

-~ Under this option, PBAR would retain primary responsibility
only for those recommendations:

a. which have not yet been elaborated sufficiently to
begin immediate implementation,

b. which will need to be field-tested or initiated én
a phased basis, or

c. for which there is no single office which would
~ have clear-cut responsibility.

-~ Regarding those recommendations assigned to other offices,
PBAR would recommend that it be assigned the following
functions:

a. Oversight of the installation of the systems changes
by the implementing AID offices and provision of
assistance as requested by the implementing offices. a-d
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b. Detailed observation of the feasibility of the
recommendations as they are put into practice, and
the preparation of further recommendations for fine
tuning, as necessary.

-- Both-PbAR and the implementing office would have the
responsibility for bringing to the attention of the
Deputy Administrator any disagreements which might arise.

-~ PBAR proposes to keep primary responsibility for further
work on the management information system, the implementa-
tion process and some aspects of program assistance. It
proposes to shift primary responsibility to PPC for
implementation of recommendations on planning, budgeting,
evaluation and project identification, design, review
and approval. The few exceptions are covered in the
proposed memorandum from DA/AID to PPC being submitted
separately. '

A PERT chart depicting the Task Force's plan of
implementation is being provided separately to the
Deputy Administrator.
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DEPARTMENT OF STATE Tab A
AGENCY FOR INTERNATIONAL DEV?LOPMENT
WASHINGTON., D. C. 20523

"OFFICE OF
THE ADMINISTRATOR

APR £ 1374

MEMORANDUM FOR: Members of the Administrator's Advisory Council

SUBJECT ¢ .Development of a Revised System for Planning,
' Budgeting, Accounting and Reporting (PBAR)

The attached paper contains a set of concepts which providesthe
basis for modifying AID's program procedures and financial svstems.
The papeér was developed by a task force from PPC and SER.

While I em aware that there are a number of issues that need to be
resolved bafore a revised system is installed, I feel that the

general approach described in the paper is a sound one. I have
advised Phil Birnbaum and Will Meinecke to proceed with the six-montrs
development effort described in the paper, and I request that each

of you provide support and advice as requested by PPC and SER. Any
issues that arise in the course of the effort will be flagged for
senior management attention,

£ , f
. h,_, - . .J ';
".{\" TP Ay '.'\"_-.,.*xf" .
Daniel Parker
Administrator

Attachment: A/S



Plenning, Budpmeting, Accounting and Reporting System - Concepts Paper

I. -Introduction and Problem Statement

The Agency's management system, whose basic purpose is to assist managers
in carrying out their responsibilities, veas designed for the foreign nid
programs of tha early 1960's, when AID's emphases and management interests
were more oh large-scale resource transfers, with planning and implementation
by AID direct hire employees, and less on integrated functional programs
than is the cese today. The management system as a whole has not kept pace
with changes in AID!'s emphases, so that at present it includes a patchwork
of procedures and processes (as described in Section III) which are
appropriate in varying degrees to the needs of the Agency. Most critical
is the fallure of the management system to support two key management
functions;

- assuring that Agency programs reflect stated prioritiés, and
- assuring that programs are proceeding toward, and achieving, their
objectives,

Many individual processes in the Agency are well-conceived and applicable
to AID's present objectives and program directions. What is lacking is a
comprehensive framevwork for development and modification of policies and
procedures, based on a consistent management approach, and a means of
insuring compliance with such pelicies and procedurcs, This poaper is en

ebttempt to provide the conceptual basis for such a framework.
II. Background

In early 1972, the Agency embarked upon a Reform Plan intended to refocus
U.S. foreign assistance programs on areas of basic humen needs, to respond
to the changed environment within vhich economic and social development
would take place in the 1970's. Major elements included:

= functional concentration of programs;
- & more integrated use of the resources available to AID;
- increased use of U.S. private sector 1nst1tut10ns as intermediaries

Ao carry out AID-funded prozrams; and

~ & collaborative assistance style, in which recipients participate
1n planning and carrying out AID-financed azctivities.

PPC, WOrkin? with SER, has been given an assignment to develop zn integrated
system for Planning, Budgeting, Accounting and Reporting (PBAR), which

wouid assisc¢ the Agency in the transition. This effort was initially
intended to produce a medified financial system, more useful to program
managers than the previous. A "Terms of Reference" paper (attached) built
on that premise, was approved by the Deputy Administrator in July of 1972.
As the effort began to move forward, however, three facts became clear:

Al
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- A modified financial system, to be useful, must be based on the
program apprcaches and systems that would be used to build ¢hese major
elements into the Agency's management system;

- These progrem approaches and systems had not been fully developed
so that it was not practical to develop end institute a new financial
system becdus: it would need to be constantly modified as program changes
wvere made; and,

- There was an important "middle ground" between the program approaches
and systems, on the one hand, and the financial records and reports, on
the other, vhere relatively little work was being done. This middle ground
consisted of the processes and procedures by which discrete AID activities
would be planned, approved and carried out.

The focus of the PBAR effort was therefore changed, in early 1973, to include
& review of the major elements of”the Agency's management system which would
affect the way the financial system should be built and used. Under this
expanded scope, the management system has been reviewed and analyzed (as

© summarized in Section III) and a set of concepts, based on a management
approach felt to Ye consistent with AID's present objectives and program
dlrectlons, has been developed (Section IV).

III. Relevant-Characterist1cs and Shortcomings of AID's Existing
Management Systenm

A. Program Systems (which cover planning, review, approval, implementa-
tion and evaluatioh) and related program support systems are structured
around (1) the threce major “types" of assistance: Technical, Capital and
Program, and (2) the methods of furding (loan or grant). Management attention
is primarily directed to inputs and/or the ways they are provided.

d. Séparate,processes and documentation are prescribed for each
of these three principal types of assistance.

2. AM's managenment approach is determined largely by whether
loan or grant funding is used.

8. Ioan-funded activities are treated first as financial
instruments and only secondarily as efforts to solve development problems;
AID's approach for grants, other than program assistance, centers on
providing inputs (numbers of technicians, participants, ete.).

b. Although, theoretically, all three major types of
assistance cen be financed by either loan or grant, specific procedures
describing Technical Assistance cover only grants, and those covering
Capital Assistance focus largely on loan funding. As a result, lcan-funded
Technical Assistance projects are usually proposed, approved, documented
and implemented in accordance with Capital Assistance procedures.
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, 3.y These scparate processes hdve different strengths and
weuknesses, -

&. The Capital Assistance {loan) process emphasizes feasibility
studies and: pre-prOJect analysis, but is weak on definition of purpose and
on evaluation of ongoing and completed activities.

, b. The Technical Assistance system contains a sophisticated
project design and evaluation concept (unevenly applied in practice), but
has been criticised for insufficient pre-project analysis.

Y, Definitions of the three types of assistance are occasionally
overlapping, and do not fully encompass assistance instruments develomned
since the mid 1960's (e.g., sector loans, block grants). As a result,
there is limited current guidance for use on management of these newer
instruments., They are generally-handled on an ad hoc basis and arbitrarily
treated as one (or a combination) of the three basic types.

5. Programs and activities are approved at different points
in the organization.

' &. Ioans (except the smallest in dollar magnitude) are
reviewed and approved centrally, through the inter-agency DLSC mechanism.

b. Grants (except the largest) are approved by the Regional
assistant administrators. Tnis tends to encourage financial tailoring
of projects to fit within Bureau approval authority.

6. Activities, once undertaken, are reviewed by different parts
of the Agency as they are implemented.

a., Grants (because they receive funding increments annuelly)
are revieved periodically during the implementation phase by central offices
"~ as part of the budget processes.

b. Ioans may never be reviewed by the center during the
implementation phase unless a follow-on loan is requested.

B. fThe Agency's financial system has been designed largely tc satisfy
statutcry or ODhcr external requirements, and management needs as expressed
‘in the early and mad-16GC's, It is in need of updating to provide accurate
and relevant data to meet AID's current management needs more effectively.

A major problem for the financial system in recent years has been the lack
of articulation of management needs.

1. Budgets and finencial reports which address program management
needs are structurcad differently for loans and grants. Grants stress inocuts
and methods of implementation; lcans stress drawdowns by letters of comnmit-
ment or other financing instruments.

2\



ER

2. The firancial sy»tem as a whole is a complex of interrelated
menusl and automated sub-systems. At present there are 18 ‘separate
automated applicdtions within the financiel system, each addressing a
particular financial process.

¢. TPFunctional or sectorsl classification of activities is done
according to standard "field of activity® codes for entire projects or
activities.

1. The existing codes have not been comprehensively revised
since the mid-1960's, and have become increasingly inappropriate for describ-
ing AID's current programs. Many activities must be grouped in "all other"
subcategories within major fields such as Agriculture, which seriously
restricts the usefulness of the functional codes.

2. There is no capacity in the current system for describing
AID sreas of concentration in varticular recipient countries, because .
thege frequently cut across field of activity lines.

Iv. Conceptual Framework for Modifications to AID's Management Systenm
(Note: The problem suvatement indicated thaf critical shortcomings of ihe
existing management system related to support in the areas of (1) assuring :
compliance with Agency program priorities and (2) assuring progress toward .
- objectives. The concepts that fulliow are grouved against thuse two wenage-
ment roles for organizational convenience. Taken as a whole, they provide

& comprehensive and unified approach vwhich can serve as a basis for modifying
AID's systems. Implicit in this approach is the need for a central weens of
enforcing compliance with policies and procedures--something that up to now
has proved very difficult to obtain in practice.)

A. To insure that programs reflect Agency priorities:

1. The approved Development Assistance Program (DAP) for each
recipient country should serve as a firm basis for multi-year planning of
Agency programs and’ for review of proposed activities and budget requests.
There should be a requirement that proposals deviating from the DAP strategy
be accompanied by a DAP revision. In this context:

a. All new or significantly revised activities should be
approved, or at least concurred in, by the Administrator or his central
staff, to insure conformity with worldwide as well as country priorities
and adequacy of design.

b, Activities such as Housing Investment Guaranties and
PL hBO programs vhich are funded from other than appropriated dollars should
be integrated as clcsely as possible into normal activity approval processes.,

, 2. The functional classificaticn of Agency programs should be . :
- geared. primarily to internal managexent needs, but should also satisfy
exte*n&l information reguirenents. Therefore;

20
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3 a. fThe standard list of AID's functional categories should
be revised to display the full range of technical fizlds ip which activities
may be undertzker, in view of AID's present emphases and the direction.o? ‘
Agency progrems, The new list should be based on three levels of specificity:

: i.  Categories are the principal subdivisions of the
Agency's 3eve10pment program, and can be related to the new appropriation
structure. ’

: . 1i, Subcategofies are major areas of functional endeavor
within each category. For example, subcategories within the Education and
Human Resources cetegory could be Education, Labor and Development Administration,

1ii. Tlements are logical areas of endeavor within sub-
categories. At any given time, gn elewment that AID has determined to be
& major target of U.S. foreign assistance can be identified as an "exphasis”
" element, t6 te accorded special priority in budgetary allocations and
activity review, . ’

b. An additional dimension to the classification of individual
country programs {or groups of country progrems, if appropriate) should be
instituted, specifically tailored to the country strategy and based on the
three country planning levels prescribed by the DAP guidance:

i. Area of Concentration: An area of principal AID
development interest within a recipient country, to which AID intends to
devote resources in an integrated fashion over a period of years in order
to assist the country in achieving certain specified goals.

: ii.  General Economy: The economy of the ccuntry as a
whole rather than a specific funcitional area. The purpose is defined in
terms of alleviating a budgetary gap or a balance of payments deficit.

. .

. iii. Individual Activity: A single, limited assistance
effort within a particular functional area, but not in an area of concenira~
tion. It is used in cases (1) where assistance will alleviate a relatively
smell specific development problem, (2) where AID is providing a small
portion cf the resources for a larger program being carried out by the
recipient country or other donors or (3) where the objective is other than
purely developmental.

B. To assist managers in evalnating whether programs are proceeding
toward, .and achieving, their cobjectives:

1. The design of -all activities should be based on a logical
rrogression toward achievement of purposes, and should facilitate assessrents
of progress toward them. Plang and budsets should be in terms of perforrance
items. A performance item is a verifiable unit of accomplishment designed
to contribute to the achievement of the purpose{s) of an activity. Particular
»perfbrpance‘items shculd be unigue to the desizn of each activity (they zrs
not stendardized), but each performance item is coded as a standard functicral
element,. to permit aggregation of data at the element level. : <£%>

ot
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2, ‘Procedures and documentation for review, approval and
1mplemcntation of AID-funded or administered activities should be simplified
and structured according to the Agency's objectlves and management interests.
Therefore, the traditional split of AID processes and procedures, vhich is
concerned with types of inputs delivered, and the ways in which they are provided,
should be modified to reflect two methods of providing assistance, whether
loan or grant funded, called Project Assistance and Budget Assistance.

a. Project Assistance - is designed to produce a given output
or set of outputs, whose achievement can be verified ocbjectively, by applying
a describable set of inputs over a specified period of time. (AID's manage-
ment interests lie both in the delivery of specific inputs and in the production

of outputs, which lead in turn to the accomplishment of project purpose.)

Project proposals should include firm life-of-project workplans and budgets,
organized by performence items to.serve as the plans against which substantive
and financial progress are measured, and subject to revision as a result of
the annual evaluation.

b. Budget Assistance - is’designed to improve, enhance or
increase the performance of a recipient entity's ongoing or planned program
by supplementing the financial resources available to that entity. (AID's:
management interests lie in improved performance of the entity, as indicated
by performance against plan). Proposals should include the program and budget
for the entity as a whole and for AID funding over the pericd during which
AYID will support it, and should demonstrate how the AID resources will increase
the program performance of the entity.

3. Resource allocation systems should be simplified and focused
on overall budget levels and on program performance against plans.

a. Annual resource increments for ongoing activities should
be automatic if annual evaluation and financial reports indicate that progress
is satisfactory and in accordance with approved plans.

b. Budgetary cuts should be absorbed by deferring new activities

- or terminating the lowest priority ongoing, rather than by following the now
Jfrequent practice of reducing resources for a large number of ongoing activities,
vhich delays r compromises the achievement of results in both high ard low
priority activities.

k. Financial processes and procedures should be revised to meet
management needs based on the above program concepts and at the same time to
meet regulatory requlrements.

a. TFinancial processes (including their supporting ADP applications,
should be integrated into a more responsive financial system,

b, Flnanc1al records and reports should, where appropriate,
be organ17ed by activity performoance items, to focus management attentlon

on progress toward accomplishments. Reports should gencrally be on an
exception basis. :
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¢, In cases vhere financial performance is reflected most

accurately by recipient entity expenditures of dollar-generated local
currencies (as with some sector loans), such information should be included

in AID's management reporling system.

5. The evaluation process should be augmented and more uniformly
applied to'Agency activities. Financial reports should be used in conjunction
with the results of annual substantive evaluations and physical progress
reports, to assess progress of agtivities.

V. - Benefits of a Manazement System Based on the Above Concepts

A. TIn genecral a system which reflects the above concepts will assist
management in determining whether programs are focused as they should be.
It provides for a simplified and cshortened annual budget submission from the
field, with the development of inGividual activity budgets (proposals and
revisions based on substantive reviews) spread throughout the year. Thus
" management attention at budget time is directed to overall levels and
activity priorities. The use of performance items with a price tag. to
structure activities requires greater design specificity, focuses managerent
attention on accomplishments. and provides cost data for use in considering
alternative means ol achieving given outputs.

B. The system allows for the inclusion of all acceptable current (and
probable) methods of providing assistance in a single management approach.
It simplifies procedures and documentation for planning and carrying out
Agency programs.

C. It requires AID to build an integrated financial system that contains
fiscal (and possibly physical) data describing progress toward activity
objectives., More efficient use of AID's automated data processing capabilities
would resultb,

D. Such, a system would make for a clearer distinction between the
management roles of the field and ATID/W, reducing detailed information flows thal .
lead to nonproductive sccond-guessing of Tield judgements in AID/W.

VI. Preliminary Asency Renction to Selected Concevts

Informal briefings on selected aspects of the PBAR proposals have been given

the senior staff of principal bureaus and offices (Africa, Latin America,

Asia and Supporting Assistance Burcaus, as well as the Technical Assistance
Bureau, Bureau for Population and Huranitarian Assistance, Bureau for Frogran

and Management Services and the Office of Resources and Budget of PPC). \
The purpose of the briefings was to initiate discussion and solicit views

on some of the PBAR coricepts on which systems redesign would be based.

The briefings identified provlems and defects of current systems, They
covered proposed (1) functional categorization of AID assistance
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activities, (2) definition of” cpuntry planning levels and the basic methods
of program implementation, (3) planning and.budgeting by performance items
(outputs) and to some extent related accounting and rcportlng and (h resource
allocation on the basis of activity priorities.

Generally specaking the response was guarded. Certain ideas were supported
vhile other ideas generated skepticism.

Those areas Whlch received general support were:

- widespread concurrence with the identification of problems and
defects of the carrent programming process;

« broad agreement that the Agency is excessively oriented toward
| 1] input S“

- bellef that the 1mp051t10n of any new system chould be approached
cautlously in view of unavoidable burdens on the field;
. -~ complete agreement that AID/W-lmposed workload should be simplified
“and rationalized; agreement that programmlng and financial systems should be
better 1nteprated

- general acceptance, in theory, of the des1rab111ty of budget review |

'and financial repcrting on an exception ba51s, foeusing on actual vs. planned

performance;
= general agrecement on the need to install a coding system that will

yelgtae Arencv astivitios o the new ep ronristion ctvnetnrae and an n'nﬂ!:‘l'nr?

functional classification system.
Jtems that generated skepticism were:

~ impression that PBAR as described in the briefings, is largely a
financial system and thut financial information is only one element of
the data needed by managers to make decisions;

- mlxed reactlon to the definitional distinction between “budget
assistance” and '‘project assistance" Concern that this distinction was
"~ imprecise and not adequately defined;

-~ concern regarding the ability to develop acceptably accurate
life-of-project budgets as 2 basis for subsequent allocation decisions
.because of frcquent shifts in project plans;

= substantial skepticism regarding the ability of project designers
to construct «eaningful performance items with enough precision to budget
and account on that basis and the true usefulness to management of such
date; ) A

- concern regarding loss of the option to "chop a little here and
there" due sto deemphasis on standard inputs--commodities, particivants,
technicians--and instead budget on the basis of eliminating lower priority
activities;

~ general concern regarding percelved shifts in responsibilities
from the operating AID/W Bureaus to PPC, and from AID/W to the field.
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In sunmution,ithe preliminary reaction of the Bureeus is largely inconclusive.

fhe briefings addressed only certain broad concepts and not the dectails of

how such concepts would affect operations--vhich is a prlmary concern of the

Bureaus.

YVII. Conclusions and Recommendations

Despite imporﬁant reservations regarding some aspects of the proposed concepts,

there is support for a substantial effort to improve the current systems.
Expressed in terms of current Agency systems, the effort encompasses a .
thorough overhaul of the major program systems, i.e., those relating to
resource allocation, country program planning, and to program, capital and

technical assistance. It provides basic guldellnes and menagement reporting

requirements for inclusion in ongoing revisions of the financial system

(which is a program sunnort systeri). In addition PBAR identifies changes of

contracts, training and personnel, to assure that such support systems are
lntegrated within the modified management system.

We prcpo e, with your approval to proceed W1th a systems effort of.
approx:matcly six months duration to develop and elaborate the approaches
outlined in this paper, including those which are controversizl. During

- varying significance required in other support systems, such as commodities,

this period there will be continuing dialogue with all bureaus and offices.

proposal, one or more papers dealing with the controversial issues will be

. submitted for your. consideration.

If, as a result, a general consensus does not develop .on all aspeats of the

The six months effort will result in development of a comprehénsive olan of

the modified system(s). This includes charting of processes and procedures,
ddentification of documentation, design of the essential content of reports
to mect management needs, outlining records to be maintained and developing

preliminary ADP general specifications where use of the computer is deemed
desirable. Applicable portions of current systems will be included in the
ylan., In addition, a time-phascd implementation plan, cost estimate and

suggested organization structure for managing/monitoring the implementation

will be developed.

Manpover resources for this six nonth effort discussed zbove would involve
the current PEAR working group of four from PPC and SER and five to elght
othcr staff people to be drawn prlnCJpallJ from those offices as needed.

In the further d(VelODTent of the PEAR effort and based on the continued
dialogue. with bureaus and oifices, Tield visils exploring the application
of spe01f1c aspects may be underuakbn.
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DEPARTMENT OF STATE

» . AGENCY FOR INTERNATIONAL DEVELOPMENT Tab 8-1
. ¢ WABHINGTON

OFFICE OF .
THE ADMINISTRATOR May 21, 1974

MEMORAWDUM FOR: Members of the Administrator's Advisory Council
and Members of the Senior Operations Group

SUBJECT: Devélopment of a Revised System for Planning, Budgeting
Accounting and Reporting (PBAR)

‘The Administrator‘s memo of April 4, 1974 requested
AAC's cooperation with PPC and SER in a six-month development
effort on PBAR. ’

James L. Roush (PPC) has now been selected to head
the PBAR Task Force. The composition of the Task Force
will be as follows:

Arthur Handly, PPC/DPR
Harry Ackerman, AG/QOAS
Judith Alejos, MP

. , William Follen, DM/ISD

: Richard Nygard, PPC/RB
Henrietta Preston, FM/STF

Additional personnel will be assigned from time to time.

‘In addition, the following people will serve as
an Advisory Committee to Mr. Roush and his Task Force:
C. Stark Biddle,PPC; Sidney L. Brxrown, SER; Curtis Farrar,
TAB; Larxy Harrison, LA; Robert Huesmann, AFR; William
Lefes, PHA; Ted Lustig, ASIA; William Parks,OPA; Alexander
Shakow, PPC; Norman L. Sweet, SA; and James E. Williams, SER.
The Advisory Committee will be chaired by H.E. Kosters, A/AID,
who will alsn act as a Special Assistant to me.

The Administrator places high priority on this
effort to improve AID's internal management and provide
useful and reliable information to the Congress and the
public. Therefore, I will be following the PBAR Task Force's
work closely and have asked Messrs. Roush and Xosters to
keep me informed of progress and problems on a regular basis.
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I am sure that I can depend upon all of you to
provide Mr. Roush and his collcagues your full support.
To insure that ongoing and planned systems or management
survey activities are coordinated with the PBAR effort,
each office is requested to inform Mr. Roush in writing
by June 3rd of such activities and their nature. Contracts
should not be entered into or Work Orders issued for
services of this type prior to consultatlon with the PBAR
Task Force.

w./;g Lpfﬂ‘z—a/
ohn E. Murphy
Deputy Administrator



PBAR_BASIC ASSUMPTIONS.

Emphasis on~country programs will continue, but data will be
needed both by countries and by functions.

The same basic relationship between field and AID/W will continue,
but some minor modifications in roles may flow from improvements in
budgeting, project approval and evaluation processes; within AID/W,
there will be more review of bureau operations by the Administrator's
office or a delegated office, but on "management by exception” basis.

More emphasis is needed on performance--in planning, budgeting,
project approval, evaluation and reporting processes.

Collaborative style is expected to continue as operating policy.

AID's emphasis will be more on problem-solving than on resource
transfer.

Congressional priorities established in the FAA of 1973 will remain
valid for some time.



PBAR IMMEDIATE PRIORITIES

Getting greater agency focus on accomplishments
{outputs)--in planning, budgeting, project approval,
evaluation and reporting systems.

Integration of major systems:

(a) Long-term country strategies (p]anning) with
annual budget allocations:

(b) Project approval processes with planning and
budgeting; and ,

(c) Financial management with planning, budgeting
project approval and monitoring.

Integration of loan and grant project approval and
reporting systems.

Preparation of new classification system for agency
activities.




Tab C

PBAR RECOMMENDATIONS RELATED TO DA/AID PRIORITIES

The principal PBAR recommEndations related to DA/AID priorities (Tab B-3)

are as follows:

1. Achieving greater agency focus on performance (outputs)

: Changes are proposed in all of the programming and implgmentation
processes, as well as in the information system. These changes are included
in the recommendations on the various processes and the information system

are:

(Tabs D-I) and are brought together in Attachment 1. Principal recommendations

Increasé top management involvement in agency processes,
particularly planning and evaluation, to demonstrate that

 top management is just as concerned about selecting the

right activities, implementing them in an effective and
timely manner and determining their impact, as it is in
meeting cbiigation and -expenditure targets. Some specific
proposals are included in Tab D, Recommendation 1, and

Tab H, Recommendation 2.

Country Development Assistance Programs (DAP's), and
comparable plans for AID/W-administered projects, should
include, to the extent possible, measurable objectives
and evaluation criteria so that subsequent evaluation
above the project level can be undertaken. (For an
elaboration, see Tab H, Recommendation 1.b. and 1.c.)

Improve the quality of project design by building in
evaluation criteria and requiring evaluation and
performance (physical and financial) reporting plans in
ail project proposals.

Establish a project performance tracking system for
both loan and grant projects (Tab I, Attachment 6),
and modify project financial reporting to measure
planned against actual expenditures.

Expand the concept of evaluation and provide additional
methodology and guidance on indicators of performance.

Reduce the émphasis on input details in the budgeting
and implementation processes, and focus instead on
actual performance against plans.

Prepare a Congressional Presentation focusing less on
inputs and more on project and program accomplishments.



-2-

2. Integration of the major systems

PBAR proposals in the ~tabs below provide for:

a.

closer tie-in between planning and budgeting, between
planning and project selection and design and between
project selection, review and approval and budgeting;
and '

an expanded information system to support the budgeting
project review and approval and implementation processes.

The PBAR Task Force has developed a chart showing the interaction
of the major agency processes (Chart 1 on the following page), which it has
used and will continue to use for orientation purposes. It will be proposed
for inclusion in the Executive Summary of AID Policies and Procedures. A
series of supplementary charts on the individual processes have also been

prepared to illustrate some of the following points:

a.

b.

4P1anning at the country Tevel (DAP) and for AID/W-

administered activities should:

serve as a conduit of AID po]icy:

-- draw on prior experience and evaluations.

set the stage for specific project or non-project
proposals.

establish measurable goals and evaluation criteria.
Budgeting reinforces the planning process, particularly
through its impact on the project selection and approval
process.

Project identification, design, review and approval should:

-- flow from the planning process.
-- interact early and directly with the budgetihg-process.
-- draw on prior experience and evaluation.

-- include evaluation criteria and a plan for reporting
on performance.

Project Reporting and Evaluation should emphaéize performance
criteria and feed directly back intc the Implementation
process of on-going projects.
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e. Evaluation should provide "lessons Tearned" to support
subsequent pianning and project identification and design.

f. The Management Information System draws from all of the
processes in order to:

-- supply needed information to AID management at all
levels. :

-- serve as the basic information source for AID, to meet
both internal and external needs.

3. Integration of loan and grant procedures

a. Loan and grant procedures and documentation traditionally
~have paralleled those estabiished for capital and technical
‘assistance. A PPC proposal for integrating the two types
of assistance in the project identification, design,

review and approvai process (Attachment 3 to Tab F) is now
being tested in the field and being reviewed in AID/W for

application to inter-regional and regional projects. With
some modification, PBAR recommends instailation of the PPC
proposal agency-wide early in calendar year 1975.

b. Tab G includes some recommendations on ways in which
technical and capital assistance can be integrated in . '
the implementation process, but these proposals and -
others need further study and amplification before they = _
can be recommended for installation.

¢. The PBAR proposal for a project performance tracking
system is designed to apply to both loan and grant projects.

4, Prepare a new numbering and classification system for agency
activities

The general framework for a new classification system for
project assistance activities is spelled out in Attachment 3 to Tab I.
Completing the details of the new system and determ1n1ng whether it is
feasible to incorporate program assistance into it is scheduled for ear]y
in Phase III of the PBAR effort.



Tab C 1
Attachment 1

IN SEARCH OF A PERFORMANCE (OR OUTPUT) ORIENTATION

The following represents an effort to put into one place all of the
PBAR proposals which the Task Force feels will heip achieve an improved
orientation in the agency toward performance (or output).

1. PLANNING

A. Country program goals and sector or field of concentration goals should
be measurable, permitting subsequent evaluation.

B. The Administrator (or his Deputy) should chair (1) a review of one
or two selected countries each year, focusing on country performance over a
three to five-year period and AID's contribution in comparison to earlier
AID program statements (internal and to Congress); and (2) a review of the
population program and a major program of TAB.

IT. BUDGETING

A. Budget submissions should include less detajled input data and
provide information on performance.

: B. Budget reviews, particularly With regard to the budget year, should
focus on the performance (financial and non-financial) of continuing activities
(project and non-project) for which funds are needed,and on new activities.

IT1. ACTIVITY SELECTION, DESIGN, REVIEW AND APPROVAL

A. The Logical Framewdrk should be used in the design of all projects.

B. Evaluation criteria and benchmark data should be built into
activity proposals, drawing in part on a review of prior evaluation results
and special studies.

C. Project Papers will provide a timetable for evaluation during the
life of the project (as well as after).

D. Project Papers (and comparable documents for Program Assistance)
will provide project performance indicators with time-frames which will
provide the basis for progress reports. Also included will be reporting
requirements that will be levied on the host country during the 1ife of the
activity and subsequent to the termination of the activity where this is
deemed necessary to verify achievement of activity purpose or contribution
toward activity goals.



IV.  IMPLEMENTATION

A. Activity agreements should provide for periodic joint host
country/AID evaluations and host country reporting on performance
indicators, even after conclusion of the activity (see III.D. above).

B. Where feasible, agreements should provide for AID disburseménts
based an host country perfoimance.

C. Where feasible, AID-funded contracts should be structured. to
provide disbursement based on performance. When not feasible, contract
documentation would emphasize the purpose of the project and cite the outputs
expected (from the Logical Framework). The contractor would be provided
with the implementation and evaluation plans for the project and would be
asked to agree on criteria which would be used by AID or the host country
to review the performance of the contractor.

v. EVALUATION

A. Evaluation should be strengthened and the concept expanded to
include country and sector programs.

B. In addition to Item I.B. above, the Administrator and his Deputy
should re-emphasize from time to time the importance they attach to
evaluation (1) through queries to mission directors and bureau chiefs about
their evaluation systems or (2) by participation in Spring Review-type
evaluations and by review and comment to the field on specific country or
bureau evaluation plans and/or on the over-all plan for training in project
design and evaluation.

VI.  REPORTING

+

A. Project reporting should be required on the accomplishment of key
performance indicators, relating actual to planned performance.

B. Host countries should be requested to continue reporting on
certain key indicators even after project completion.

C. Project financial reporting should compare planned and actual
expenditures.




Tab D
PLANNING

-- Planning is establishing agency goals, priorities and emphases,
and ensuring that programs and activities conform to them.

-- Attachment 1 depicts AID's planning process as it would look if
the following recommendations were accepted.

RECOMMENDATIONS

1. Top management should participate extensively in the planning
process. In addition to plans to chair some DAP reviews, A/AID
and DA/AID should, for example:

. chair major program/budget reviews annually to relate country
or regional plans to agency goals;

. hold in-country program reviews in a few selected cqutries
to assess the relevance over a three to five-year period of
actual performance to country plans; and

. chair a review of the population program strategy and the
strategy of a major TAB program.

2. An explicit statement of over-all agency goals should be developed,
accompanied by annual objectives for operational and budget years,
to which bilateral, regional and inter-regional strategies could
be related.

3. Global strategies should be prepared for all principal areas of
AID emphasis, particularly those within Food and Nutrition,
Education and Human Resources and Population and Health. Each
should describe AID's objectives in the area of emphasis in
measurable terms to the extent possible, and provide guidance
on various program approaches and methodologies that appropriately
address the objectives, including the provision of standards or
criteria for measuring progress.

4. Recognizing that the areas in which AID works are at differing
stages of development and that U.S. foreign policy objectives
vary considerably by region and country, regional AID strategies,
and sub-regional in some cases, should be prepared. These would
serve as a bridge between the over-all agency goals and global
strategies for areas of AID emphasis to the country program
strategies (DAP's).

P iy
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Present guidance for country and field-of-concentration

strategies included in the Country Development Assistance _
Programs (DAP's) should be modified to require that the

strategies include measurable objectives and evaluation

criteria, facilitating subsequent evaluation.

. Based on the global strategies (Recommendation 3. above) and

an analysis of country DAP's, Development Assistance Support
Programs (DASP's) should be prepared by TAB and PHA for inter- -
regional programs. ~These DASP's should be supported by and
reflect Sector Support Assessments (SSA's). Based on a review

of the DAP Sector Assessment and the global strategies, these
SSA's would provide an analysis of the key problem areas (KPA's)
in the sector and a strategy for dealing with the problems.

The strategy should include measurable objectives and evaluation
criteria. Regional bureaus should also prepare a mini-DASP which
would include a strategy statement, with appropriate analysis,
which would provide a framework for the regional program in
relation to the field programs and the inter-regional programs.

There should be a well-defined set of criteria for recipients

of various types of assistance, and procedures for accomplishing

the transition from one type to another (i.e., grants to .
concessional loans to guaranties to reimbursable aid). Included

here would be a general set of principles to be applied in

determining, on a case-by-case basis, when and how the phase-out

of concessional aid is appropriate. (Perhaps the current work

of AAC will be an adequate response to this recommendation.)
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BUDGETING

-~ Budgeting is the estimating, obtaining .and allocating of
ATD resources to yield maximum benefits in terms of agency goals.

-~ The budget process consists of a budget cycle, largely
determined by the cycle of the federal government, and a budget
system, i.e., all agency procedures used to allocate available
resources.

-- Key stages in the budget cycle will be changed by the
Congressional Budget and Impoundment Control Act of 197k. An
explanation of the assumptions derived from the Act are included
in Attachment 1. The timing of stages in the revised cycle, e.g.,
for FY 1978, will be:

30 January 1976 - Guidance out on field and AID/W budget
submissions.

30 June 1976 - Submission of budget documents followed
by their analysis.

1 September 1976 - Submission on budget year ?roposals to
OMB. '

15 January 1977 - Congressional Presentation based on the
President's budget and followed by con-
gressional hearings.

~ 15 September 1977 - Operational year budget controls based

: on the authorization/appropriation
process.

- 1 October 1977 - Beginning of the new fiscal year.

- 1 November 1977 - Publication of the FY 1978 Operational

Year Budget.

-~ The budgeting process and cycle are depicted in Attachments
2 and 3.

RECOMMENDATIONS :

1. Project approval and planning should be more closely integrated
with the budget process by:

(a) including Project Identification Documents (first step
in approval process) in Field Budget Submissions (FBS's)
and Program Budget Submissions (PBS's from AID/W bureaus).

(b re'uiring submission of Project Review Papers (second
q

&y
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step in the approval process) prior to the Congressional
Presentation.

(¢) Using the FBS's and PBS's as & means to validate pro-
‘gramming strategles includad in planning documents.

2. The FB3's and PBS's should be used principally for developing
budget-year progeram directions and magnitudes. Emphasis should be on
objectives of proposed new activities and on accomplishments of on-going
activities. '

3. Detailed projeet imput data should be required only at the
outset of a projsct, with the data from the multi-year budget in the
Project Paper beiung used for annual budget allocations as long as
project performance (financial ani non-financial) does not differ
substantialliy from plan. Exception-type reporting should provide
an adequate basis for evaluating performance.

4. An annual report on project performance (non-financial)
should be submitted shortly after the end of the fiscal year for
use in the OYB review and in preparing the Congressional Presentation.

5. Ther: shonld »2 expliali ant wellomderstosil methods and
neoralures for the review and analysis of funding requests to be
carried out by missions and operating bureaus to ensure comparability .
of budget submissions.

6. Subject to the approval of the appropriate committees, the
Congressional Presentation should be prepared showing less financial
data (e.g., without input components), but with more emphasis on
accomplishments and implementation plans.

7. Multi-year funding of grant projects, within limits (perhaps
three years), should be introduced gradually for new, well-designed
projects. ©Special consideration might be given to projects involving
both loan and grant funds.

5>



TAB E

Attachment 1

The Congressional Budget Act of 197h

A major revision of the budget cycle will be required as a result
of provisions of the Congressional Budget and Impoundment Control Act
of 1974. The new cycle will begin with the process leading to appro-
priations for fiscal year 1977, so the next FBS guidance will mark
the beginning of AID's partitipation in the revised system.

The Conference Report on the Act notes that it is not possible
to specify the exact date on which every event in the process is to
be accomplished and that experience will be necessary to develop
workable procedures., However, AID must be prepared to respond as
the new process evolves, so modest assumptions based on several of
the principal features of the Act are useful at this time.

(1) Fiscal year 1977 will begin 1 October, rather than 1 July.
Since the President's Budget must, as usual, be submitted around
15 January, this provision means that the new cycle -- at least
from the President's Budget to the end of the year for which funds
are gppropriated -- will be a quarter longer. This will permit more
time for the development and obligation of projects.

() The new Congressional budget process sets deadlines for
committee acticn early in the year, e.g., by March 15 every standing
committee must give its views and estimates on Budget Authority
and Resulting Outlays which it expects to be provided or authorized
in legislation within its jurisdiction for the ensuing fiscal year.
This may mean that the Congressional Presentation will have to be
prepared earlier in the year than 1s now the case. AID should be
prepared to transmit its FY 1977 Congressional Presentation at the
time the President submits his budget, i.e., around Januvary 15; and
some testimony may be required before the March 15 deadline for
committee budget reports.

(3) Congress plans to enact appropriations before the beginning
of the fiscal year. House Committee action on all appropriation
bills is to be completed before the first appropriation bill is
reported, so AID's appropriation bill will move with those of the
rest of the government. This should mean that a relatively firm
FY 1977 OYB can be established early in the fiscal year.

(4} Any request for the enactment of legislation authorizing
the enactment of new budget authority to continue a program or activity
for a fiscal year shall be submitted to the Congress not later than
May 15 of the year preceding the year in which such fiscal year
begins. Thus, by May 15 of 1975, AID must submit a request for
authorizing legislation for FY 1977. It is not expected that this
new requirement will involve a detailed submission.
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(5) < By November 10, the President must submit a current
services budget to Congress showing the cost of maintaining all
programs at current levels for the following fiscal year. 1Imn
practice, OMB will undoubtedly require AID's current services
budget several weeks before November 10--beginning in 1975.
However, it is not ‘expected that this new requirement will involve
a detailed submission,
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NEW B»-UD GET CYCLE BEGINN'NG FY76-77 — Terms, as indicated, will be appropriate when FY FBS is being preparad during summer of 1975,
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ACTUAL YEAR OPERATIONAL YEAR BUDGET YEAR PLANNING YEAR )
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TAB F

ACTIVITY IDENTIFICATION
DESIGN, REVIEW AND APPROVAL

-~ This process involves the selection of appropriate activities
(Project and Program Assistance) to be assisted by AID, the design of
these activities and the review and approval procedures leading to an
authorization to enter into an agreement with a foreign government or
international organization, or otherwise obligate USG funds.

-~ The interaction of this process, as applied to Project Assistance,
with other processes is illustrated on Attachments 1 and 2.

-~ The recommendations which follow relate to Project Assistance.

Some recommendations regarding Program Assistance may well emerge
during the next phase of the PBAR effort.

RECOMMENDATIONS

1, Project design, review and approval regquirements, procedures
and documentation for technical and capital assistance, whether grant
or loan funded, should be integrated to the maximum extent possible.
Attachment 3 is a proposal for achieving this recommendation to a very
large extent while, at the same time, integrating the process better
with the budgeting process. The proposed system is being implemented
on a trial basis in the field and being reviewed in AID/W for appli-
cation to regicnal and inter-regional projects. The revised project
system is based on a three-step process and three separate documents:

a. Project Identification Document (PID)
. .Submitted with or before the annual budget submission.

..Provides a preliminary description of the proposed
project.

b. Project Review Paper (PRP)

..Replaces IRR's and PPP's.

. .Provides the first detailed substantive description of
the project for AID/W review and for serving as a basis
for the annual budget presentation to Congress.

¢. Project Paper (PP)
..Replaces CAP's and PROP's.

..Provides the detailed description of the projeet upon
which final consideration is based.

..Log Frames would be required for loan and grant projects. {ﬁ%
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. .Would include a financial plan, with a life-of-project .
budget which would be given greater attention than :
heretofore.

. .Would include an implementation plan with a project
performance tracking chart.

..Would include an evaluation plan for both during and
after project implementation. -

2. Missions should be encouraged to integrate on-going technical
assistance projects with new loan proposals to achieve integrated v
projects. If total funding levels permit, multi-year funding of the

grant component should be provided.

3. The preparation of additional subject matter guidance for
project design should be expedited.

4, 1In designing new projects (bilateral, regional and inter-
regional), AID's catalytic role should be recognized and careful
consideration should be given to phasing long-term projects (e.g.,
over five years' duration), thereby facilitating the partial or
full participation of other donors and encouraging greater host
country participation in follow-on phases.

5. In reviewing new project proposals relevant prior evalua- ‘
tions and special studies should be screened ‘for "lessons learned"
and for possible evaluation criteria and benchmark data applicable
to the new proposal. :

6. The criteria for determining which projects would require
approval by the Administrator and the timing for obtaining such
approval should be revised. A proposal in this regard is provided
in Attachment k.

7. The operating bureaus (regional bureaus, TAB, PHA) should
continue to have the responsibility for conducting the reviews of
PID's, PRP's and PP's, but they also would have the responsibility
to ensure that other bureaus receive copies of the documents
(including modifications and extensions), are invited to participate
in the reviews as appropriate, are advised of the responsible bureau's
decision, and have the opportunity to comment on the decision and
request reference to the Administrator when disagreements arise.

PPC clearance should be required.

8. While the operating bureau would retain the responsibility
as indicated in the preceding recommendation, PPC should be responsi-
ble for obtaining a greater consistency by the bureaus in project
definitions, procedures for review and portfolio management.

9. The bureaus should critically review in detail their port-
folio of o0ld (e.g., have been funded for over five years) grant- .

funded projects which will not have terminated by the end of FY 1976

G
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to ensure that current design standards have been applied and to
determine whether phasing (per 4. above) would be feasible. No

new "basket" projects (e.g., a Bolivian project entitled "Government
Management Assistance"” which has had over time sub-projects for Local
Govermment Assistance, Fiscal Reform, Tax Administration, Customs -
Administration, Ecomomic Planning, Cyrrent Statistics and Census,
Institute of Public Administration)l or additions to basket projects
should be approved. Existing basket projects should be de-basketized
by the end of FY 1976. A summary table on the age of the grant
projects currently in AID's portfolio is attached (Attachment 5).

10. An "authorization" document should be prepared for both loan
and grant-funded projects, although the content would vary.

11. An attempt should be made to design the PP using a module
approach so that portions of the PP can be lifted directly for use
in project agreements and as inplementation orders, thereby precluding
the necessity to rework the basic materials to meet subsequent needs
and thus facilitating more rapid implementation of approved projects.
This can be particularly helpful in contracting for both field and
AID/W projects.

12. Missions should engage hosat countries actively in the

" preparation of the PP and urge them to initiate actions during
this stage that normally are done after authorization, but before
disbursement..

13. If the present attempt to "catch up" is successful and if
Recommendations 11 and 12 above can be initiated, consideration
should be given to discontinuing the present practice of treating
loan authorizations as obligations for Congressional Presentation
purposes. The 15-month FY 1976 might be a good time.

1/ Another form of basket project is that represented by the PHA
University Service Agreements (USA). Under the terms of the AID
contract, the contractor can propose new sub-projects for funding
under his umbrella contract and the new proposals do not go
through the usual approval process for new projects. There are
currently 41 sub-projects active under the three USA projects.

\P



DESIGN, REVIEW AND APPROVAL

ACTIVITY IDENTIFICATION,
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SOCIO-ECONOMIC FACTORS:

MAJOR BENEFICIARIES

OTHER DONORS/LENDERS

HOST COUNTRY

PID

® DESCRIPTION -

TAB F
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"Tab F
_ATTACHMENT 3

Revised Project Development, Review and Approval System

Bac ound

For some time snd for various reasons consideration has been given to
integrating and unifying the Agency's systems which relate to project
identification, development, review and approval. The matter was original-
ly considered in 1961 when the Development Loan Fund (DLF) was integrated
with ICA to create the new Agency for International Development. It has
been raised periodically during the last 13 years. During this time there
have been changes in the separate systems -- the last being a major revi-
sion of the grant project system. There have also been numerous medifica-
tions in A.I.D.'s organization. In recent years A.I.D. appropriation
structures have heen significantly altered and new policy directions

. provided by Congress. The Agency also has been subjected to increasingly
detailed Congressional oversight end requirements for notiflcation of
adjustments in Agency programs from those described in the annual
Congressional Presentation.

The revised system outlined herein attempts to update and rationalize the
Agency's project development activities to reflect these changed conditions.

It should be noted that this revised system covers only project development
(1.e., from identification to approval ), and does not change existing pro-
Ject implementation and evalustion pclicies and procedures of the Agency.
But use of the system probably will result in eventual changes in our
practices regarding implementation and evalustion. Some of these possible
changes are suggested on pages 3 and 4. The newsystem provides a base or
framework which must be followed-up with substantial modification of Agency
guidance. These changes will be codified in new handbooks on the A.I.D.
programing system.

This guidance should be considered a supplement to current Msnual Orders
and other instructions rather than a replacement. Where there is an.
apparent confliet, the guidance berein should be followed or clarification
sought from AID/W.

Purpose

The system is designed for several purposes. It provides direct linkage
between project development activities and documentation, and the budget
process. It links the project development system to the annual Congressional
Presentation. And it provides an integration of documentation involved in
the development of both grant and loan projects, building on the best of

- each system.
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These changes should lay a scund foundation for submission, review and
approval of projects early in the fiscal year. This could help alleviate
much of the year-end rush for loan authorizations and grant obligations
with which the Agency has been hisforically plagued.

Summary

The revised project system is based on & three-step process and three
separate documents, namely: , -

1. Project Identification Document (PID) - Part of annual budget
submission _ "

2. Project Review Paper (PRP) - Replaces IRRs and PPPs
3. Project Paper (PP) - Replaces CAPs and PROPs

The PID is part of the annual budget submission and provides a preliminary
description of the proposed project. (See AIDIO Cire. A-368, p.4, B.I.C.
May 16, 197k.) It establishes the program rationale for potential A.I.D.
assistance. The PRP provides the first detailed substantive description
of the project for AID/W review. It will also assist in the determination
of what projects are to be included in the Congressional Presentation. The
PP provides the detailed appraisal of the project, upon which final consid-

eration is based. .

The system thus is essentially a modification and merging of the systems
and documents presently used in the Agency and does not include substantial
new documentation workload. Necessary further modifications will be made
in the next several months. Comments and suggestions from Bureaus and
Missions are welcome.

The system will initially be applied only to new loan and grant projects

to be financed from FY 75 funds, including sector but not program assistance.
Project documentation already prepared or in process of preparation on the
old basis will be accepted. The changes initially exclude program assistance,
PL 486 Title I and IT (except where PL 480 is an integral part of a project
also utilizing loan or grant funds), Housing Investment Guaranties, 211(d)
Institutional Development Grants, and central research projects. Although
these activities eventually will be integrated into the system, remaining
questions and issues are sufficiently important that such action is being
delayed.

Timing of Submissions

The new system provides a direct time linkage to the Agency's budget system

and Congressional Presentation. However, it does not prevent project

development from proceeding on a decycled basis. The dates identified for

submission of PIDs and PRPs are terminal dates. PIDs and PRPs should be

prepared and submitted throughout the year, and will be examined by AID/W

upon receipt. If a project is to be funded in the next fiscal year and a .

A
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PID has not been submitted, it should be included in the budget request for
that year and PRP processing completed no later than January 31 in the year
preceding the initiation of the project (e.g., for projects proposed for

FY 77 f£inancing, a PID should be included in the FY 77 FBS if ?ot previously
submitted, and PRP processing completed by January 31, 1976).1

Assumptions

The efficacy and success of the proposed system in bringing about improved
project ldentification, development, review and approval, rest on a pumber of
assumptions which include the following:

1. Integration and unification of the systems used for grant and loan
projects will resylt in improved project design and development and
bet?er utilization of Agency personnel, both in the fleld and in
AID/W;

2. A closer linkage of Agency project development with budget planning
and the Congressional Presentation will strengthen the Congressional
Presentation and reduce the variance of A.I.D. programs from that
described in the Presentation;

3. Use of the PID and FRP will improve Agency decision-making, and assist
in authorization of projects earlier in the fiscal year, thus helping
alleviate the traditional last quarter and June rush of business;

L. Bureaus, Missions and Offices can produce within the specified time
period PIDs, FRPs, and PPs of acceptable quality;

5. AID/W (operating Bureaus, PPC and others) will review and make expedi-
tious determinations concerning PIDs, PRPs, and PPs.

Implications

The system has certain inherent implications that should be identified. These
include the following:

1. Adoption of a more unified approach to project development, i.e., use
of a preliminary document in the budget request with greater amounts
of information than in the past -- both for loan and grant-financed
projects.

_1_/ The new Budget and Improvement Act will change the current July l-June 30
. fiscal year to October l-September 30, which could alter the dates in this
airgram somewhat. You will be advised.
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Project

..

Increased requircment for AID/W decisions and/or response to preli- .
minary project documents, resulting hopefully in a closer more fruitful

dialogue with Missions earlier in the project design stage when modifi-

cations are easier.

More time devoted to project development and evaluation activit’es.

Increased importance of the life of project cost estimates for grant
activities. ’ .

Application of logical framewocrk approach to loan-financed proJects.'
Increased requirement for building in evaluation elements as part of
capital assistance prolects, and emphasis on building evaluation into

the initial design of technical assistance projects.

Requirement that A.I.D. Missions involve the LDCs more deeply in
project development work prior to commitment of A.I.D. to proposed
projects.

Identification Document (PID)

This document is essentially that requested in the FY 76‘budget submission for
grant and loan-financed projects.

Timing:

part of t1e annual budget submissions. (PIDs prepared after budget submission

‘The PID may be submitted st any time, but will normally be included as

deadline will be considered on an exception basis.)

Content:

1.

PIDs should provide the following:

Description of how the activity relates to the area of concentration
and the country development program (DAPs and sector analysis), the
dev:.opment problems addressed, and how it will help to solve them.
The paper should clearly identify the linkage between the project
purpcse and the sectoral goals. If alternative approaches were con-
sidered, identify and briefly discuss.

Indication of the major beneficiaries of the project, with particular
reference to their income status within the recipient country. Key
socio-economic factors pertinent to the project, including cultural
feasibility, appropriateness of technology, etc., should be identified.

Preliminary information on the activities of other donors, multilateral
as well as bilateral, in the area of concentration of the proposed
project.

Probable studies or analyses required to develop the project.
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‘ 5. A rough estimate of probable total cost and time period of implementa-
' tion with an outline of major inputs contemplated, identifying both
A.I.D. and host country contributions. :

(NOTE: Above taken from AIDTO Circular A-368, dated May 16, 197k, Instructions
for 'T6 Fiell Program and Budget Submissicn.) '

Length: PIDs should not exceed five pages.

Collsboration: While there may be the normsl exchange of information and views
Petween AID and the recipient government, it is important at this stage that
the A.I.D. Office or field Mission not provide any commitment to the recipient
or the host country concerning the project. . v

Processing: The PID will be reviewed by both the relevant Bureau and PPC
as part of the Agency's budget process. Following this review, AID/W will
inform the Mission or Office as to whether further project development efforts
are to be undcrtaken. As more identified projects may be approved for project
. development than can be financed with expected available funds in the subse-
quent fiscal year, it should not be assumed that approval at this point will
necessarily result in final budget funding in that year. Approval of the PID
.represents a consensus between the Mission, the Bureau, and other AID/W
offices that the proposal is in accord with program and policy directions of
the Agency. Approval further means that tke Mission, Office, or Bureau can
proceed with necessary consultations with the proposed recipient and utilize
. the resources necessary to bring the project to the point of a PRP. If at
any time the Mission or Office decides to terminate or postpone project
development activities, it should immediately notify appropriate units of
AID/W. If a PID does not result in a PRP before the next year's budget sub-
mission, the PID should be resubmitted if funding is still sought.

- The Project Review Paper (FRP)

Purpose: Purpose of the PRP 1s to assist Agency management in determining
those development projects, both grant and loan funded, which are sufficiently
developed to be included in the Congressional Presentation for authorization

in the next fiscal year. This paper is an integral step in the project develop-
ment and programming system of the Agency.

Timing: The PRP must be in Washington ready for Agency review by January 3lst
if it is to be funded in the following fiscal year. Final Agency determination
concerning inclusion of projects in the Congressional Presentation must be made
by February 28th. It should be noted that the January 3lst deadline is a
terminal date, and FRPs can be submitted at any time.

Processing: PRPs will be reviewed by the responsible Bureau, PPC, and other

relevant offices. Decision on the project proposals will be commnicated to
the proposing Mission or Office prior to further development. Approval of the

M
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proposal and inclusion in the Congressional Presentation assumes (a) that a seri- ’
ous effort will be made to complete project development prior to the beginning

of the next fiscal year, and (b) a high probability that authorization wilil be -
completed on a timely basis in the next fiscal year. Significant policy lssuc:s

must be thoroughly reviewed and resolved to the maximum extent possible.

Collaboration: It is particularly important that preparation of the PRP be

a collaborative effort with as full participation of the recipient as possible.

This can be facilitated by having recipient country personnel consult with the -
project development team which prepares the PRP.

Content: The FRP should build on the PID submitted earlier. It replaces the ¢
IRR (intensive Review Request) for loan-funded activities, and the PPP for

grant-funded activities. It should be no longer than ten pages, providing a

succinct statement or project description and highlighting policy issues and
implementation problems which may be encountered in bringing the project to

full development. (See following outline.)

OUTLINE OF PROJECT REVIEW PAPER

Title: ProjJect No.

Fiscal Year Proposed for Fina.ncing. /

_l_\_gpropr iate Category:

Da-‘be of Submission to Bureau:

Project Development Team: List the names and positions of team members.

I. Priority and Relevance: Expand and/or reconfirm PID, describing the rela-
tionship of the project purpose to the sector goal, to the DAP and to the
country's development program.

II. Borrower/GranteefAdministrating Agency:

IIT. Description of Project:

IV. Beneficiary: Identify and describe those elements of the population towsrd
whom the project is directed. To the extent possible describe how they will
benefit. ’

V. Project Design: Using the loglcal framework approach as described in
Menual Order 1020.1, Supplement 1, describe the sector goal, project purpose,
outputs and inputs. Pay particular attention to concepts rather than merely
form. Critical assumptions and potential obstacles should be articulated,

and conclusions fully supported.

g[ Initial financing for grani projects. .
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’ VI. A.I.D. Experience: Summarize Agency experience in the implementation of
similar projects and the relevance of such experience to the proposal under
consideration. (AID/W normally will assume primary responsibility for gather-
ing and providing this information. )

VII. Other Donor Coordination: Provide full information on the results of
discussions with representatlives of other bilateral and multilateral assistance
organizations related to the proposed project. AID/W can assist in coordina-
tion with other donor headquarters, e.g., IBRD and IDB.

VIII. Financial Plan: Include estimated cost breakdowns by major elements,
categories, or sub-projects. If the proposal contemplates local cost financing,
describe the method to be used. Indicate-contributions of host country and
other lenders or donors.

IX. Project Development Schedule: Provide a description and time schedule of
major tasks in terms of both time and cost which will be undertaken in final
pro}ect preparation. What is the anticipated submission date of the PP to
AID/W?

X. Analyses: Provide a brief description of the analyses which will be in-

cluded in the PP. 1Include an assessment of the availability of necessary data

and information, and staff resources for the completion of such analyses --

economic, financial, administrative, policy, social, technical. Identify any
. outside assistance needed.

Project Paper (PP)

This document, which replaces the CAP and PROP, combines the most important and
relevant project development and analysis requirements. As the PP is designed
to encompass all A.I.D. project activities, it should be viewed as a modular
document which can be expanded or contracted to meet the analytic needs of the
particular project proposal. In every case, however, care must be taken to
assure that the PP competently ‘addresses and analyzes the development rationale
and the substantive criteria for the particular project.

Timing: The PP will be prepared by the relevant Office or Mission only after
recelpt of instructions and guidance following review of the PRP. Most if

- not all of the significant issues concerning the project proposal should be
identified in the PRP, and then will be resolved during preparation of the PP.
This will permit early implementation of the proposal after authorization.

Purpose and Content: Purpose of the PP is to provide a definitive description
and appraisal of the project, responsibilities of A.I.D. and the recipient
country, and the plan of implementation. Full analysis should be included.
Particular attention should be paid to project implementation, including
execution, conditions and covenants, and a full description of the evaluation
plan with identification of quantitative benchmarks. The body of the paper
should not exceed 75 pages, and in many cases can be very substantially shorter.

A
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Procecoing: The PP will be reviewed by the sponsoring Bureau with participation
of PPC and other relevant offices. Focus of the review will be on the analyue:
and their conclusions, as well as on the implementation and evaluntlon plwns.

To the extent possible, Bureaus should arrange for participation by reprecentu-
tives of the relevan: Mission {n the AID/W review. For loan-financed projects,
approved PPs will be submitted to PPC for processing through the Development
‘Loan Staff Committee (DLSC). For grani projects, PPC and other relevant
Bureaus and Offices will clear the proposed project. In some instances approval
of the Administrator's office will be required. , .

Collaboration: It is necessary that collaboration with the proposed recipient
be continued and strengthened during preparstion of the PP. AID/W requirements -
for analysis and substantive criteris should be shared with the recipient.

ProJect Revisions: Significant revision or revisions to a project must be sup-
ported by an appropriate written amendment to the PP discussing and Justifying
~ the revision( s). Significant revisions include the following: important
alterations in the original scope of the project; important increases in the
funds required for grant-financkéd projects; significant extension of the approved
kength of grant-financed projects; and any increase in funds for a loan-financed
project (which will also require an amended loan authorization). Good menagerial
and cormon sense must dictate when scope and cost changes are deemed "significant;
and how they will be processed. FPPC normaelly will be consulted by the appropriate
Bureau when such cases arise so that the reasonable course of action can be
‘decided upon. _ .

| " PROJECT PAPER OUTLINE A : _
Pitle: ' '

PART I. Summary and Recommendation

ProjJect Development Team
1. Borrower/Grantee -- Include executing agency.
2. Guaranty -- (Loan only).

3. Loan or Grant

a. Total Pnogra.m/ Project Cost. (This should include a detailed
schedule of projected obligations and disbursements over the period
of expected project implementation. Total cost should be illustrated
by inputs to be financed.)

b. Amount of A.I.D. assistance
i. Poreign E:xehange

ii. Local cost component :
1ii. Proposed terms (include two-step) (Loan only). ) .

0



c. Borrower contribution
d. Other donor input

4. Description and Justification of Project. (Summarize Part V, Project
Design, from PRP). Include brief on program sector, goal, project purpose,
target group and expected benefits. Discuss and explain linkages ard
assumptions.

PART II. Section 1. Project Background

-- History and development of proposal.
i

- Describe prior A.I.D. assistance in related areés, indicating successes
and problems encountered.

-~ Other donor assistance, past, present, proposed.

-- Host country activity in project/program area, past, present,
proposed.

-~ Studies done.
- Views of country team.

-- Opinion of other donors -- i.e., their interest in financing this
project, their view of its importance, etec.

Section 2. Project Analysis

This normally is the most critical section of the PP. Where desirable, major

findings and conclusions may be summarized in the PP with full analysis in-

cluded in the annex or reference made to other documents. Special guldance

concerning each of the types of analyses will be developed and provided to the
field.

Economic - Analysis of the economic effects of the project (1) on its major,
intended beneficiaries, (2) on related groups, and (3) on the economy at large.
Such effects would slmost always include income and employment and may include
other variebles, such as, investment and/or savings, balance-of-payments, and
inflation. .

Technical - Analysis of prublems concerning technology to be adopted or
developed (e.g., production package, irrigation system, etc.), and ability
of  implementing institution and beneficiaries to cope with that technology.

Social - Analysis of pertinent socio-cultural factors. Implementing agency
environment. Describe and assess impact of project on socio-cultural tradi-
tions and values. Particular attention should be given to the role of women
and the impact of the project on women.

A\



<

’E

-10-

Policy - Analysis of host country attltudes nnd poliélan which fmpnel on L
project, directly or indirectly (e.g., eredit rate:, tax system, price conlron).

Financial - Analysis of the financiél status of the host country and/or imple-

menting agency -- its ability to efficiently utilize project resources and to

service resultant obligations (e.g., financial plan, matching funds, attainment
of self-sufficiency, ability to repay. Include internal rate of return analysis

~ and cost benefit ratios. An effort should be made to indicate the project costs

by the individual outputs 1dent§£ied in the logical framework.)

Administrative - Analysis of the ability of implementing institutions to carry
out the tasks intended by the project.

Section 3. Project Implementation

This section also is particularly important in the PP.

A. Implementihg Plan

' -= Include implementation plan, giving dates, actions requifed,
and focl of responsibility.

-- Descriﬁe proposed disbursement and procurement procedures
for A.I.D., recipient and other donors. .

-~ Describe monitoring/reporting arrangements.

B. Evaluation Plan

- 'Describé periodic evaluation program. Include key base line
data. (For guidance see "Building Evaluation Elements into
Project Design." Manual Circular No. 1025.1, dated April 30,

197k.)

Section 4. Conditions and Covenants
Identify/discuss special CPs/covenants.

Section 5. Issues

Discuss major issues faced and how resolved, and any issues still unresolved,
and how they are to be addressed.

PART III. Annexes
A. Statutory Checklist
B. Project Details/Maps/Drawings, etc.

C. AID/W message/guidance re PRP approval



Loglical framework matrix

US A.I.D. Dircctor certification (Capital projects only, per
611(c) of FaA)}

Iraft authorizing document

- Environmental impact

Ny



Tab F
Attachment 4

SELECTION CRITERIA FOR PROJECTS
REQUTRING APPROVAL BY THE ADMINISTRATOR

The Task Force believes that certain specific categories of projects
and other assistance activities should be referred to the Administrator
for. final approvat.

In general terms, these categories relate to proposed funding levels,
proaect significance, problems and issues and possible external interest.

At present, the Administrator approves:

- Dollar-funded TA grant projects, including AID/W-administered
GIS projects, when:

-- life of project dollar funding is above $2 million;

-~ an on-going project is revised and cost from revision to
) termination is above $2 million;

-- for both new and on-going projects:

--- there are significant political, economic or strategic
issues;

--- there are significant deviations from established norms;
--- there is substantial disagreement with clearing offices.

- Capital project ]oans and housing investment guaranties when:

-~ proposed funding is $10 million and above;

-~ there are significant political, economic or strategic issues
not yet resolved;

-~ the project deviates substantially from established standards
and criteria.

- Commodity program assistance when:

~-- the Administrator has indicated a desire to review the activity;

-~ there are significant political, economic, strategic issues
not yet resolved in the OYB or otherwise;
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-- 1t deviates from established criteria and standards.

- Research and Section 211 (d) Institutional Grants:

-- in all cases.

- P.L. 480, Title I and Title II:

-- in no cases formally, although the Administrator i{s informed
on all significant programs.

- Local currency projects when:

-- an Assistant Administrator decides that the project has
significant political, economic or strategic issues not
yet resolved.

Below are listed a number of criteria proposed by the Task Force for
determining which projects should be submitted to the Administrator for
approval. There was not agreement among the members of the Advisory
Committee on this list. Since, however, the decision is obviously the
Administrator’'s, the Committee agreed to provide the compliete list. After
the Administrator's views are known, they will be circulated to the agency ‘
and incorporated in the appropriate Handbooks.

1. Grant-funded projects when $2 million or above Yes No
2. Loan-funded projects when $10 million or above Yes No -

Note: One member of the Advisory Committee felt that
the dollar level for both grant and loan
projects should be $10 million. Others feit
that, at that level, virtually no grant-funded
bilateral technical assistance projects would
be referred to the Administrator for approval.
The Task Force, in conjunction with P?G,
is developing some data on numbers of new
projects and extensions proposed for FY 1975,
-which could be helpful in determining what,
if any, dollar amount cut-off should be
established.

3. Extensions of either grant or loan projects which, when
added to the original amount, would total above the
$2 millior and $10 miilion level, respectively. At
present, extensions are referred to the Administrator
only when the extension {tself is of that amount. While,

15
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from time to time, a relatively modest extension might
have to be approved by the Administrator, this procedure
will guard against deliberate designing of a project
under these ceilings with the intent of seeking a later

. extension.

Any project calling for annual obligations for more
than five years, or for projects with life-of-project
funding that provides for expenditures for more than
five ae?rs, or extensions causing total project-life to
exceedl Tive years.

Grant projects with 1ife-of-project funding beyond
current guidelines, i.e., two years-- at least for

an interim period

Whenever, in the judgment of an Assistant Administrator,
there are significant foreign policy or Congressional

issues involved.

Whenever the proposal will be the first authorized for
a country or the first authorized after a period
during which assistance has been suspended, regardless
of amcunt. -

Whenever it will be necessary to obtain from the
Administrator, at any time after project approval,
a waiver of any AID regulation.

Whenever a project was not included in the Congressional
Presentation

If, at the time of the PRP review, it is known that the
Administrator will need to approve the PP for reasons
6, 7, 8, or 9 above, the PRP must be referred to the
Administrator for concurrence, uniess the matter was
resolved at the PID stage.

When the project is particularly innovational or first
of a kind--primarily for assuring that the Administrator
is informed and can use the knowledge in external fora.

Note: Some members of the Advisory Committee, while
concurripng with the objective, feel that an
. information memorandum would be a better way
to inform the Administrator.

Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

Yes

No

No

No

No

No

No

No
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12. Projects which were reviewed by the Administrator at
the PID or PRP stages, unless further review is
specifically waived by the Administrator. Yes

These criteria presuppose that a project will be referred to the
Administrator if one of the staff bureaus requests it, or requests a
modification in the project that the originating bureau is unwilling to
accept. :

No



Life of Projects

(Years of Obligations)

Number of Projects - Excludes Continuing

Asia

New Projects
(Estimated Life)

Ongoing Projects
(Estimated ILife)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/73)

LA Bureau

New Projects
(Estimated Life)
Ongoing Projects
(Estimated Life)
Ongoing Projects (Actual Years
" of Obligations a/o 30/6/73)

Africa Bureau

New Projects
(Estimated Life)

Ongoing Projects
(Estimated Life)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/73)

SA Bureau

New Projects
(Estimated Life)

Ongoing Projects
(Estimated Life)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/73)

Total

- New Projects
(Estimated Life)

Ongoing Projects
(Estimated Life)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/73)

3 0r Less 4 or 5 6 to 10 Over 10

Tab F

Attachment 5

Years Years Years _Years Total Continuing*
17 16 7 - 40 7
12 14 26 22 74 20
29 6 22 17 74 20
22 16 - - 38 2

2 16 36 47 101 25
19 14 40 28 101 25
6 10 15 - 31 -
13 30 51 28 122 13
58 25 27 12 122 13
14 4 2 - 20 -
6 14 45 15 80 10
12 13 47 8 80 10
59 46 24 - 129 7
33 74 158 112%% 377 67
118 58 136 65 377 67



-2-

Humber of Projects — Excluding Continuing

TaB###
. (Per FY 75 Interregional PBS)

New Projects e

" (Estimated Life)

Ongoing Projects
(Estimated Life)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/73)

PHA ' '
~ (Per FY 75 Interregional CP)

New Projects
(Batimated Life)

. Ongoing Projects
(Estimated Life)

Ongoing Projects (Actual Years
of Obligations a/o 30/6/74)

Years

52

49

16

52

"*Continuing as defined in the FY 1975 CP.
**%0f which 7 are 20 years or more; 5 in Asia and 2 in LA.

- %%%0f $38.3 million obligated in FY 74, $3.7 = PASA; §

$33.9 = Contract/Grant.

16

15

16
18

31
15

37

3 or Leas 4 or 5 3 to 10 Over 10
Years Years Years Total

- 75
10 82
3 82
- 5
5 74
- 74

.7 = Direct Hire and

Continuing



Tab G
IMPLEMENTATION

-- Implementation is the process of carrying out an approved activity
(project or non-project). The major steps of the process, for both field
and AID/W-adninistered activities, are shown in tabular form in Attachment 1.

-- Attachment 2 depicts the process in chart form.

-- PBAR has looked at the implementation process primarily in the
context of the integration of the capital and technical assistance procedures
and in the interaction of implementation with other processes. Little
attention has been given to participant training, somewhat more to contracting
and commodity management.

RECOMMENDAT ZONS

1. The content and, possibly format, of project agreements for loan
" and. grant projects should be standardized much more than at
- present. Some suggested standard provisions include:

a. A clear and concise statement of the project purpese and
~ expected outputs.

b. Explicit mention of crucial assumptions included in the Log
Frame, including other donor participation.

¢. A financial plan.

d. An evaluation plan providing for joint host country/AID
evaluations--generally at least one during the implementation
process and possibly one ex post facto.

e. A host country reporting plan, based on a networked chart of
key performance indicators and providing for reporting after
the completion of the project, where necessary to confirm that
the project purpose has been achieved or that zignificant
contributions toward country goals were achieved. (The
implementation plan on which the reporting would be based
should be included as an annex to the agreement so that the
agrecment would not need to be amended to modify the implementa-
tion plan.)

2. Nhere feasible, 1oan and grant agreements should provide for
AID disbursements based on host-country performance--as discussed
in AIDTO Circular A-513.

3. AID-funded contracts should be more output or performance-oriented.
Where feasible, this could be accomplished by structuring the
contract to provide for disbursement based on performance. In the
large number of cases where this would not be feasible, the contract

40
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documentation should emphasize the purpose of the project and

cite the outputs expected. The contractor should be given a

copy of the Logical Framework, the Project Impiementation Plan

and the evaluation’ plan (the complete Project Paper where feasible). ‘
The contractor and AID should agree on criteria which would be used -

. to review the performance of the contractor.

‘The policy on contracting should provide that either the USG or -

the host country can do the contracting for either loan or grant
projects, i.e., the decision over who contracts should not be
based on the method of funding.

The AID contracting and PASA/RSSA procedures should be studied
further with a view to streamlining the process. It appears
feasible to expedite the proeessing of PI0/T's in AID/W and
reduce PIO/T paperwork when the individual project consists
exclusively of one or more contracts.

PBAR proposes that it review the other PI0 procedures during

Phase III (participant training, commodities). Particular

attention would be given to the need for the PIO's as financial

documents (i.e., is the sub-obligating process really necessary?). .
PBAR would also look at the possibility of developing a standard

commodity procurement procedure which would be applicable, with

minor variations, to both project and program assistance. Some
streamlining of the procurement process appears feasible. The

proceduras for programming and reporting on the use of local

currencies also would be reviewed. -

The new handbooks covering the implementation functions should
contain a section which depicts the proper flow of documents.

AID's criteria for compliance with Section 1311 should be reviewed
with the objectives of simplification and standardization.
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Attachment 1

Major Implementation Steps

Usual Participants

Steps Bilateral Activity Regional & Inter-Regional
1. Negotiate and sign '
agreement/contract HC/USAID AID/W & AID/K
2. Procure inputs HC and/or USAID, AID/K
AID/W, AID/K :
3. Manage inputs to HC, possibly with AID/K
produce outputs USAID and/or AID/K
4. Monitor activity USAID, hopefully AID/W, with help of USAID
management 'NC
5. Activity management HC to USAID; AID/K to AID/W, possibly
reports on progress USAID to AID/W with USAID comment
6. Program management USAID/HC, possibly AID/W, possibly with input
reviews perform- with AID/K from USAID and HC
ance, performs
mini-evaluation--
may lead to
in-depth evaluation
7. Activity redesigned HC/USAID, possibly AID/K and AID/W, possibly
or modified, if with AID/K with input from HC and USAID
_necessary .
HC = Host Country
AID/K = AID-financed Contractor
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EVALUATION

-~ Evaluation is the selective examination of our experience to-
determine what happened and why, the results of which provide guidance
for improving planning, activity selection and design, and program
1mplementatlon

-~ The measure of the success of evaluation depends upon the
~extent to which results are utilized:

. by the mission or other operating entity for replanning
or future planning;

. by AID/W for transferring lessons learned.

-- Evaluation depends on adequate planning, including the establish-
ment of explicit, verifiable targets and the formulation of design
assumptions progress indicators, evaluation criteria and base line data.

~- The interaction of evaluation with other AID processes is indi-
cated on the attached chart (Attachment 1).

RECOMMENDATTONS :

1. The concept of evaluation in AID's Program Evaluation System
(PES) should be strengthened and expanded to include:

a. Evaluation of both grant and loan-funded project assistance
in lieu of the present practice of evaluating primarily
grant=funded technical assistance projects.

b. Evaluation of ares-of-concentration (sector) programs set

forth in DAPs and DASPs. This concept would include evalu-

ation of:

. a sector program within a recipient country.

. an inter-sectoral program in a recipient country,
perhaps in a specific geographic area.

. comparative sector programs between countries.

.. regional or inter-regional programs affecting several
countries.

(NOTE: At least one bureau has accepted a. and has undertaken some
multicountry comparative sector studies; however, these concepts
need to be general policy for the agency.)

c¢. Evaluation of a country program as set forth in the DAP,



RECOMMENDATIONS (cont. ) -2-

- focusing on one or more of the following, depending upon
c1rcumstances

. Evaluation of recipient country performence in relation
to that forecast in the DAP as a guide to establishing
future AID levels or as a means of assessing the
continued feasibility of a projected phase-out date for
U.S. concessional assistance,

. Evaluation of the impact of the AID program on the
country's development--or at least the indirect impact
in terms of gqualitative indicators such as institutions
established or expanded, new technology or rssearch
methods introduced, aokhz,

. Asgessment of the continued validisy of the assumptions
underlying the program gtrategy set forth in the DAP
with regard to projected country achievements, r:levance
to agency policy and achiavement of country-specific
U.S. policy objectives (2.g., as set forth in the
Country Team's Counbry Analysis and Strategy Paper
(CASP) in Latin Amerioa).

2. Top management should continue to make clear to buresau chiefs
and mission directors that design and evaluation, and incorporating
evaluation elements into project/sector desigq,are just as important
as other processes for which senlor officials are held responsible.
This could be done by:

. participating in the evaluation process as ant1c1pated
in AIDTO A-603 (Attachment 2).

. discussing their mission's evaluation process with
visiting mission directors, as proposed in the SOG
nmeeting on evaluation.

. reviewing bureau (including TAB and PHA) evaluation
plans and results.

3. The different kinds of evaluation need to be defined more
precisely, differentiating the requirements for depth of analysis,
frequency of the review and reporting to AID/W A po~51ble approach
is provided on the following page.

4. Two actions set forth in AIDTO A-603 deserve special and
continuing attention:

a, expanding design and evaluation training;

b. involving host country officials more effectively in
the design and evaluation process.




Type

1. Routine-Informal

2. Routine-Formal

3. Special or
Inter-country

4. Ex post facto

Performgd By

AID/W office or
mission, possibly
in collaboration
with H.C,

AID/W office or
nission, poseibly
with outside help;
in collaboration
with H.C.

AID/W office,
mission or special
team (possibly
contracted),
possibly in
collaboration
with H.C.

Re~ipient country
or special team
(possibly con~
tracted)
acceptable to
recipient country
and AID

Types of Evaluation - Project Assistance

Frequency

At least rnnually,
preferably in con-
junction with the
annual budget review.

a, In accordance with
project design;

b. biannually 1if not
provided for in
project design; or

c. in response to a
specific problem or
information need--
perhaps rising from an
informal evaluation.
{Scheduling reflected
in the Annual Evalua-
tion Plan.)

No specific timing.
Operating bureau or

PPC evaluation office
normally would initiate.

No specified timing,
but subsequent to
termination of a
project or program.

Purpose and Depth of Analysis

Primarily to serve missicn management——
provides ¢ baeis for selecting activities or
programs for more in-depth evaluation.
Involves zsking questions about continued
validity cf project or program design and
underlying assumptions, and reviewing
performance against plans.

Can vary, but as & minimum it should involve
the analysis provided in M.0. 1026.1. The
primary purpose would be to serve the mission
and host country. It would involve relatively
detailed analysis to: o

a, determine causes of serious implementation
problems, if any; and

b, examine progress toward and likelihood of
achieving project purpose and making
significant contribution to program goals.

The principal objective would be to:

{(a) search for specific lessons for
transferability; and/or (b) isolate indicators
of performance for general use. Generally an
in~depth analysis would be required. Either

an inter-country survey or an evaluation within
one country might be involved.

The primary objective could be comparable to
that of (a) & formal evaluation (No. 2 above)
if a follow-on project or sector program were
plannied or (b) a special evsluation (No. 3
above). A particularly ia-depth study would
be appropriate after the phase-out of an

AID progra.

Reporting Reguireuénts

Optional for projects, unless hudget and/

or implementation plan modified.

PAR required, but would involve sodifica-
tion of PAR with emphasis on:

a. changes in the validity of project
assumptions;

b. changes in design, implementation plan
or budget of project; if substantial, a
PP revision would be required.

¢. reasons for need to wodify project;

d. lessons learmed that may be
transferable.

Detailed report would be required for
disseminstion throughout Agency.

Same as No. 2 or No, 3 depending upon the ‘

principal purpose of the evaluation.

A
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5. Additional methodology should be developed to:

&. make evaluable and undertake evaluations of DAPs and
DASPs.
b. Improve evaluation of the progress toward achievement
of project/sector purpose and the impact on sector/
program goals. . : , -7
‘e. Adept, as necessary, current evaluation techniques to
capital projects and program assistance. -
d. Develop better indicators of performance. (For AID
entities presently working on this problem, see
(Attachment 3).
6. 'Those selecting, designing, reviewing and approving new pro-
gram proposals should on a systematic basis, make greater use of prior
evaluation results and other reviews which provide evaluative data.
Such other reviews include:
. contractor evaluation reports.
. direct-hire, contract and PASA personnel end-of-tour
reports. '

. AG, GAO, IGA reports.
. Spring Reviews and other inter-country studies.

7. To achieve Recommendation 6. above znd to provide needed
support to the design and evaluation functions, it is necessary that
our information retrieval system be accorded higher priority than here-
tofore--as recommended recently to the 80G. This item could be incor-

porated in the PHASE IIT work plan for PBAR, if further SO0G action is
not contemplated.

8. Missions should be encouraged to negotiate into project agree-
ments (both loan and grant) provision for:

- a. follow-on reports to AID, even after a project is finished
if such reports would be needed to determine whether the
project purpose was achieved or whether a significant
impact was made on sector/program goals.

b. ex post facto evaluations when:

. more than follow-on reports would be necessary to
determine whether project purpose was achieved;

. such evaluations could provide important transferable

lessons or help isolate indicators of performance for
general use. -
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to detract from efforts to improve project design of both crant and Jow ﬁfojncﬁs
wi.ich remaing 2 key Agency objective requiring the personal attenticn or :

- Assistant Administrators and Mission Directors. Projset deuign must be surti-
;roject to the secturai

clently rigormus to define the plamned conbribution of the ;

or program goal ard to allcw future evaluations to measure not only progress
toward project purposes but algo the impact of the project on program goals.
Appropriate evniuative components including srrangements for sultable date col-
lection, should be incorporated as part of the project design from the start.
Since evalustion is a cost of project operation just like any other, there is a
congiderable advantage in designing prcjects in such a wey that the allocation
cf regources to evaluation is consistent with the size and importance of the
project. AID/W will be responsive to Mission proposals requiring TDY perscnnel

cand Tinancial reszcuvrces to improve project design and evaluation.

II. ' Climate fc. Evaluation

An open and receptive oublosk on the part of both Missions and AID/W mskes
evaluation more effective. Evaluation requires a constructive and coclleborative
approach which engages all interested parties and which focusses on improved '
performence rather than past mistekes. To foster this approach, the A.I.D. pro-
ject evaliation system embodles the principles of self-appraisal at the responsi-
ble manasraiont unit, and immediate feedback of evaluation results into improved
project manepement, A.I.D, will expect and respect candor and objectivity in
Migsion evuluations, and will support Mission efforts to use evaluation in
bringing alout program improvements. The effective application.of evaluaticn
results revuires that senior Mission officials be fully knowledgeable regarding
all mspects ol the evaluation system and the methodolng, used. Bureaus should
consider aad review with PPC the appropriateness of holding speclal crientation

.programs to enhance Mission leadership familiarity with the evaluation system

eni with its potential contribution to progect management. Bureaus should also '
consider piacing eveluation on the agenda for reglonal meetings for Mission

Directors and other senior officers,

IIT. Prodect Evaluatlon and the Budget Process

300 members felt that the cesults of project evaluations should be usged
more ei'fectively in connection with budget and obher important project decisions.
In ordet to preserve the self-avaluation approach and to prumote candor, resperisi-
bility ror integrating evaluaition results into budget and other project decisicus .
rests in the {irst instance with the Mission or other responsible program manage-
ment wit and AID/Washington must restrain any inclination to second guess
Mizsion dsy-to-day project management actions. AID/W is aware of the potentiz.
conziict butween disinterested, objective evaluation and the need to justify
budiet reduests, but we feel that AID professioral staff fully appreciate the con-
structive combribution that evaluation can make to the quality and relevance o our

‘programs. Where TDY or contractuel support is needed to assure a disinterezted

viewpuint, suchi arrangements are encouraged. While evaluation remains decycled
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‘|:um Lhe buduch process, Mission evaluation plans must careiully congldar s

Liming of evalimilons to assur:, to.the extent poasible, that they are conpleted
_ o opelur Lo lmyurtant project review sesnions and before key project decigicrns mmsh
< ba made, :

‘IV. Evaluation Coveragg

- . I is important to differentiate betweer implementation monitoring and
" evaluation. Implementation monitoring is the means for assuring that implementa-
tion is proceedirs as planned, i.e., that resource inputs are available and
adequate, that .mplementing actions are occurring on schedule and that planned
outputs are being achieved., I asswme that all Misgions have internal systems to
_ ensure that cout nuous monitoring is accomplished. Evaluation, unlike monitoring,
_is not a contiru.us processg but requires deliberate interruptions of the daily
routine., Tvaluation questions the relevance of the project as a means of
- achieving sector goals; challenges all aspects of the project design including
the feasibilit:- cf purpose and output targets,; the viability of the causative
linkages, the sssumpbtiong, etc,; measures progress toward outputs, purpose and
sector goalj-attempts to establish causality; is intended to result in replanning.
These definitions are, of course, stated in absolute terms; in actual practice,
both menitoring and evalvation have a range, i.e., they can each be accomplished
in a cursory way or in a more thorough and penetrating merner. Implementation
. monitoring supports evaluation by generating data on program and by signaling
the need for evaluations.

The A.I.D. eveluation system is flexible in the timing, scope and deptih cf
-¢coverage., The time and resources needed to assure 2 relevant and soundly imple-
mnented program must be determined by the responsible Mission Directors and
Assistent Administrators. In many cases, these evaluative factors will have
been projected as part of the project desiga, but should nevertheless be
reexunined from time-to-time to qasux tiat they still make sense, Mission
Directors should give rull congiderstion to these questions in submitting their
anmual cvaluation rlans and recomuand approvriate actions on each project for
consideration oy their Bureaus., These plans will include both categories of
evaluation described helow. Duresus should review the evaluation plans caref:lly
and ayprove them or recommend changes in the light of availeble resources and
requirements for program manegement, PPC will provide me with a summary report
by Noveumber, 1974k on each Bursau's FY 1975 evaluation plans and advise me

periodically duxing the year if there are shortfalls in effective implementation
of the plans.

This flexibility should result in annual eveluations for the majority cf
projects which merely confirm that performance and progress are as planned.
Such evaluations can be simple, low cost and brief while at the same time ful-
filling the Mlssion s requirements for routine management and budget decision

maklﬂg
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More importantly, there will be a number of annual evaluationa which will
necesgarily be more searching to determine the continuing relevence of the pro-
ject design and underlying assumptions in the light of experience and changing
host country circumstences. The following order of priority should serve as
guide for such evaluetions in depth:

(a) Projects (ongoing or terminated) for which follow-on projects

' are in the planning or review stages;

(b) Projects which are due for evalustion in accordance with their
initial design and implementation plan;

(¢) Projec.s with implementation problems which appear due %o
ST invalid assumptlons or appear to affect the basic logic of the'v-

proaect,‘

(d)‘ Ongoing grant projects which have been active for over three
years and have not previously had an indepth évaluation.

(e) Projects which terminate during the yeer, not already covered
in {a) above, in areas of future programming concern.

For each of these categories the PAR is appropriately seen as & by-product of
the evaluation, ‘

In recognition of this range of needs, the Agency is now considering the / B
possibility of modifying the evmluation system and the PAR requirement to
permit greater flexibility and %o provide both periodic, btrief evaluations of

. project performance and progress to improve budget and other routing management
decisions and indepth evaluations as needed to determine developmentel impacs
and continuing relevance, The feasibility end utility of such an approach
would be related to our record of performance in designing btetter projects.

- Until new instructions are issued, Missiong should follow existing evaluation
requirements, including dnnual submission of the PAR form.

Periodic evaluation of lean projects has been reguired by IA since
July 1973, AFR has initiated a similar requirement as of July 197h. The S03
will be: considering extending this requirement on an Agency-wide basis in the
near Iuture. Guidance for such evaluations based on recent experience, wilil
te prepared for field use ag soon as feasible.

The 30G also reviewed the need for brosdening efforts to evaluate prcgrams
at the sector and country level. Pending the development of appropriate
methodologies, the SOG noted with satisfaction the growing use of inter-country
compariscns to measure program efficiency and impact beyorngt the project level. .
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The following measures will be adopted at once to achieve improved prograr/
ncher* de51gn and evaluation:

L. Effevtlvg imnediately, Assistent Admlnistrators and Mission Directors
will be responsible for assuring thet rigorous standards are applied to prcaect
. design in the reviocw and approvel of all new program/project proposals. This

e - ' © will i.clude the definition of explicit targets, on an snnual basis where
possible, aelineat:on of the ceusal connection between the program/project
purpose and its sectoral goal, examination of internal project linkages and
relationships, =rd the analysis of external factors which affect the success of
the project. uLies: basic design elements are essential if the progect is to be
evaluable. ‘

in addition, all project proposals, grant and loan, shall contain an
evaluetion ple~ containing the following evaluative items:

-~ Specific provisions, consistent with the magnitude and importence
of the project, for collection and recording of baseline and
progress data relating to stated progress indicators as well as
to design assumptiens.

. : ) -~ periodic evaluation by senior management including a description of
the scope, depth, methodology, timing, partlcipants, and necessary
resource3 for the evaluation.

== @& review of prior experience with similar projects elsewhere
{referred to below).

2. The conqept of collaboration with the host country is especially
applicable to project design and evaluation. Involvement of host country
officials alsc helps internalize better project design and evaluation practices
within their development systems.

Therefore, I request: (a) greater involvement of host country officials
as early as possible in the project preparation stage; (b) that evaluations
include the participation of appropriate host country officials to the extent
possible; (c) that training plans of the Missions in project design and evaluoe-
tion (referred to later) include the training of appropriate host country
officials, and (d) that Missions be alert to opportunities to encourage and
assist host country design and evaluation efforts as part of our project funding.

3. Though evaluation 1z decycled from the budget process, evaluation
tindings should be fully reflected in budget decisions as well as in project
ranagement decisions. Whenever decisions are made under present delegations cf
authority (at the Mission, Bubesu or Agency level) to provide incremental funding
or otherwise to continue 6r extend ongoing projects (e.g., decisions to extend
contracts), such decisions will be based on an analysis which includes

. . . 3 ] ied .
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cengideration of relevant evaluation findings. Bureaus and Missions are asked
t.G establish their evaluation achedules as far as possible tc assure that
evaluption findings, reflecting high professional standards of analytical rigor,
will become gveilable in time for important manegement decisions affecting con-
tinuing projects.

h. The logical framework methodology is now mandatory for design and
evaluation of grant prcjects. It is also being ubilized for the design and
evaluation of loan projects in the Latirs Americe Bureau, which has made mandatory
the inclusion of evsluative elements in the project design, and is applied se- -
lectively to capital projects in other Bureaus. Pending the issuance of further
instructions on combined loan and grant project documentation, Bureaus and
Missiong are urgcd 4o use the leglcal framework technique and any other project
design technique ~.>ilable to test the validity of the internal structure of all
proposed loan aid ¢rant projects and to examine the snticipated impact of these
projects on gectoral and program goels. Missions needing AID/W or contract
‘congultation or agsistance should so indicete,

5. For program arees requiring special deaign and evaluation methodolegy
such as relief and rehabilitation, PL L8O, etc., appropriate guidance will be
developed.,

6. The increased emphasis on analytical rigor in project design and cn
evaluation ne n project menagement togl will require better understanding by
all concernsi of the principles and methodologies involved. Until now only aboub .
Loj of stuis cngaged in project design, menagement and evaluation have been
trained in th: desizn and evaluation concepts adopted by the Agency. Efforts
to reach FASA and contract personnel have been unsuccessful. Each Bureau will
promptly inveastory its training needs with particular emphasis on project
planning =nd wanagement staffs (including contrcctors, PASA, and host country
personnel). Tack Bureau will work out %raining program plans within the next
three menths to carry out within the next 12-15 months, the necessary training
- covering the needs of its Missions as well as AID/W staff. The program will be
develoved in close consultation with the evaluation staff in PPC %o assure that
the necessary traimning facilities can be provided. I plan to review and approve
the cowposite training plan. '

7. The improvements discussed above relate primarily to evaluation at
the projoct level, There has been some progress on evaluation at the sector
sosd level, principally througih the incorporation of evaluation plans in
s 50r lowis., Much remeins to be done about this difficult and complicated -
evaiuation problem, PPC will intensify its efforts, in collaboration with otner
warts ol the Agency, to develop a methodology for measuring progress towards
secior and program objectives at country and Agency-wide levels and will report tc e
within six wnoirths on results achieved,

8. In asking Missions to make wider use of experience and of evaluation
resulls elsewhere in designing’ new projects, AID/¥ is fully eware of the
Limitetions of the A.I.D. date storage and T“tTleVal gystem and is werking te
strensthen this system. A subsequent message will inform Missions of the kinde
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and A:mige of ‘material already avallable and the Mrwuénts being planned. In
- the meantime: project designers are urged to take greater advantage of the
. material now existing in the A.I,D. Reference Center (ARC). v

- o f '9. Further guldance and instructions may be sent by the Regio'ml Bubesus.

‘10, ' Mission comments are invited.

KISSINGER

- CABLE HOO_M’; Please send to List "P",

 ADD: OECD PARIS DELETE: BLANTRYE LUSAKA

ABIDJAN for REDSO/W BUENOS AIRES MESERU

DAR ES SALAAM for USAID & RDOEA GABERONES MEXICO

NAIROBI for USAID & REDSO/E KAMPATA PENOM PEIH
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Tab H.
Attachment 3

Some Current AID Efforts to Improve Measurement Criteria and

Performance Indicators

PPC has contracted with Practical Concepts, Inc., to develop indicators
of institutional maturity.

TAB has a contract with Iowa State University to develop a methodology
for designing indigenous systems of national indicators of social
development. Iowa State has picked as its first case study the
development of social indicators in Thafiland's health sector.

PPC/DPRE/PE is working toward a method of aggregating and measuring
progress toward objectives at the Goal and Purpose level of the
Logical Framework.

PPC has contracted with the American Imstitute for Research to develop
evaluation methodology for DEIDS which could produce measurable
indicators applicable to health projects generally.

TAB 1s continuing to refine the methodology for evaluation (including
measurement criteria) for research and Sectiom 211(d) activities.
PPC/DPRE/PE is working with TAB to extend agency-wide the results of
this effort.

TAB has contracted with Checchi and Co. to evaluate child-feeding
programs and, in the process, to develop appropriate measurable
indicators for these types of programs.

PPC is considering a contract with Checchl to develop evaluation
methodologies for all Title II activities.

LA Bureau Evaluation Office (Mr. Schwab) is developing an extensive
list of indicators and testimg the potential for computerization.

PPC/PDA has a research comtract with Brookings and Princeton for
approaches toward measurement of income distribution.

PPC/PDA is considering a contracted study for development of a methodology
to measure benefit incidence to targeted groups.

PPC/PDA plans a comtract to examine social and political assumptions in
order that they may be better articulated and more effectively analyzed.

TAB has contracted with Robert Boruch (Horthwesterm University) to
study the degree to which AID and others are utilizing experimental
methodologies in designing projects,



-2 -

TAB has a contract with Development Alternatives, Inc., to identify and
verify factors important to increasing the capability of local target
groups through their increased involvement to mobilize and utilize resources
in development programs. The knowledge developed will be built into
improved project design. ’

ASIA/TECH has contracted with R. I. Barbour Assoclates to evaluate the B
impact upon villages of the Thailand Accelerated Rural Development
Program, the methodology for which was developed by the American Institute
for Research.

TAB has a contract with INCAP of Guatemala for the identification of
. social determinants of nutritional status.

TAB has funded a project with HEW/Office of International Health to make
implementation studies of six AID recipient countries' national health
plans to iden!ify common positive factors and common obstacles to
implementation. '

PPC/PDA is cooperating with the World Bank to finance a contract with
the University of Michigan to develop recommendations on the content
of multi-purpose household surveys with emphasis on utilization in the
sectors of health, education and population.

TAB/EHR has contracted with UCLA to develop, with four other universities, .
a cost~effective '"network" criteria which will be used by the universities

to evaluate their own operations. Result will be development of precise

criteria for evaluating all contractor-grantee performance. -

TAB/EHR is negotiating a university contract to develop an analytical
format data bank to supply LDC's with analytical formats related to
their capacity and policies for education and human resources.

The SOG Task Force on Implementation of the New Development Strategy
and Responses to New Initiatives has developed a set of objectively

verifiable indicators to assist the agency in measuring and reporting
achievement of the congressionally-mandated developmental objectives.




AID's MANAGEMENT INFORMATION- SYSTEM

-- Better Reports = Better Management = Greater Impact an Develop-
ment,

-- A management information system is a coordinated set of pro-
cedures designed to give management at all levels the regular infor-
mation needed for planning and control,

-- Five types of AID mansgement concern are assumed. (External
needs are considered under the organization charged with meeting them.)

* Qver-all =~ foice‘of tpe Administrator
Central Staff - PPC, FM, PM, CM, ete.

Central Programs -~ PHA, TAB, ASHA, etc.

Regional Bureaus
USAIDs and Regional Offices

-- An ATD Management Information System (AIDMIS) dominated by an
extensive Financial Information System (FIS), exists; therefore, PBAR
has focused primarily on major additions to and "improvements in the
existing system, rather than attempting to design a totally new system.

-~ Primary attention has been given in Phase II to the major
processes of program design, resource allocation, program implementa-
tion and evaluation, while an FM Systems Task Force has been continuing
its survey of the existing FIS, preliminery to a more structured PBAR
participation durlng Phase IITI in the preparation of a proposal for
1mprov1ng the FIS,.

-~ PBAR has not focused during Phase II on USAID informstion needs,
primarily on the assumption that a localized system would be more
responsive. :

-~ Certain working assumptioné are:

..The various sysf{ems should be integrated.

..All elements of the agency should be working from the same
basic data base.

..The dats base will be easily accessible to appropriate
users, e.g., terminals in each bureau and perhaps ultlmately
1n the field. ,

;,Reporting requirements levied on the field missions and
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subsidiary units in AID/W should be the minimum necessary
to meet recurring management needs and to keep "a finger
on the pulse' of operations.

. .Exception reporting and reporting on key performance indi-
cators (finan-ial and non-financial) are concepts that
need to be introduced throughout the agency and adopted as
4 basis for reporting srequirements levied on recipient
countries.

-~ Attachments 1 and 2 provide a graphic description of the AIDMIS,

RECOMMENDAT IONS

1., The basic information needed by AID management should be
structured into an AIDMIS composed of the following inter-locking
major systems:

a. Programming Information (No. 3 below)
b. Financial Information (No. 4 and No. 5 below)

c. Implementation/Reporting/Evaluation Information
(No. 6 below)

d. Personnel Information (not directly approached by PBAR)

e. Administrative Support Information (not directly
approached by PBAR)

f. Program Support Information (No's. 7, 8, 9 below)

2. A new activity numbering and classification system is needed.
A basic structure for a new system is sketched out in Attachment 3.

3. To support program and project planning and budgeting (Item l.a.),
the AIDMIS data bank should be expanded to incorporate country and sector
program goals Erom DAP's and DASP's) and project data (including planned
financial data) beginning with the initial proposal (PID). A preliminary
proposal listing the additional data to be included and some illustrative

reports which could be generated from them is included as Attachment 4.

4. Some modifications or additions to existing FIS sub-systems
will be needed to accommodate some of the foregoing recommendations
designed to strengthen other information systems. These will be
"elaborated early in Phase III.

5. The improved design and integration of the FIS sub-systems
and their further automation should continue. Additional description
of this effort and an elaboration of guiding concepts are included as
Attachment 5.

®
4
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£, 'I'ne present variable requirements established by the
individual burcans for monthly and quarterly narrative reports on
lonn projects, annual PAR's for grant projects and current project
f'inancial reporting should be replaced by two types of "key indicas
tor" rcports:

a. a Project Performance Tracking System (PPTS) which would
require the missions (or AID/W offices) to report on
certain project-specific key performance indicators
previously agreed upon during the project design stage
(see Attachment 6 for a fuller treatment); and

b. one or more reports comparing planned and actual
financial indicators. (Further study is needed before
a definitive proposal can be put forward for testing.)

T. The need for and the feasibility of a data bank on economic
and social indicators of AID recipient countries should be explored
during Phase IIT of the PBAR effort.

8. The need for, and means of incorporating in a more systematic
fashion, data on other donor activity should also be investigated.

9. The procedure for storing, retrieving and disseminating basic
documents reflecting past experience, and for abstracting information
from such documents, needs to be strengthened. (Presumably the SOG
will address this further.)



MANAGEMENT INFORMATION SYSTEM

Tab ]
Mtachment 1
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Tab I
Attachment 3

Organizing a Data Base for AID-Financed Activities

This is a first attempt to sort out a number of the useful/interesting
characteristics of particular AID activities 1/ and to determine which are
significant enough to be used in am activity data bank or information system.

A. Activity identification

Currently, we have separate systems for numbering different types
of activities: grant projects have four-segment numbers; program loans have
three~segment numbers; project loans have both. It seems appropriate that
the basic activity identification number be as simple as possible. In order
to interpret the middle two segments of the current project number, vou
either need to know the codes or have a reference table handy. Therefore,
PBAR recommends that the standard identification for each activity consist
of a geographic (country) code plus a serial number (possibly with the option
of decimal suffixes for sub-activities--to be reviewed further in Phase III).
All other data of a descriptive nature could be related to the activity but
would not be part of its unique identification. Part of the reason for this
is that most descriptive data can change during the 1life of the activity,
and such changes should not force the basic identification to change. (We
assume that if the activity shifts to a different country there is adequate
reason for considering it a new activity.)

B. Principal descriptive items which will need to be aggregated

PBAR believes that there are various types of activity characteristics
that should be filed away generally, but that not all of these should be used
for aggregating dollars or numbers of activities. There are, however, two
major descr}ptive items that are needed for aggregating: (a) the primary
technical 2/ code and {b) the funding source.

1. Primary Technical Code

This code should be, for each activity, a standard field of
activity which mo&t accurately describes what the activity is
directed at. The precise level of the primary technical code is
still under discussion, but it should be somewhat less aggregated
than the "big five" functional areas, yet at a somewhat higher
level of aggregation than the minor fields of activity now in
use. The purpose 1s to provide a general categorization intec

1/ What follows relates to Project Assistance. The feasibility and means

of incorporating Program Assistance will be explored in Phase III.

2/ This term, and others herein, may be replaced in Phase ITI if more

appropriate ones can be coined and generally accepted.
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which nearly all AID activities can fit without being split.
Probably, this would involve 3-4 breaks within each of the

"big five". An example for Food and Nutrition might be:

"food production", "rural infrastructure" and "nutrition'.

This is not meant to be the only technical code associated with
each activity (see below), but it is intended to place each
activity in the agency's general scheme of things.

2. Funding Source

The other critical piece of descriptive data is the funding
source, which consists of the appropriation title (e.g., one

of the big five, or supporting assistance, i.e., Indochina
Postwar Reconstruction), plus the type of funding (loan or

grant or a combination). Most AID activities are funded from

a single appropriation account, but this is not always the case,
so it would be necessary to provide for up to five accounts:

for each activity and, within each, for both loan and grant funding.
While this makes for a somewhat complex file structure, the vast
majority of activities would, as mentioned, utilize only

one account name/number.

C. Other descriptive items .

Beyond the basic types of data mentioned above, there will need to
be the major characteristics of each activity, most of which have been
described in one or another of the papers that have been written on this
subject for PBAR and long before PBAR. We do not presume to be exhaustive
at this point, but the following seem to be some of the more significant
characteristics, most of which should be used only for showing numbers of
projects, since they do not usually relate .to the activity as a whole, but
only to portions thereof:

1. Detailed technicgl code

This would be in three or perhaps four digits, to show precisely
where the activity fits on a standard list. There should be
allowance for multiple codes for activities, since many affect
more. than one particular functional area. This is especially
true for activities at the sector level.

2. Types and fields of research

This wauld not, of course, apply to all activities. Multiple
entries should te allowed, and consideration should be gilven
to a non-standard approach so that input and output would be
‘brief narrative descriptions rather than categories.



3. Taxget groups

This is important but not sufficiently defined yet. It
appears that terms like "rural" and "urban' are too general
to be really useful, and programmers might tend to skew such

- characteristics to tlie to current emphases, rather than the
real direction of the activity.

4. Special concerns

This would certainly involve multiple entries and would
involve such broad items as income distribution, use of PVO's,
women's programs, the environment, etc. Care would need to
be taken, however, to avoid over-attribution to special areas
in order to collect large masses of brownie points.

5. P:qgram emphases

For each country program, there should be areas (or fields)

of concentration which are non-standardized and not necessarily
related directly to standard technical fields. -Similarly,

for AID/W-administered programs there are program priorities
such as KPA's and Title X goal areas. Activities fitting into
any of these should be so designated to permit placement and,
to a limited extent, aggregation of data.

D. Conclusion and next steps

The above merely attempts to build a framework for an activity
information system, without specifying the data that would be placed against
each activity. That is the next and the more important part of the effort.
Clearly, financial data will be needed, e.g., authorized amount, obligatiom,
expenditure and, perhaps, disbursement. A number of problems arise when one
thinks of grants and lgans in the same system (authorized levels for grants,
accrued expenditures for loans), and these will need to be sorted out and
treated. In addition, there is a demand for better data on the substantive
inputs, outputs, purposes and goals associated with each activity, and here
our rhetoric clearly exceeds our experience and abilities to date; however,
as AID moves to better quantification of the GPOI elements, the task is
expected to become more manageable.




TAB I
Attachment 4

COUNTRY PROGRAM DATA BANK

It is proposed that the AIDMI8 data bank be expanded to incorporate
data from DAPs and DASPs and project data beginning with the initial pro-
ject propoaal (PID). Appended are:

(1) A listing of some of the information on Field projects that would -
be put in the data bank; and

(2) An illustrative list of somie of the reports that would be generated.

These preliminary proposals should be refined early in Phase III
of the PBAR effort.

R<]



COUNTRY PROGRAM DATA BANK

Preliminary Listing of Input Data

A. From DAP

1. Régional bureau
Z. Country
3. Date latest DAP received in AID/W
4. Date latest DAP approved -- with reference to message of approval
(If decision made not to approve, input ""Pending' and give
reference to message to Field.)
5. Date of latest validation
6. Approved country program goals
7. Projected annual fundihg levels
8. Fields of concentration (FOC)
For each FOC: (a) Date latest DAP II received in AID/W.
{(Could be the same as No. 3)
(b) Date latest DAP II approved -- with reference-
(c) Date of latest validation
(d) Approved FOC goals

B. From Project Documentation

1. Regional Bureau

2. Country

3. Project Title




- 10.
11.
12,
13.
14.

15.

17.
18.
19.
20.
21.
22.
23.
24.
25.

26.
27.

Project Number

Status Indicator (PID, PRP, PP, New, Continuing)

. Field of Concentration (FOC) ~- from DAP

FOC Goals Addressed

Appropriation Category

Project Information Codes (from new classification sys.)

FY of Planned Obligation

Project Budget

Budget Status Indicator (Proposed, Approved)
Date Document Received AID/W (PID, PRP, PP)

Action Taken (Approved, Disapproved, Pending, Discontinued)

Date Action Taken

Reference to Action Document
Projected Next Action Date
Project Purpose

Principal Outputs

End of Project Status Indicators
Plan of Action

Annual Implementation Plan
Accomplishments of FY
Congressional Presentation Indicator
Evaluation Results

PP Extensions or Revisions

Oversight (AG, GAO, IGA) Findings and Recommendations with Agency

Responses

£
W,
jOr



COUNTRY PROGRAM DATA BANK

Illustrative'List of Reports Generated

A. DAP-Related

1. List of countries by regional bureau showing date of approval for
DAP I and date of approval for each FOC,

2. List of countries by regional bureau whose date of approval for
DAP I or any FOC exceeds two years and has not been validated or three
years and the latest validation is more than one year old.

3. List of countries by regionalvbureau whose DAP has been in AID/W

for 60 days and has not been approved. (Country would be included on
listing even if marked '"Pending'", but pending status would be indicated.)

To Regional AA and AA/PPC.

4. List of countries by regional bureau whose DAP has been in AID/W
for 90 days and has not been approved. (Countries in pending status would
not be included unless total elapsed time from DAP arrival was 120 days.)
To Deputy Administrator.

B. Project-Related

Exception Reports

1. List of countries by regional bureau which have a PID, PRP or PP
that has been in AID/W for 60 days and has not been approved. Monthly to
Regional AA, PPC/DPRE.

2. Ditto No. 1 except for project proposals in AID/W 90 days (or 120 days
if in pending status). Monthly to Deputy Administrator.

3. A list of overdue PRPs and PPs by regional bureau and country.
Monthly fo Regional DR and DP offices, PPC/DPRE and PPC/RB.

4. Ditto No. 3 except for PRPs, PPs and obligations overdue by more
than 60 days. Monthly to Regional AA.

' 3. List of oversight (AG, GAO, IGA) recommendations by region or central
bureau which remain outstanding after 120 days. Monthly to AG and appropriate
Assistant Administrator.

6. Ditto No. 5 except outstanding over 180 days. Monthly to Deputy
Administrator.




-Status Reports

7. By cited fiscal year, total project budget for all PIDs received
(except discontinued or disapproved per Item 14), plus proposed bhudget for
continuing projects. By request, primarily from terminal, particularly
at time of FBS reviews and preparation of submission to OMB. Regional
bureaus, PHA, PPC.

8. Ditto No. 8 except PRPs or PPs, plus continuing projects for
specific FY. Particularly at CP time and when establishing OYB. Regional
bureaus, PHA, PI’C. _ .

9. Ditto No. 8 except PPs, plus continuing projects for specific FY.
By request, particularly during latter part of FY. Regional bureaus, PHA,
PPC. ’

Congfes sional Presentation

10. CP tables - to be designed

11. CP project narratives for continuing projects - to be designed
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Attachment 5

A.I.D; FINANCTAL INFORMATION SYSTEM

I. General Principles

-- The Financial Information System (FIS) encompasses all
monetary information that is collected by the Agency, both in the
field and in Washington.

-~ Although the FIS has its own identity, the collection of
financial information is not an end in itself. The system exists
because financial information is an essential tool of Agency
management, The close and continuous relationship between the FIS
and the systems designed to serve the various Agency management
processes must be constantly kept in mind.

-~- The amount of financial information collected should be
the minimum that is required for achievement of Agency objectives
and stewardship of all financial resources entrusted to the Agency.
A clear need should be demonstrated for each piece of financial
information that is collected.

~- All elements of the FIS should be compatible. Each piece
of financial information should be collected by the FIS only once.

-- The accuracy of the financial information that goes into the
FIS is the joint responsibility of Agency financial and non-financial
personnel, even though financial personnel may be in charge of the
actual inputting of the information.

~~- In the case of any individual Agency activity, inputs of
financial information into the FIS should be coordinated, where
appropriate, with inputs of non-financial information into other
Agency systems.

~= Outputs from the FIS should ultimately be directly available
to end users.

-~ The FIS should be automated to the extent feasible and
Justifiable. The system should be designed to permit the ultimate
possibility of data storage and manipulation entirely in Washington
at a later date.

-~ The FIS must meet accepted standards of good accounting,

provide adequate audit trails, and fulfill external reporting re-
quirements.

1l
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TI. Basic Characteristics of the Financial Information System 4 “3. '

—-,The-FIS should be capable of collecting financial information
in accordance with the requirements of the Agency activity classifi~
cation system.

-- The FIS should be capabls of aggregating data up to the total
Agency level and disaggregating data down to the lowest level for
which there is a demonstrated management need. ' :

-~ The FIS should have the capabllity of providing reports on
both an exception and a comprehensive basis. Exception reporting -
- should be used wherever possible, ‘

--.The FIS should have the capability to compare financial
plans with actual financial results, and past performance with current
and planned performance.

~=Source documents shall, wherever possible, be designed to
permit the collection of financial information without the need for
. separate forms.. :

-- Non-monetary information that is required by the FIS shall
- be taken from other automated systems where available.

I11. Majof'Elements of the Financial Information System

Infroduction‘

The Financial Information System is composed of a series of
interrelated processes, procedures, records and reports (manual
and automated) covering financial activity in the Field and AID/W.
The basic structure of the Field financial processes, procedures,
records and reports will continue with needed modifications to
conform to PBAR directions until such time as it is practicable
to centralize data storage and manipulation in AID/W. A brief
discussion of the direction jn which SER/FM is considering moving
to improve the AID/W part of the FIS is presented in subsequent
sections,

The Financial Information System will be comprised of a Master

File with segments for Financial Plans, Fund availability, Advances,
Billings, Advices of Charge, and General Ledgers. There will be
" subsidiary systems for discrete subjects such as Payroll, Loans,

and eventually -- if management wishes -- Participants, Contracts
(including PASA and other Inter-agency Agreements), Commodities,
Travel, and Property that -are linked to the Master File. Whether
the Master TFile is updated first with data which is then passed

to the subsidiary system or whether the subsidiary'system is updated
first and the data then passed to the Master File depends on the .
. Characteristics and requirements of each subject area,

W
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} In mddition to the Master and Sub-System file there are
. Monthly Activity Data flles which contain the transaction by
transaction detail including commodity statistics.

Edits are included where appropriate for all data elements
Common look-up tables for validity purposes are used throughout
the system. Edits are accomplished at initial input to the system.

Input terminals will be used whenever practical rather than
the current abstracting key punch means. ‘

Data in the files may be aggregated and manipulated by the
computer to provide the full spectrum of internal and external
" accounting and statistical reports that are denominated in finan-
cial terms.

Master File Segments

1. Financial Plan Segment. The Financial Plan segment of
the Master File will contain financial data from the DAP; the PID,
PRP and PP for project assistance; and equivalent documents for
program assistance. The Financial Plan segment will also contain
the OYB, approved project financial plans, and operating expense
budgets, with provision for revisions. The PBAR report contains a
preliminary proposal concerning the content of a data bank which
would draw on the FIS for the financial data required.

_ 2. TFund Availability Segment. The Fund Availability segment

of the Master File will be striictured to permit the determination

that funds are available throughout the fund utilization chain from
the appropriation, apportionment and warrant stages through to the
allotment, reservation/authorization/cbligation phases to implementing
action documents and sub-documeats when il is appropriate to maintain
separate accountability down to these levels. It will reflect the
liquidation of obligations on an accrued expenditure basis at the
lowest level or record within the system and track back to the allot-
ment level.

The system for developing, recording, and reporting accrual
data will be tailored to management and operating requirements.
Accraals should enter the system as a distinet level of documenta-
tion representing goods received and services performed and serve
as the basis for liquidating obligations and essablishing liabilities.
Accrual data in some areas can come from sub-systems files, whil=
direct input will be required Tor other areas.

NEDEES
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For AID/W operations, input to this segment includes, in addition j
to amounts, Financial Plan line item identifications, pertinent dates,
document numbers and identifiers, accounting classifications and
categorizations and iescriptive data. Use of variable record lengths is
planned to permit inclusion of adequate data for the wide variety of
documentation entering the system and to provide space for additional
elements if management needs dictate at a future date. Mission data can
be input to the Fund Availability segment of the Master File from the
mission reports, rather than have a separate sub-system. Mission project
report data is merged with AID/W project data from this file to provide
agency-wide project data. -

This segment provides the major input to flash, outlays, appropriatiom,
allotment and country-oriented financial type reports,

3. Advance Segment. The Advance segment of the Master File is the
subsidiary record of contractor, employee, travel, interpreter and FRLC
advances. The File will include names and identi{fying numbers, authorizing
document identifiers, amounts, dates, liquidation details and follow-up
dates. The system will produce follow-up memos for use by the responsible
offices. Input to the system will come from the advance disbursement
documents and from the liquidation documents. Some, i1f not all, of the
advances may be part of the individual contract, travel, participant or
other records of the respective sub-system files.

4, Advices of Charge Segment. The Advices of Charge segment of the ‘
Master File will be similar to the current system. Descriptive data on
disbursements may be added to permit use of the AOC detail as posting media
to mission records. This segment is the subsidlary record of related
General Ledger accounts.

5. Billings Segment. The Billings segment of the Master File will be
similar to the current accounts receivable system. Names, addresses,
identifying numbers and collection dates may be added to permit Issuance
of follow-up notices and a variety of analytical reports. Provision may
be made for processing Bills for Collection directly into the system and
elimination of the mission accounts receivable report. This segment of
the Master File will cover only those refunds and reimbursements for which
Bills for Collection are issued. It will not include Notices of Payment
Due for loan program principal and interest, which will continue as a
part of the loan sub-system. The Billings segment is the subsidiary record
of General Ledger receivables accounts.

6. General Ledger Segment. This segment of the Master File will be
a General Ledger Trial Balance file that encompasses the full range of
appropriations and funds for which AID is regponsible. The General Ledger
file will be updated by the computer as a by-product of maintaining other
segments of the Master File. Provision will be made for direct input to

®
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this file of data which do not warrant inclusion in the other automated
segments of the Master File. Print-outs of data will be available to -
support the entries.

, Insofar as practicable, a common chart of General Ledger accounts
for the agency is desirable in order to optimize the benefits of a single
automated system. Upon initial input into the system, all transactions
will carry the identification of the General Ledger accounts affected.

‘Provision will be made for accumulating Operational Expenses by
organization and function with further Object Class categorization to the
extent required. Project and program assistance data will be classified
and accumulated by categories and at the levels dictated by the PBAR
activity classification. Provision will also be made for comparing
performance with financial plans contained in the Master File Financial
Plan segment.
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Subsidiary Systems Files

1. General. The inclusion of Sub-Systems files for loans, payroll.
participants, contracts, commodities, travel and property are illustrative
of the flexibility of the over-all system and the inter-relationship of its
segments and sub-systems. It also recognizes the existence of the loan
and payroll systems as two major financial sub~systems and melds them into
the 'integrated' systems concept. The objective is to have each sub-system
file be a unique information file tied to fiscal data. The sub-systems
files can be the detail of the Fund Availability segment of the Master File,. -
as well as the subsidiary records to General Ledger accounts.

There follows a brief discussion of each of the sub-systems files
proposed except for commodities and payroll. A sub-system for commodities
depends upon management needs. Payroll is an on-going system.

2. Contract Sub-System. Since a major means of implementing the
agency's programs is through AID contracts, there is a distinct need to have
all financial data for any given contract in one place and available to
monitoring and paying offices. A contract sub-system will provide the
agency with a better handle on total contractual activity. It will facilitate
monitoring of payments and development of accrual data. It will provide a
record of the liquidation of contracts and accountability over advances. .

In addition to financial data, such non-financial Information as
project manager, purpose or objective, key dates for funding and manpower
loadings could be included. Initially, the file would be constructed on -
the basis of financial needs, but.would provide "open record space" to
permlt the addition of non-financial data at a future date. Borrower and
grantee contracts are not contemplated as part of this sub-system; however,
it would encompass PASA and other inter-agency agreements.

This sub-system is envisioned as being a by~product of the Fund
Availability segment of the Master File.

8. Participant Sub-System. Another significant means of accomplishing
agency goals is through participant training. This is a major paper processing
area both in making arrangements for the training and in the accounting.

Development of a comprehensive participant sub-system which includes
both fiscal and statistical data is a practical way for the agency to
obtain current cost data for analysis, to develop projections, to establish
and validate standards and to make more refined estimates for obligation
‘purposes. The system can be by individual participant to facilitate
generation of a Treasury payment tape and schedule of disbursements for
maintenance allowances. It will alsoc facilitate control of allowances and
aids in flagging potential refunds. Management needs should dictate the
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_ type of statistical data in the sub~system file, but such items as starting
dates, location, length and type of training, as well as objectives and
subsequent evaluation results of the training are possibilities.

4. Travel Sub-System. Travel is a substantial element of agency costs.
Paperwork processing in this area 1s hsavy. It also takes time to get all
of the payments appropriately recorded. Development of a Travel Sub-System
could provide the agency with the means to evaluate its complete travel
activity, reduce manual processing and speed up response capability.

5. Loan Sub-System. The Loan Sub-System file will be the current
LAIS Master File. It 1is planned to make no major changes in the system.
The intent is to meld it into the over-all system with minimum change. The
automated cash journals, automated general ledgers and fund availability
checks are to be part of the Master File. The Loan Sub~System file will
produce loan reports to meet current needs, notices of payment due,
projections, statements of disbursements and loan data for other agencies.

6. Property Sub—System. A Property Sub-System, which takes the place
of the agency's manually-maintained inventory of non-expendable property,
*is a feasible ADP application and can be designed to interface with the
Master File.

Financial accountability and physical responsibility for property
are decentralized to the missions with annual reports to AID/W. Having
inventory detail and control in a central point could improve management
control over the property, permit more judicious placement of exceas and
surplus property and aid in bulk procurement activity.

Fiscal accountability would be centralized, while physical responsibility
would remain in the field. Property accounting would become an integral
part of the accounting system. The Fund Availability segment of the Master
File would provide the input to the General Ledger property accounts with
the Property Sub-System providing the details. The Sub-System could contain
data on procurement, location, repair history, shipping and receiving,
aging, identification to obligation and payment documents, loss and damage,
as well as financial data for each inventory item. The Sub-System would
be the subsidiary record to the property General Ledger accounts.
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Attachment 6

PROJECT PERFORMANCE TRACKING SYSTEM

Recommendation: A Project Performance Tracking System (PPTS) should

be established.

Assumptions:

Present reporting is uneyen--unstructured on grants and highly
structured on loans,

A basic orientation to performance, in contrast to input
management, 1ls needed.

PPTS can provide the specific information needed for manage-
ment oversight through agreed-upon measures of performance
and exception reporting.

The Logical Framework (Logframe) provides one basis for
selecting planned performance indicators.

PPTS can also serve as an internal "project-useful” tool
for project implementation.

Proposal for PPTS

As part of the Project Proposal (draft in PRP), the project

managers (host country and U.S. in IDC projects) will develop,

using the Logframe, a network chart along PERT lines setting

forth the Key Performance Indicators individual to the project,

with critical reporting dates. For model project see Annex B.
%

Missicn, regional office and AID/W requirements will be
incorporated in the Plamned Performance Network before
PP approval.

During implementation, the project manager will report to
ATD/W by cable or airgram on each indicator when it is
accomplished (a one-line message) or as it becomes due if
not achieved on target (a narrative cable).

The mission will provide an update annually with new network
chart if necessary of the performance situation of each of its
projects. Part of the data submitted will be used in the
preparation of project data sheets for annual funded projects
to be included in the Congressional Presentation. The
suggested annual report format in Annex A.



Implications

~ In the initial application, project manager reporting will

be a positive report of achievement and AID/W reporting by
exception. Exception reports would go initially to the

. AID/W back-stop office; after 60 days, to the appropriate
Assistant Administrator; after 120 days, to the Deputy

Administrator.

- Key performance indicators are the significant tracking points
anticipated in the project. They may be actions, events or -,
reports, outputs or intermediate outputs or, in some cases,
inputs. For field projects, they may be host country, U.S.
or joint indicators, or they could be necessary related actions
by agencies such as other donors. They should include indicators
of preliminary activity or project achievement which, if not
accomplished, could seriously delay achievement of end-of-project
status.’

- Data bank input will be by operating bureau. Eventually,
direct input by missions may be feasible.
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Tab I

Attachment 6

Annex A -

PROJECT PERFORMANCE TRACKING REPORT

1. Sunnna.ry Status of Project

A. Related to Key Performance Indicators

B. Significance of any delays

C. Potential problems
2. Revision to Project Implementation Plan (if revision needed)

A. Discuss cumulative effect on Project Purpose

B. Discuss specific effect on output/input

C. Update Logframe and Planned Performance Chart as applicable
3. Mission Ma.nagemeﬁt Comments .

(e.g., relation to other pro;jects/programs, relation to mission
goals, implications for AID/W action)

4. Project Achievements for FY Just Completed

The following would be required only for projects being funded
annually. The primary use would be for input to the Congressional
Presentation:

5. Implementation Plan for Operational FY

6. Implementation Plan for Budget FY



X

n e v e 5 a b e

-y - PR

,_/“\' 40250 N ~_ |
. \4 N ‘.. . o . . . C e e e e

] “ - ® S "'y

o

o

Mrromuss Aenoeeay 27 AptawssmaArion PLaasp PECE
g‘ th H'::'cr:z'r No I‘Z‘b 5673 . KeYy Perrspm

F'.?!‘:Fr‘ﬁc wabg TEY S Y .
‘?_.,“ ri2)e OdinnnenThTo Meteh 77 or Mapen1TTe M,‘,;_c 73
FPRECE "s,u-r'

¥

WRIANLE NETWORK — RePuBLie a~ Siira
eI WPicaToRS oL

:.'Y =
oaMrnT8To Maicn 19 ZRMarah T T Mader Ao

T O T v ot = e e e v e s f e e s im mae e

o L aume dEC. . JuwE . nee | JuNE _ DEc Jang Cpee

- 7% 77 77 78 T Te L A
i~ N el St S B : : o : '
N L i b~ | 1 ' i
fram, Geme et e\ .
i BTaTUME o

\,:cf.s-"} ! 7':,_9.24'-.’-'.":;’5 - .Assfc}~ cee

——a—
~
-
“

{sTAsE 2\

A N,\-.\‘::.;:/

. /\- T TN
pa \ / :.;T";') '
2t 0
SPagTic N
> FEvURH |

\f Aesien,

paprie L My
42 e é‘(;‘ﬁrz‘t" '

",'P.J | <,__,"’\“ /

| . - > (R S'Gl...J
L \ /s

¢lbue0

» -
. ST"" “‘\ 5 L?NJ
A

- L
s.Dl‘J"JR ....__\.AQP’\‘V““---—* _>(';M,TKA.,‘ ,I,_ L AYSE
VoeN PLAM

. ' I
. 3 \\F’"’"r'.{ P oA 12; T \ % . -
m — 1 L 7 CmRiem | fEvRku e ™ cvpics N d
“ . [ T AAALYEIG | o DESIEN > ANALYSIS /
; o L. akReTTER w . L A \Qs-pssﬁu /
= P ) . N —— > ;p.‘
= P 3. o - 9. yd o
= P AN e o L . 3 N
g t LoNTRAY { qu:; \ : _jcomm o
~ - CSIGNEY | B ; ARRIYE } :
m { " B -/ S16NED Al O S =
) P — . \\_,/ Ry /'.““x'__ , s R D -
. ST L e : — = \a .
: =< bxeuu_?' 7 \25 a;zr' ‘ne#onr
Pee/iBARS R EERE S N

Ad0D F18VNUVAY LS38



25,

Hational Academy of Administration
‘ Bepublic of Somewhere
USAID Project No. 123~45678
Key Performance Indicators

Project Agreement and PIO/T signed

PI0/P's signed

Contract signed

Key contract employees on site, probably chief of party

¥irst four participants depart

GOS completes draft of faculty statute

Curriculum amalysis completed by NAA staff with contractor assistance

Long~range Plan completed by NAA staff with contractor assistance

Faculty Plan completed by NAA staff with contractor assistance

PIO/C's signed

PIO/P's signed

Curriculum design written by NAA staff with contractor assistance

First annual report by comtractor

Second four participants depart

NAA faculty statute passed by GOS legislature

First evaluation

Analysis of Stage 1 of faculty plan completed by NAA staff with contractor
assistance

Analysis of new curriculum and possible redesign completed by NAA staff
with contractor asslisteace

Commodities arrive and are imstalled

"Second annual report by contractor

First four participants return and are assigned faculty positions
Analysis of Stage 2 of faculty plan completed by NAA staff with contractor

‘assistance

End-of-project report by contractor :
Second four participants return and are assigned faculty positions
Final evaluation



BEST AVAILABLE COPY

PRQJ ECT DESIGN SUMMARY
LOGICAL FRAMEWORK

Project Title & Number: __ National Acddemy of Administration

MEANS OF VERIFICATION -

g BY__ 1578
s e can”

Life of Projecr: -
Feom Fy __ 1976
Total U. S. Funding 3
Date Prepored:

CIMPORTANT ASS. % TIONS

Assumptions for achieving gasl *erge’s:

NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE INDICATORS _

Meosures of Goal Achievement:

On-the-job evaluation of 20 selected

1.
ment systems and icproved zethods of

The GOS will adcpt gew marage-

Program or Sector Gool: Tha brooder ebjective to
which this project Tontributes:

GOS efficiently and effectively

1. GOS executives using modern
management approaches and effectively

solving problems.’

1.
executives trained at NAA and a control
group of 10 non-NAA.

2. An analysis of the extent to which
10 representative modern management

planning and managing iza resources,

2, GOS resources allocated on e

rational basis, adequately managed

and with reasonable accountability.
3.

Conditions that will indicoie purpose hos been

practices are used in GOS.
An evalustion of the basie for resourg
allocation in Sowewhere and in the
management system in use.

1.1 Faculty analysis.
1.2 Results of testing and screening.

budgeting, accouncing and auditing.

2. GOS ministries and sgencies will
adopt improved planning and
programming methods.

e

i

Assumptions for achieving purpese:

€0S will pass faculty statute.

Project Purpose:

To build up the Katienal Academy of
Adzfnistration ss an effective

instruzent for preparing civil servants
with the att{tudes and administrative
and managerial capabilities which are
necessary to meet Somevhere's social
and econowic developmeat needs.

achieved: End of project stotus.
1. Exemplary faculty, quality studemt

body, internal organization with.
modern management orientation.

2. Curricujum and instructional
methods which train for administrative
and managewent roles.

3. An alumni and intern program
jwhich induces feedback for NAA.

1.3 Division chiefs carrying the
administrative load.

2.1 On-the~job performance of civil
servants, feedback results and
supervisory evaluations.

3.1 Effective aiunni association and
reviews of intern program.

3.2 Extent of participation in courses

by alumni.

Assumptions for echieving sutpwts:

Outpurs:

Prepared/implemented long-range plar
2.

Mognitude of Outputs:

1. Ten-year work plan
Admission and testing poliey

Document review and on-site inspection
of faculty, facilities, curriculuz and

teaching mathods.

1.
2. Estsblished adnission/testing
policies. 3.1 Curriculum design plan
3. Icproved imstruction/curriculua 3.2 Instruction methods plan
and intern programs. 3,3 Intern program deaign plan
&. Icproved faculty and faculty 4,1 Faculty design plan ,
selection, 4.2 Faculty selection criteria polidy “ .
S. Established alumni training
programs, : K
. . .
Tnouts: _ Implementation Target (Type and Quantity) Assumptions for providing inputs:
.S, .
Personnel (MM/$000) Y 1976 Y 1977 Y 1978 1. Zstimated budget figures
Contract 60/350 60/350 48/280 include x percent annual inflation.
Parcicipants (#/$000 4/40 d/80 4740
Cezrcdicies  ($000) 0= 30 10
.% Lo
KAA Budget (S$millionm) G0S annual budget
Regular 84 150 165
US AID Chapter 10 30 20 .
Trust Fund . 10 40 6

N
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