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2 .  

- - -  
DEFINHT IONS 

The following i s  a 1 i s t  of words or phrases used i n  thls report, 
and the usual meaning o f  the terns as used in this report. 

Activity - A develognaental effort participated i n  by A I D .  I t  i s  
intended to include both Project and Program Assistance 
undertaki ngs . 

Activity Classification System - A method o f  assign$ ng numbers and/or 
l@tters to  serialize and classify activities i n  such a way 
as t o  indicate their relationship t o  a prepared l i s t  of 
categories. 

Basket Project - A conglomerate of several projects which are presented 
as sub-projects of a singlo project, even though mos% of 
the sub-projects have their own starting and ending dates 
establ ished independently o f  other sub-projects. 

Data Bank (Memory Bank) - The repositorj of prevfous and current AID 
and other devel spmental agencies' experience whjch can be 
easily retrieved and util imed for further AID internal and 
external needs. 

De-Basketize - Termindting basket projects (see separate def ini tian) 
either by terminating a l l ,  or a l l  but one, of a bzsket 
project % sub-pra.jects or by establ  ishing the sub-projects 
as separate projects. 

Design Assumptions - Assumptions about the bxternal influences and 
factors which will affect th.2 causative linkages as 
incorporated i n  the Logical Framework. 

Disbursement Based on Performance --- - .- A procedure by which disbursements 
are made only upon receipt of proof of the satisfactory 
compl e t  i on of a perf omance i ndicator . 

Evaluation P l a n  - A statement i n  a project proposal or project 
agreement between a host country and AID wR9ch states 
whan and how an evaluation will be undertaken and what 
w i l l  be evaluated. 

Field o f  Goneentrata'on - (Same as area s f  concentration) A priority 
emphasis of an A I D  program as set forth i n  a DAQ. It may 
refer to w e  sector, e .g . ,  agriculture or t o  a multi-sector 
program e.g., rural develoment or  to the development of a 
speclfic geographic area within a country or sub.-region, 
e.g.,  Jordan River Basin Development. 



Global Sector S t ra teg ies  - Agency-wide s t ra teg ies  f o r  A I D ' S  areas o f  
emphasts, t o  w i t :  Food and N u t r i t i o n ;  Education and 
~whan Resources; and Populat ion and Health. 

Inputs  - (See Logical Framework. ) Refers, i n  the  design o f  a  pro jec t ,  
t o  the  resources t o  be made avai lab1 e  and u t i l  i zed t o  
produce c e r t a i n  s p e c i f i e d  outputs. Resources could be 
cash, t e t h n i  ca l  services, commodities, t r a i n i n g .  

Key Performance I n d i c a t o r  - bn event, a c t i o n  o r  r e p o r t  which i s  a  
s ignicant measuring p o i n t  o f  performance i n  the  ca r ry ing  
out s f  an a c t i v i t y .  

L i f e  o f  Pro 'ect - The per iod  o f  t ime between the s t a r t  o f  a  p r o j e c t  
i n i t i a l  o b l i g a t i o n  o f  funds) and the  completion o r  ---I- 

terminat ion  of the p ro jec t .  

w i c a l i  Framework - A system o f  p r o j e c t  design showing the  r e s u l t s  
expected f o r  each l e v e l  o f  i n t e n t  when a  p r o j e c t  i s  
successfu i ly  completed. Results are  expressed as o b j e c t i v e l y  
v e r i f i a b l e  targets,  together  w i t h  means o f  v e r i f i c a t i o n  and 
con t ro l  l i n g  assumptions. Phis system f a c i l i t a t e s  e f f e c t i v e  
eval u a t  i o n  o f  progress toward targets.  

Measurable Goal s /Qbject i  ves - Pre-establ i s h i n g  i n  p r o j e c t  o r  program 
d?sisn what w i l  1 be measured o r  observed t o  demonstrate 
progress, i - e . ,  ob jec i t i ve ly  v e r i f i a b l e  ind ica tors ,  
q u a l i t a t i v e  o r  quan t i t a t i ve .  

Module Approach - A rnethccl o f  prepar ing a document through the  assembly 
o f  predetermined sub jec t  mat ter  so t h a t  each o f  the elements 
may l a t e r  be u t i l i z e d  w i thout  the  need o f  rewr i t i ng .  

Mu l t i - yea r  Funding - The al locatSon o f  money from one f i s c a l  year t o  
fund an ac t i # " : y  dur ing  subsequent f i s c a l  years--present ly  
provided For loan-funded a c t i v i t i e s ,  bu t  only on a  very 
r e s t r i c t i t i c  basis for  grant-funded a c t i v i t i e s .  

Outputs - (See Lagical  Framework,) Refers, i n  the  design o f  a  pro jec t ,  
t o  the  planned r e s u l t s  of t he  management o f  resources 
( i l lpu ts )  devoted t o  the project--reslal  t s  which c o l l  e c t i v e l y  
should achieve the purpose o r  end e b j e c t i v e  o f  the  p ro jec t .  

P ro jec t  - A p raac r~ t  i s  a l o g i c a l l y  sel f -conta ined AID-financed 
undertaking 05 s ta ted  dura t ion  w i t h  a s p e c i f i c  v e r i f i a b l e  
end r e s u l t  designed t o  con t r i bu te  d i r e c t l y  o r  i n d i r e c t l y  
t o  the  economiclsocial development o f  one o r  more 
less-developed count r ies .  
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I .  INTRODUCTION 

The Task - Develop an in tegrated system f o r  planning, budgeting, 
accounting and repor t ing (PWAR) . 

Bac &ground 

Phase 1 
-.-a 

-- A part- t ime task-force e f f o r t ,  dat ing from 1972, culminated i n  a 
"Concepts" paper* i n  rar .1~  1974 which (a)  c r i t i q u e d  A I D ' S  management system; 
(b) recornended a conceptual framework f o r  modifying the system; and 
(c)  resomended an in tens ive six-month e f f o r t  t o  develop and elaborate 
the approaches proposed. 

-- On 4 A p r i l  1974, the Administrator requested the i n i t i a t i o n  of 
the proposed in tens ive development e f f o r t .  ( See Tab W f o r  the 
Administrator ' s memorandum and the Concepts paper. ) 

Phase I I  

-- On 21 !dY 1194, the  Depdty Administrator: (a) approved a f u l l -  
time chalrman fop  the PBAR Task Force and an expansion o f  the task fo rce  
mmbershlp, and appointed an Advisory Committee t o  ass i s t  the Task Force 
(Tab I%-1); and (b) approved some working assumptions (Tab B-2) .  

-- Recognizing t h a t  i t  would no t  be possible t o  e l abo r l t e  w i t h i n  the 
six-month time-frame a proposed modif ied system w i t h  a l l  the d e t a i l  spec i f ied 
i n  the Concepts paper, the Deputy Administrator (a)  ins t ruc ted the Task 
Force chairman tu cornpl ete the s t ruc tu re  o f  t h e  management informat ion 
system; and (b) established the p r i o r i t i e s  l i s t e d  i n  Tab B-3 and re fe r red  
t o  i n  Section I I I .  below. 

-- %a7 car ty ing ou t  the p r i o r i t i e s ,  the Task Force has given: 
(a) p r i o r i t y  a t ten t ion  t9  the programming (planning, budgeting, p ro j ec t  
select ion, desf gn and approval ) and evaluat ion processes, p a r t i c u l a r l y  
f o r  capi La1 and technical assistance, and the management i n f ~ r m a t i o n  needs 
re la ted  t o  these processes and t o  implementation; (b) less, but  
considerable a t ' t m t i o n  t o  the  implementation process, w i t h  special 
a t ten t ion  t o  in tegra t ing  loan and grant  procedures; ( c )  only modest 
a t t en t i on  t o  ptmogram assistance; and (d) v i r t u a l l y  no a t t en t i on  t o  
personnel management and admin is t ra t ive  support operations, and 
management i n f ~ m a l j o n  needs i n  those areas. 

-- Phase T I  terminates w i th  the submission o f  t h i s  report ,  and 
proposed fal low-on act ion by the Task Force i s  referred t o  i n  t h i s  
repor t  as Phase 111 a c t i v i t y .  



I I. GENERAL CONCLUSIONS 

-- A I D  does not need a new system f o r  programing (planning, budgeting 
and a c t f v i  ty design and approval ), implementatlow and evaluation, but: 

. . Most o f  the processes can and should be strengthened and/or 
s treaml i ned . 

. .  Pro ject  design and evaluat ion most need t o  be strengthened. 

. . Greater a t ten t ion  should be given t o  estab l ish ing targets and 
measuring performance against those targets, 

.. Greater consistency i s  needed i n  the app l i ca t ion  of po l i c i es  
and procedures by the various bureaus and missions. 

.. A be t te r  understanding o f  the intended in te rac t ion  o f  the 
various processes i s  needed, p a r t i c u l a r l y  the value o f  timely 
evaluation t o  both imp1 ementatiori and subsequent planning and 
p ro jec t  design, and the importance o f  planning as a f i r s t  step 
i n  p ro jec t  select ion. 

. . The budgeting process should be simp1 i f i e d  and focused on over- 
a1 1 budget leve ls  and on comparing performance against plans 
( i n  both f i nanc ia l  and non-f inancial terns). 

. . Capital and technical  assistance ( loan and grant)  procedures 
can and should be integrated t o  a very large extent. 

. . Imp le~en ta t ion  procedures should be s treaml ined and documentation 
simp1 i f i e d .  

-- AID -- does need t o  overhaul i t s  management informat ion system i n  
order to: 

. . Provide greater support t o  management % sobjecti ves o f  measuring 
performance against plans. 

. . Inform management when the programing and implementation 
processes are not  proceeding as planned, and t o  spot problems 
before thzy are cr ises.  

. . Improve the t imeliness and q u a l i t y  of i n f o m a t i o n  ava i lab le  
for  meeting external requests f o r  information. 

.. Expand, and make more e f f ic ient ,  the re t r i eva l ,  f o r  agency 
purposes, of information on on-going and terminated A I D  a c t i v i t i e s .  



. . Up-date and improve the f inancial  information system i n  
order to: 

- p ~ o v i d e  more meaningful and useful information f o r  a l l  
'level s o f  agency managent ;  

- make more productive use o f  people and equipment; 

- improve data coverage f o r  monitoring performance against 
plans i n  f inancial  terms. 
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INTERACTION OF MAJOR AGENCY PROCESSES - 



- '1 
3. The PBAR Bask Force, wDth sme changes i n  personnel, should 

continue Into Phase I I I  o f  the i nsb l la t fnn  o f  t h k  PBAR concepts. Speciffc .-, 

recornendations about the Task Force's vale are provlded i n  V.B. below. 

4. To obtain the Pu l l  benef i t  o f  a number o f  the PBAR secomenda- 
tions, and i n  some cases t o  ensuse the f e a s i b i l i t y  s f  thg reemcndat ions, 
a substantial i s  nei?ded. The f o l  lowing are 
,proposed t o  s such an impr~wment: 

a. There should be an expansion o f  the agency's information 
e- ef fort ,  par t icu lar1 y i n  pro ject  
design and evaluation. 

demonstrate tha t  top managmewe i s  j u s t  as concerned 
about selecting the r i g h t  actSva"ties, i m p l e w t l n g  them 
i n  an ef fect ive and t imely manner and de temi  wing the i r  
impact, as i t i s  i n  meeting obl igat ion and expenditure 
targets. Some speci f ic  proposals are included i n  Tab D, 
Reconendatlow 1, and Tab H, Recmewdation 2. 

c. There s h o u l d  be a c r i t i c a l  review sf the grant p ro jec t  
por t fo l io ,  s im i la r  t o  t h a t  I n  process f o r  loan projects, 
t o  ensure tha t  a l l  o ld  projects meet new design and 
evaluation standards. See Tab F, Wecsmndation 9, and 
Attachment 5--%Re Batter i s  a sumary table on the age 
o f  current grant projects. 

5. Although PBAR believes t h a t  adoption s f  a concept o f  phasing 
(Tab F, Recommendation 4) could permit the design o f  shorter A I D  projects, 
i t  does not believe that  i t  i s  reasonable t o  expect tha t  a l l  projects 
(technical or capi tal  ass3 stance) can r e a l i  stical ly be completed I n  three 
years, as suggested by some legislators.  PBAR rec nds tha t  t h e  agency 
adopt f i v e  years as a n o m l  l i m i t ,  with longer-tern projects and extensions 
beyond that  period requir ing exceptional approval. Imp1 i c i  t i n  t h i s  
recomendation i s  t ha t  top management would approve a modif ication of PI] 57 
and would be prepared t o  seek congressional acceptance sf  greater f l e x i b i l i t y  
i n  the l i f e  o f  prasjects. Da"scussions w i t h  Congress o f  the planned "clcan-up" 
o f  the ex is t ins po r t fo l  i~ and the i ns ta l  l a t i o n  ~f the recmendat ions included 
i n  t k i  s report-cbul d provide a basis f o r  ddscussing the three-year r e s t r i c t i o n  
on project l i f e .  

6. A I D ' S  management information system ( A I M I S )  should be expanded 
t o  support a programing lnformatisn system (Tab I, Wecmendation 3) and 
an implementation/reporti wglevaf uatiow information system (Tab I, 
Recommendation 6). Hn addition, the f inancia l  infomatlow system needs t o  
be fur ther  modified and improved (Tab I, Recmendattons 4 and 5 and 
Attachment 5). 



7. A better means i s  needed t o  ensure tha t  the various systems 
o f  the agency are maintained and reviewed per iod ica l ly  t o  ensure continued 
relevance. The work o f  the SOG w i l l  help, but PBAW believes that  the 
magnitude o f  the current e f fo r t s  and the size and complexity of agency 
operations j u s t i f y  the establishment o f  a small, fu l l - t ime systems 
coordination o f f i c e  as an ad~unct  t o  the o f f i ce  o f  the Deputy Administrator. 
The systems coordinator would monitor systems improvement ef for ts  and 
systems maintenance, and serve as a soundtng board f o r  proposals f o r  
modifying the various processes and i nfomat ion systems. 
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1. Top management should p a r t i c i p a t e  extensively i n  the  planning 
process. (0- 1 ) 

2. A statement of over-al l  agency goals  should be developed, 
accompanied by annual objec t ives  bar operat ional  and budget years .  (0-2) 

3. Global s t r a t e g i e s  should be prepared f o r  Food and Nutr i t ion ,  
Education and Human Resources and Population and Health. (D-3) 

4. Regional AID s t r a t e g i e s  should be prepared t o  bridge over-al l  
agency goals  2nd glbbal s t r a t e g i e s  t o  country program s t r a t e g i e s  (DAP' s )  . (D-4 )  

5. 9AP's should include measurable objec t ives  and eval uat ion 
c r i t e r i a .  (D-5) 

6. Development Assi stance Support Programs (DASP ' s ) should be 
prepared by TAB and PHA f o r  inter-regional  programs. Regional bureaus 
should a l s o  prepare a mini-DASP t o  provide a framework f o r  their regional 
programs. (D-6) 
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E. Budgeting 

1. Project approval should be more closely integrated with the 
budget process. (E-1 ) 

2. Eudget sulbmissDons should focus more on budget-year proposals 
and less on operational-year detail. Budget reviews should rely more on 
1 i fe-of-project budgets supported by performance reporting . (E-2, 3, 4)  

3. The Congressional Presentation should be prepared showi ng 
1 ess detai 1 ed f i nansial data and emphasizing more accompl i shments 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) 
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A c t l v i  ty Ident i f fcatdon, Design, Review -. and Approval 

1 . Pro ject  design, rev4 ew and approval requirements, procedures 
and documentat!on for technical and cap i t a l  assistance, whether grant  o r  
loan-funded, should be integrated t o  the maximum extent  possible. [A 
spec i f i c  proposal (Attachnent 3 t o  Tab F)  i s  being f ie ld- tes ted. ]  (F-1) 

2. Xn designing new projects,  carefu l  considerat ion should be 
given t o  phasing long-term pro jec ts  (e. g., over f i v e  years ' durat ion),  
thereby f a c i l  i t a t i n g  the p a r t i a l  o r  fu l l  pa r t i c i pa t i on  s f  other donors 
and encouraging gkeater host country pa r t i c i pa t i on  i n  $01 low-on phases. (F-43 

3. Ths c r i t e r i a  f o r  determining which projects would requ i re  
approval by the Administrator and the t iming f o r  obtadnlng such approval 
should be revised. A proposal i n  t h i s  regard i s  provided i n  Attachment 4 
t o  Tab F. (F-6) 

4. The operating bureaus (regional bureaus, TAB, PHA) should 
continue t o  have the respons ib i l i t y  f o r  managing the new pro jec ts '  sevjew 
process, but  PPC should be responsible for  obtain ing greater consistency i n  
p ro j ec t  de f in i t i ons ,  procedures f o r  review and portPo1 i o  management. (F-7, 8) 

5. The bureaus should c r i t i c a l l y  review t h e i r  por t fo l io  o f  o l d  
grant-funded pro jec ts  t o  ensure t ha t  cur rent  desi standards have been 
appl ied and t o  determine whether phasing (per F-2 above) would be feasible. 
No new "basket" pro jec ts  ( f o r  an example, see Tab F, Wecamendation 9) o r  
addi t ions t o  basket prs jec tk  should be approved. Ex1 s t i n g  basket pro jec ts  
should be de-basketized by the end o f  FY 1976. A quwary  tab le  on the  age 
of the grant pro:ects cu r ren t l y  i n  A I D ' S  g o r t f o l ~ a  i s  lncluded as 
Attachment 5 t o  Tab F. (F-9) 

6. Steps should be taken t o  reduce the elapsed time between p ro j ec t  
author izat ion and the i n i  t f a t i o n  o f  p ro jec t  Implementation. One p o s s i b i l i t y  
might be t o  have misslons engage host countr-ies ac t i ve l y  Sn the f i na l  stages 
of p ro j ec t  preparattsn and urge them t o  i n i t i a % e  act ions dur ing t h i s  stage 
that  now are done af ter  aithori zation, but before d l  sbursment. (F-1 l , P 2) 

7. I f  the present attempt t o  "catch up" i n  project preparation 
i s  successful and i f  the foregoing recommendation can be i n f t i a t e d ,  
considerat ion should be given t o  d-iscontinu3ng the present p rac t i ce  of 
t r ea t i ng  1 oan author i  zatdons as s b l  i ga ti ans for  Eongressf onal Presentation 
purposes. The 15-month FY 1976 mSght be a yoed time. (F-13) 
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1. The content of project agreements f o r  loan and grant projects 
should be standarddzed much more than a t  present and focus on performance 
crl ter ia,  Logical Framework elements and evaluation and report ing plans 
(including report ing a f t e r  the completion of the project i f  necessary t o  
confirm tha t  the project purpose has been achjeved) . (6-1) 

4 2. AID-funded contracts should be more output o r  performance- 
oriented. (6-3) 

3. PGAR should study implementation procedures fur ther  during 
Phase 111, w i t k t  special emphasis on stream1 in ing  the processing of Project 
Implementation Orders. (6-5, 6) 
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H. Evaluation - 
1. The concept o f  evaluation should be expanded t o  include 

evaluations of :  

a. Loan-funded p ro jec t  asristanae. 

b. DAP's and QASP's. (H-1) 

2. Top management should continue t o  stress t h a t  pro ject lsector  
design and evaluation, and incorporat ing svaluat ion elements i n t o  design, 
are j u s t  as iniportant as other processes f o r  which senior o f f i c i a l s  are 
held responsible, (H-2) 

3. The d i f f e r e n t  kinds o f  evaluation need t o  be defined more 
precisely, d i f f e ren t i a t i ng  the requirements f a r  depth o f  analysis, frequency 
of the review and repor t ing t o  AID/\. A possible approach i s  provided on 
the fol lowing page. (H-3) 

4. Special and continuing a t t en t i on  i s  needed: 

a. t o  expand design and evaluation t ra in ing;  

b. t o  involve host-country o f f i c i a l s  more ef fec t ive ly  
i n  the design and evaluation process. (H-4) 

5. Addit ional methodology should be developed i n  furtherance 
of the expansion o f  the concept o f  evaluation (H-1 above). (H-5) 

6. Better  ind icators  o f  performance are needed. For A I D  
e n t i t i e s  presently working on t h i s  problem, see Attachment 3 t o  Tab H. (H-5) 

7. Greater use should be made o f  p r i o r  evaluation resu l ts ,  
audi ts and other reviews which provide evaluat ive data. (H-6) 

8. The information r e t r i e v a l  system should be accorded higher 
p r i o r i t y  than heretofore--PBAR assumes t h a t  f u r t he r  SOG act ion i s  
contemplated. (H-7) 



Types of Evaluation - Project  Assistance 

Performed By - 
1. Routine-Informal AID/U o f i i c e  o r  

mission, possibly 
i n  collaboratior. 
with H.C. 

2. Roueine-Formal AID/W o f f i c e  o r  
mission, poesibly 
with outs ide help; 
i n  col laborat ion 
wich H.C. 

3. Special o r  AID/W o f f ice ,  
Inter-country mission or spec ia l  

team (possibly 
contracted), 
possibly i n  
col laborat ion 
with H.C. 

4. Ex post fac to  ~ e c i p i e n t  country 
or spec ia l  team 
(possibly con- 
t racted)  
acceptable t o  
rec ip ien t  country 
and A I D  

Frequency Purpose and Depth of Analysis Reporting Requiremenrs 

A t  l e a s t  an>ually, Primarily t o  eerae mission management-- Optional f o r  p ro jec t s ,  udess budget &/ 
picferably i n  con- provides E b a s i s  f o r  se lhce i tg  a c t i v i t i e s  o r  o r  implementatiun plan modified. 
junction with the  programs f o r  raore in-depth evaluation. 
annual budget review. Involves asking questions about continued 

a. In accordance v i t h  
project  design; 
b. biannually i f  not 
provided f o r  i n  
p ro jec t  design; o r  
c .  i n  response t o  a 
s p e c i f i c  problem o r  
information need-- 
perhaps r i s i n g  from an 
informal evaluation. 
(Scheduling re f lec ted  
i n  the  Annual Evalua- 
t i o n  Plan.) 

v a l i d i t y  of p ro jec t  o r  program design and 
underlying assumptions, and reviewing 
performance a g a i i s t  plans. 

Can vary, but a s  a minimum it .should involve 
the analysis  provided i n  M.O. 1026.1. The 
primary purpose would be t o  serve the  mission 
and hopt country. It would involve r e l a t i v e l y  
de ta i led  analysis  to: 
a. determine causes of ser ious implementation 
problems, i f  any; and 
b. examine progress toward and l ikel ihood ef 
achieving pro jec t  purpose and making 
s i g n i f i c a n t  contr ibut ion t o  program goals. 

PAR required, but would involve m d i f  lea- 
t lon  of PAR with emphasis on: 
a. chinges i n  the v a l i d i t y  of p r o j e c t  
assumptions; 
b. changes i n  design, implemen%aeion p l m  
o r  budget of project ;  i f  6 u b a t a n t h 1 ,  6 , 
PP rev i s ion  would be required.  
c. reasons f o r  need t o  m d i f y  p r o j e c t ;  
d. lessons learaed t h a t  m y  be 
t ransferable .  I 

No s p e c i f i c  timing. The pr inc ipa l  object ive would be to: Detailed repor t  would be r e q u i r e d  for  
Operating bureau o r  (a)  search f o r  s p e c i f i c  l e s s ~ n s  f o r  disseminrt ion throughout Agency, 
PPC evaluation o f f i c e  t ranefe rab i l i ty ;  and/or (b) i a a l a t e  ind ica tors  
normally would i n i t i a t e .  of performsnce f o r  general use. Generally an 

in-depth ana lys i s  would be required. Ei ther  
an inter-csuntry survey o r  an evaluation wiehin 
one country might be involved. 

No specif ied timing, The primary ob jec t ive  could be comparable t o  S a m  a s  No. 2 o r  No. 3 depending upon the 
but subsequent t o  t h a t  of (a) a formal evaluation (No. 2 above) p r i n c i p a l  purpare of the eva lua t ion .  
t e rn ina t ion  of a i f  a follow-on pro jec t  o r  sec tor  program were 
pro jec t  o r  program. planned or  (b) a s p e c i a l  evaluation (No. 3 

above). A p a r t i c u l a r l y  in-depth study would 
be  appropriate  a f t e r  t h e  phase-out of an 
AID progrum. 
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I. ' Management Information System (AIDMHS) 

1.  The basic informat ion needed by AID management should be 
structured i n t o  an A IDMIS  composed o f  the fo l lowing i n t e r l o c k i n  major 7T-P systems: (a )  programing lnformat i~n;  (b) f inancial  n  omat on; . 
(c) implmer,~i;ation/reporting/evaluation information; ( d )  personnel 
informat ion (not d i rec t1  y reviewed by PBAW) ; (e) admin is t ra t ive  support 
informat ion (not d i r e c t l y  reviewed by PBAW); and (P) program support 
information. (1-1) 

2. A new a c t i v i t y  c l a s s i f i c a t i o n  system i s  needed. A basic 
s t ruc ture  f o r  a new system i s  sketched ou t  i n  Attachment 3 t o  Tab I. (1-2) 

3. The A: QMIS Qqta bank should be expanded t o  incorporate 
country and sector program goals (from DAP's and DASP's) and p ro j ec t  
data ( inc lud ing planned f inanc ia l  data) beginning w i th  the i n i t i a l  
proposal (PI3). W pre l  iminary proposal 1 is tdng the add i t iona l  data t o  
be included dnd some i l l u s t r a t i v e  reports which could be generated from 
them i s  included as Attachment 4 t o  Tab I. (1-3) 

4. The improved design and in tegra t ion  o f  the f i nanc ia l  
informat ion sub-systems and t h e i r  f u r t he r  automation should continue. 
Addi t ional  descr ip t ion o f  t h i s  e f f o r t  and an elaborat ion o f  guiding 
concepts are  included as Attachment 5 t o  Tab I.  (1-5) 

5. Current p ro jec t  repor t ing general ly  should be replaced by 
two types o f  "key ind ica to r "  reports: 

a. A Pro jec t  Performance Tracking System (PPTS) which 
would requ i re  reports on ce r t a i n  pro jec t -spec i f ic  key 
performance ind icators  previously agreed upon dur ing 
the p ro j ec t  design stage (see Attachment 6 t o  Tab I 
for  a f u l l e r  treatment) and 

b. Qne or more reports compar2ng planned and actual 
f inanc la l  indicators.  (1-6) 

6. The need f o r  and the f e a s i b i l i t y  o f  a data bank on economic 
and soc ia l  ind icators  o f  A I D  r ec i p i en t  countr ies should be explored dur ing 
Phase 111 o f  the PBAR e f f o r t .  " -7 )  

7. The need far, and means of incorporat ing i n  a more systematic 
fashion, data on other donor a c t i v i t y  should a lso be investigated. (1-8) 
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. . Achieving pe t te r  pro ject  design. 

. . Reducjng the t ime span from p ro jec t  author izat ion t o  
i n i  t f  a t i o n  o f  implementation by encouraging the recipient 
country t o  beg i n  underta ki wg ac t  ions before author! za ti on 
t ha t  are not  taken now u n t j l  a f t e r  signature af agreements. 

. . Obtaining implementation plans w i t h  a networked ge r f omnce  
char t  which w i l l  provide a meaningful base f o r  a p ro j ec t  
performance t rack ing system t h a t  w i l l  root be under 
continual revis ion.  

. . Obtaining useful evaluation resu l t s  and feeding them back 
immediately i n t o  on-gsi ng projects.  

. . Undertaking ex post f ac t s  evaluationse 

0. Mission and AID/W Work Load 

-- PBAR has not  done a de ta i led  study o f  the impl icat ions of 
i t s  reconmendations on mission and AID/W s ta f f i ng ,  but  the followdng are 
ten ta t i ve  conclusions about the e f f e c t  on work load: 

. . Requirements f o r  be t t e r  p ro j ec t  design and evaluat ion w i l l  
increase the work load and possib ly the manpower requirements 
i n  the f i e l d  and i n  AID/W operating o f f i ces .  

.. Notwithstanding improved f i e l d  capacity f o r  p ro j ec t  design - 
and evaluation, p ro jec t  design teams (d  l a  World Bank) 
from AID / \  s t a f f  and f i e l d  back-s topp i rgT f f  ices i n  AID/W 
w i l l  be required t o  t rave l  t o  the f i e l d  t o  supplement 
these f i e l d  capacit ies. 

.. The f i e l d  work load would be f u r t he r  a f fec ted by: 

(1 ) a small e r  FBS; 

(2) reduced repor t ing on loan pro jec ts  and possib ly on 
grant  pro jec ts  i n  Vietnam and Bass. 

, . AID/W operating o f f i ces '  work loads should be reduced 
because of: 

(1)  a lass-detai led budget submission t o  prepare; 

(2) a proposal t o  s imp l i f y  PIO/T requirements when the 
p ro jec t  involves only a contract. 

But there could be some short-term increase because o f  the 
ceed t o  prepare bureau DASP's. 



. . AID/W s t a f f  and f i e l d  back-stopbing o f f i ces  would be 
affected by the fo l lowing: 

(1) smaller budget submissions to review; 

(2) fewer and shorter  p ro jec t  reports to review; 

(3) an accessible data base t o  f a c i l i t a t e  reviews a t  
various stages o f  the budget process; 

(4) the need t o  estab l ish small units t o  inpu t  data 
i n t o  the automated data base. 

E. T ra in ing  

-- A much higher leve l  o f  t r a i n i ng  i s  needed i n  p ro jec t  design and 
evaluation--plans are already being formulated i n  accordance w i t h  AIDTO A-603 
(Attachment 2 t o  Tab H).  

-- Increased t r a i n i ng  i s  needed i n  networking--perhaps as a p a r t  
of the p ro jec t  design and evaluation course. 

-- Or ientat ion and perhaps same t ra i n i ng  i n  ADP w i l l  be needed 
i n  AID/W. 

F. Uni form'; ty vs . F l  ex i  b i  1 i ty vs . Credi b i  1 i ty 

-- Implementation sf the PBAR recommendations should 'resul t i n  
greater un i formi ty  between bureaus and missions i n  the way i n  which po l i c i es  
are car r ied  out. 

-- Greater un i formi ty  imp1 ies  less f l e x i b i l i t y ,  but  PBAR be1 ieves 
provis ion remains for  the degree o f  f l e x i b i l i t y  needed t o  take ingo account 
the var ia t ions i n  the s i tuat ions o f  the countr ies w i th  which we work. 

-- PBAR be1 ieves t h a t  too much f l e x i b i l i t y  i n  some areas (e-g., i~ 
the design and s t ruc tu r ing  of projects and i n  the way pro jects  have been 
presented t o  Congress) has cost  the agency c r e d i b i l i t y  w i th  the Congress. 
PBAR proposals are designed t o  achieve greater c r e d i b i l i t y  while, a t  the 
same time, prov'ding a basis for  achieving be t t e r  implementation. 

G .  Focus on Performance 

.. The theme underlying the PBAR recumendations t o  focus on 
performance a t  output and purpose leve ls  should increase our a b i l i t y  t o  
judge and t o  demonstrate t o  others the s igni f icance ~f AID'S contr ibut ions.  



. . 4 greater focus on project performance creates a need for 
improved design, and achieving improved design creates a need for an 
improved system for  storing , retr ieving and disseminating baslc documents 
reflecting past experience, and fo r  abstracting information from such 
documents. 



A. Approval o f  Recornendations 

The Task Force had the benef i t  o f  the Advisory C m i  t tee 's  views 
during various stages as the Task Force put together t h i s  report. 
Subsequently, the Advisory 'Committee was provided wi th  a copy of the 
draf t  f i n a l  repcr t  and asked t o  furn ish the Task Force wi th  any f ina l  
comnents. These comments were @ t o  ref1et.t a bureau posi t ion on the 
repor t  but t o  indicate which recomnendations the indiv idual Advisory 
Comni t t e e  member thought would give h i s  bureau d i f f i c u l t y .  These comments 
are being provided separately t o  BA/AID. 

The Task Force chairman i s  prepared t o  provide an oral  br ie f ing 
t o  the SOG or  undertake any other steps the Deputy Administrator deems 
necessary as preparatory t o  authorizing the Task Force t o  implement the 
report. A method o f  a"rnp1ementation i s  provided i n  the fol lowing section. 

8. Imp1 emeatation o f  Recommendations 

There are two basic ~p tdons  on PBAR's r o l e  i n  Phase 111: 
-. ..- 

I . ~ ~ A i t - ~ m p i  ements A1 I 

-- This would require PBAR t o  re ta in  primary respons ib i l i t y  
f o r  the implementation o f  v i r t u a l l y  a l l  o f  the PEAR 
recommendations . 

Selective PBAR Role - 
-- Under t h i s  option, PBAR would re ta in  primary responsibi l  i t~ 

only f o r  those recommendations : 

a. which have not ye t  been elaborated su f f i c i en t l y  t o  
begin immediate implementation, 

b. which w i l l  need t o  be f ie ld - tes ted  o r  i n i t i a t e d  on 
a phased basis, o r  

c. f o r  which there i s  no s ing le o f f i c e  which would 
have clear-cut responsib i l i ty .  

-- Regarding those recomnendations assigned t o  other of f ices, 
PBAR woula recomnend tha t  i t  be assigned the fol lowing 
functions: 

a. Oversight o f  the i n s t a l l a t i o n  o f  the systems changes 
by the implementing A I D  o f f i ces  and provision o f  
assistance as requested by the implementing o f f  ices .  and 



b. Deta i led  observation o f  the f e a s i b i  1 i t y  o f  the 
recmendat ions  as they are put i n t o  pract ice, and 
the preparation o f  f u r t he r  recommendations f o r  f i n e  

, tuning, as necessary. 

- - Both PBAR and the implementing o f f i c e  would have the 
responsi b i l ' i t y  f o r  br ing ing t o  the a t ten t ion  of the 
Deputy Administrator any disagreements which might ar ise.  

-- PBAR proposes t o  keep primary respons ib i l i t y  f o r  fur ther  
work on the management informat ion system, the implementa- 
t i o n  process and some aspects o f  program assistance. It 
proposes t o  s h i f t  primary respons ib i l i t y  t o  PPC f o r  
imp1 ementation o f  recornendations on planning, budgeting, 
evaluatiop and p ro j ec t  i den t i f i ca t i on ,  design, review 
and approval. The few exceptions are  covered i n  the 
proposed memorandum from DA/AID t o  PPC being submitted 
separately. 

A PERT char t  dep ic t ing the Task Force's p lan o f  
implementation i s  being provided separately t o  the 
Dcputy Admini s t ra to r .  
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lMEMOWW FOR: Mqtnbess of the Administratosts Advisory Council 

SUBJECT : .Development of a Revised System for  Planning, 
Budgeting, Accounting and Reporting (PEW3) 

The attached paper contains a se t  of concepts' which provides the 
bas i s  for  modifying AID'S program procedures and f inancial  s y s t ~ n ~ s .  
The paper was developed by a task force from PPC and SER, 

While I em aware tha t  there are a, number of issues t ha t  need t o  be 
resolved before a revised system i s  ins ta l led ,  1 f ee l  tha t  the 
general approrch described i n  the paper i s  a sound one. I have 
advfsed Phil Birnbam and W i l l  Meinecke t o  proceed with the six-montks 
development e f for t  described i n  the paper, and I request that each 
of you provide support and advice as requested by PPC and SEX. Any 
issues tha t  a r i s e  i n  the course of the e f fo r t  w i l l  be flzgged fo r  
sentor management attention.  

Daniel Parker 
Administrator 

Attachment : A/S 



PlannFng, Budgetirg, Accounting and R e p s t i n g  Systen! - Concepts Pager 

1. .Introduction and Problen Statement 

The Jigencyis management system, whose basic  purpose i s  t o  a s s i s t  managers 
in carsyiqg out t h z i r  respons ib i l i t i es ,  vres designed f o r  the  foreign nid 
programs of the eaaly 1g6Ofs, when A D ' S  emphases and management i n t e r e s t s  
wcrc more on large-sca3.e resource t ransfe rs ,  with planning and implementation 
by A I D  d i r ec t  h i re  employees, and l e s s  on inteerated functional 2rograTs 
than is t h e  case today, The management system as  a whole has not kept pace 
with changes iri A D ! s  emphases, so t h a t  at present it includes a patchwork 
of procedures and processes ((as described in  Section. II~) which are  
appropriate i n  varying degrees t o  t he  needs. of the Agency. Most c r i t i c a l  
frs "the f a i l u r e  of the  management system t o  support two key managenlent 
h c t i o n s  : 

- assuring t.hat Agency programs r e f l e c t  s ta ted p r i o r i t i e s ;  and - assuring t h a t  programs a r e  proceeding toward, and achieving, t h e i r  
objectives.  

Many individual processes i n  the  Agency a re  well-conceived and applicable 
t o  A D ' S  present objectives cad program direct ions ,  Tihat i s  lacking i s  a 
comprehensive frzmemrk f o r  developnent and rcodification of po l i c i e s  zcd 
2roccducs, based on a consistent  managenent zp'proach, and a means or' 
insuring com~li,rrnr_.e ~ 5 t h  ccch ~ c ? ~ F c ( ~ s  nzC? F T C C ~ ~ ! * ~ " ~ C .  %is F C ~ C ~ .  2s 2; 
ettcmpt t o  provide the  conceptual b a s i s  fo r  such a framework. 

In  ear ly  W72, the Agency embarked upon a Reform Plan intended t o  refocus 
U.S. foreign assistance program on areas of basic  hm-zn needs, t o  rcsporid 
t o  the  changed environment within which economic and soc ia l  developaent 
would Sake place i n  the  1970's. Major elements included: 

f m c t i o n a  concentration of prograxs; - a more integrated use of kine resources available t o  AID; - Lncreased use of U.S. pr iva te  sector  i n s t i t u t i ons  a s  intermediaries 
,to carry out AID-funded prcgTams; and - a co~labora t ive  assistance s ty le ,  i n  which rec ip ien ts  par t i c ipa te  
h planning and carrying out  AD-fZnznced zc t i v i t i e s .  

PPC, working with SEB, has been given an assignxent t o  develop ul integratzd 
system Zor Plannin,~,  Budgeting, Acco~nt ing and Reporticg ( P Z ~ ) ,  winich 
wocd ass i sc  the  Ageccy i n  the t rans i t ion .  This e f f o r t  was ini'cia'ily 
intended t o  ~roduct? a xcdified fil?snciab system, nore u s e r U  t o  prosram 
managers t h m  t h e  previous. A " ~ e r m s  of Reference" p a p r  (attached) built 
on t h a t  prenisc, was agroved by %he Deputy Administrator i n  July of 1972. 
As the  e f for t  began t o  move forward, however, three f a c t s  becane clear:  



- A modified f inancial  system, t o  be useful, must be based on the  
program apprcachcs and systems t h a t  would be used k~ build these major 
clcmcnts in to  the Agency's ranagenent system; - These hrogrcn approaches and sys tem had not been f u l l y  developed, 
80 that it was not ;?ractical t o  develop and ins t i tu te  a new financial 
system bee&::, it would need t o  be constantly modified as program changes 
were made; nr:d, - l'hcrc was an important "middle ground" between the  prograrn approaches 
and systems, on the one hanc?, and the  f inanc ia l  records and reports ,  on 
t he  other,  where re la t ive ly  l i t t l e  work was being done. This middle ground UI 

consisted of the  prokesses and procedures by which d i sc re te  A D  a c t i v i t i e s  
would be planned, approved and carried out. 

afhe focus of %he PBAR e f fo r t  was therefore changed, i n  e a ~ l y  1973, t o  incluse  
a review of  the  major elements o r t h e  Agency's management system which tiould 
affect  the  way the  f inancial  syste~r, should be b u i l t  and used. Under 'chis 
expanded scope, the  mmagement system has been reviewed and analyzed (as 

' summarized in  Section 111) and a s e t  o f  concepts, based on a management 
aprroack~ f e l t  t o  Ue consistent with AID'S present objectives and program 
directions,  has been developed (section ICV) . 
1x1. Relevant Chz~ac t e r i s t i c s  and Shortcomings of AID'S Exis t ins  

Management Sysiem 

A. Program Systems (which cover planning, review, approval, implenenta- 
t ion  and evaluation) and re la ted prograi  support systems are  s t r u c t u c d  
mound (1) the three major "types" or" assistance: Technic&, Czpital  and 
Program, and (2) the  methods of fmding (loan o r  grant) ,  Managerent a t tent ion 
i s  primarily directed t o  inputs and/or the  ways they a re  provided. 

2. Separate processes and docmentation are  prescribed for  each 
o f  these three  pr incipal  types of assistance. 

2. dmls management approach i s  detemined la rge ly  by whether 
loan or grant funding i s  used. 

a. Loan-funded a c t i v i t i e s  a re  t reated first a s  f inanc ia l  
instruments and only secondarily as  e f f o r t s  t o  solve development problem; 
AID'S approach fo r  grants, other thzn progrm assistance,  centers on 
providing inputs (numbers of technicians, par t ic ipants ,  etc.)  . 

b. Although, theoret ical ly ,  a l l  three major types of  
assistance can be financed by e i t he r  loan o r  grant,  specif ic  proceiures . 
describing Tectmicd. Assistance cover only grnnts, and those covering 
Capital A s s i s t e ~ c e  Zocus largely  on loan funding. A s  a r e s u l t ,  Ican-funded 
Technical Assista!.!ce projects  a re  usually proposed, approved, documented 
and jmpleniented in  accordance kiith Capital Assistance procedures. 



3. , Thcac separate procesgca have different strengths and 
werikncsscs. 

a, The Capital  Assistance (loan) process emphasizes f e a s i b i l i t y  
s tudies  and-pre-yroject analysis,  b u t  i s  weak on defin'n'ition of purpose and 
on evaluation of angoing and completed act iv5t ies .  

b, !t'he Technical Assistance system contains a sophist icated 
projcct  design a d  evGuatioq concept (unevenly applied i n  pract ice) ,  but  
has been cyiticiscd for insuf f ic ien t  pre-project analysis. 

4. Definitions of the three  types of assistarice are  occasionzlly 
overlapping, and do not f u l l y  eccor;pass assistance i n s t r m c n t s  developed 
since the mid 1360's (e .g . ,  sector loans, block grants) ,  A s  a r e su l t ,  
there  i s  l imited current guidance fo r  use on management or' these newer 
bnstruments, They are geatez.aUy-flandled on an ad hoc b r s i s  and a rb i t ze s i l y  
t reated a s  one (or  a combinction) of the  .three bas ic  types. 

5. Prog,rams and a c t i v i t i e s  a r e  approved at d i f f e r en t  po in t s  
in the  organiz-t '  u ion. 

8. b a s  (except the  smal%est i n  do l la r  magnitude) a r e  
reviewed an$. apgroved centra l ly ,  through the  inter-agency DLSC mechanisxl. 

"a. Grants (except the  l a rges t )  are  approved by the  Begion& 
assistant administrators. Tn$s tends t o  encousege f inanc ia l  t a i l o r ing  
of projects  t o  f i t  w i th in  Bureau approval authority. 

6 .  Actj-vities, once undertaken, a re  reviewed by d i f f e r en t  p a r t s  
of the Agency a s  they are implemented. 

a. Grants (because they receive funding increments annuelly) 
We reviewed periodically during t h e  implenentation phase by cen t ra l  offices 
as part bf the  budget processes. 

b. Loans may never be reviewed by the center during t he  
Smplenentation phase unless a follow-on loan is  requested. 

13. The.Agency's f inanc ia l  system has been designed largely t o  s a t i s f y  
stntutcry or  othcr  external  r e q u i r e ~ e n t s ,  and manzgezient needs  as emreseed 
i n  the early m;d nld-156C's. It i s  i n  need of upda t ing  t o  provide accarete 
and rclevcl??t da%a t o  rr,ect AID'S cu2rent nsnagenent needs norc effect ively .  
A major problern for the  r"i::?acial sysken i n  recent yezrs has been the lack 
of nr t iculz t ion o f  r:lanagement needs. 

1. Budgcts an& f inancid.  reports which actdress program managozent 
needs are si;ructul-cd diffi.rc:ltly fo r  l o ~ n s  and ~ m n t s .  Grznts s t r e s s  i n ~ u t s  
and mei;hods' of izplc:cc:-lta.t;ior? ; lcnns s t r e s s  drawdo~rns by l e t t e r s  of co::-~it- 
ment o r  othcr financing in s t rwen t s .  



2. The ffs.ancicrP system epw a whole is a complex of' in terre la ted 
E ~ U Q J  and a u t o ~ a t c d  sub-syd%ms. A t  preir;'~k$ therc  are 18 'separate 
hlutornakcd a_nplicsitions within the f inancial  system, each addressing a 
psrrticular f inancial  process, 

C. Functional o r  sectoral  c lass i f ica t ion  of a c t i v i t i e s  i s  done 
according t o  standard "field of act ivi ty"  codes fir e n t i r e  projects  o r  
ac t i v i t i e s .  

31. The exis t ing codes have not been comprehensively revised 
since the  mid-1960's, and have become increasingly inappropriate f o r  descr23- 
5rig AID'S current program. M a y  a c t i v i t i e s  must be. grouped i n  "dll otker" 
aabcategories within ca jor  f i e l d s  such $s Agriculture, which seriously 
r e s t r i c t s  the  usefulness o'f the  fwactioha;k codes, 

25 There Is no capacPty In the  current system f o r  describfng, 
AID areas of concentration i n  .garticular recipient  countries, because 
mese fxequently cut  across f i e l d . o f  a c t i v i t y  l ines .  

Ik. Conceptual Frarne~mrk f o r  Modifications t o  ' s Management Svstem 
(]Note : The problem statenent indicated t h a t  c r i t i c a l  shortcomings of t h e  
existing management system re la ted  to support i n  the areas o f  (1) assuring 
compliance with Agency progrza prior5.tfes and (2) assuring progress tolrrarcl 
&Jec tL i i e se  '2ile c"llce.$a GiriJG fuZOW Etg&iii;St IL. - -  a'-- ... -.-- ..- 
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merit ro l e s  fo r  organizational convenience. Taken as a whole, they providz 
st comprehensive aria unified approach which can serve a s  a bas i s  f o r  modi?yLng 
A D ' S  systems. I n p l i c i t  In thPs approach is  $he need f o r  a centxal  mezns of 
enforcing compliance with po l ic ies  and procedures--somethPng t h a t  up t o  now 
has proved very d i f f i c u l t  t o  obtain i n  practice.)  

A, To insure that propams reflect Agency p r i o r i t i e s :  

1. me approved Development Assistance Program (DAP) for each 
recipient  country should serve ss a firm bas i s  fo r  multi-year planningof 
Agency programs md '  fo r  review of proposed a c t i v i t i e s  and budget re,qucsts. 
Thcre should be a requirement t h a t  proposzls deviating from the  DAP s t ra tegy 
be accompanied by a nQ revision. In t h i s  context: 

a. A l l  new o r  s ignif icant ly  revised a c t i v i l i e s  should be 
krpproved, or a t  l e a s t  concurred in ,  by the Admigistrator o r  h i s  cen t ra l  
s t a f f ,  t o  insure conforii ty ~12th  wor1dwide as we31 a s  country p r i o r i t i e s  
and adequacy of design. 

b, Act iv i t i es  such a s  Housing Investment Guaranties and 
BL 480 programs which a re  funded from other  than a.opropri~ted do l l a r s  should 
be fntegrated a s  c lcseiy  a s  possible i n to  normal a c t i v i t y  zpprolral processes. 

2. The functioncal c l a s s i f i ca t i cn  of Agency programs should be 
.geared.pr in?r i ly  t o  in te rna l  ~ m a ~ e z c r r t  mceds, but should d s o  s a t i s f y  
extcrnhl in.forrr.rrtion rcquirc:nents. Therefore ; 



1 a. I h e  standard l i e t  of AD's functional categories should 
- 

be revised to airplay the fL?U range of technical ficlds which a c t i v i t i e s  
M y  be undertaker., i n  view of A I D P ~  pres$mt emphases a~?d the direction of 
Agency prog~ams. The mew Itst sholald be based on three levels of specificity: 

.. 
1. Cate~or i e s  a re  the principal subdivisions of 

Aeoacyl s deve~o~mcnt  -proEarn, and can be related t o  the new appropriation 
structure. .. 

ti, Subcate~ories  are majcr areas of functional endeevor 
wlthfn each category. For exqi-c~le, subcategories within the Mucation and 
HUmm Resources ccli,egory could be Education, Labor and Develogslent Administrat5.0~. 

5 i i .  Elements m e  log ica l  areas of endeavor within sub- 
categories. A t  any gtven t b e ,  elentent that; AID has determined to be 
Ei major t a rge t  of U.S. foreign assistance can be identified as  an " c ~ ~ b a s i s "  
dement, tb be accorded special p r io r i ty  i n  budgetary allocations and 
activity review. 

b. An additional dimension t o  the classificaLion of individual 
country programs {or grouys of' c o ~ ~ z t r y  programs, i f  appropriate) should be 
inst i tuted,  specif ical ly  ta i lored t o  the  country strategy and based on the 
three country plann i~~g  levels prescribed by the W guidance: 

. . 

5 .  Area of Concentration: An area of principal A I D  
development i n t e r e s t  within a recipient country, t o  which AID intends t o  
devote resources i n  ara integrated fashion over a period of  years i n  orcier 
la'.assist the country i n  achieving certain 'specified goals. 

fi. General Economy: The ecor.omy of the ceuntry a s  a 
whole rather than a specific func'~iofla1 area. The purpose is defined i n  
terns of al leviat ing a budgetary gap o r  a. balance of payments def ic i t .  

iii. Xndividurzl Activit:~: A single, l f n i t e a  a s s i  stence - 
effort within a perticular functional area, but not i n  an area of concentra- 
t ion. X t  i s  used i n  cases (1.) where assistanc.e will a l lev ia te  a re lz t ive ly  
smell.. specific developxent problen, (2) Fahere AID i s  provid ing  a srn~ll 
portion cf the resources for a Larger progrm being carried out by the 
recipient country or.other donors o r  (3) where the obdective is other than 
purely developmental. 

B. To a s s i s t  managers i n  evaluating whekher program are  proceedi~g 
toward,. and achieving, their objectives: 

1. llie design of aLI a c t i v i t i e s  should be based on a logica l  
progression toward achievemcnl; of purposes, and should f a c i l i t a t e  assess~exlt;s 
of progress t0t:zr.d '6hc-n. Plans and budgets should be i n  terms of yerfoxtz?.ce 
items. A pcrf'orza~cc i t en  i s  a vcrif izble  uni t  of acco;?glishment desi~ncxi 
t o  contribute t o  the  achievcr~ent of the puruosc(s) of Ezn ec t iv i ty .  ? e r t l c f i a l -  
yerfo~-fnance. items shcul6 he unique t o  the  desi.;n sf eac i~  2ctivi.t;. (thej- z r ?  
mot slaldardized), but; each pcrforn:arice item j s coded as a standard funcsi?r.=S. 
cbcment,..I;o permit a~gregation o f  data  a t  the  element; l e v e l ,  43 "1 



2. 'Procedures and docmentation for  review, approval and 
hplemcntation of AID-funded or  administered ac t iv i t f e s  sho,uld be simplified 
atad structured according t o  the Agency's objectives and management interests .  
Therefore, the t radi t ional  s p l i t  6fAID processes and procedures, which i s  
concerned with t m e s  of inputs delivered, a d  t he  ways i n  trhich they are  provj.ded, 

. 

should be modified t o  ref lect  t ~ ~ o  methods of providing assistance, whether . 
loan o r  grant funded, called ,&o;Sect Assi nl;ence and Budget Assistance. 

a. Project Assistance - i s  designed t o  produce a given output ., 
or se t  of outputs, whose achievment can be verified objec&lvely, by epplying 
a describable set of inputs over a specified period of time. (AID'S manege- 
men* Iqterests  l i e  both in  the d e l i v e r y a f  specific i n p u b  anand i n  the production 
of outputs, which lead i n  tyrn t o  the accomplishment of proJect purpose. ) 
Project proposals should include firm l ife-of-project ~mrkplans and budgets, 
organized by performznce items toeserve as the plans aga7hst vrhich substzntive 
&nd financial progress are  measured, md subject t o  revisSon as a r e su l t  02 
.the annual evaluation. 

b. Budget Assistance - Is'designed to improve, enhance or 
*crease the perfommnce 02 a recipient en t i ty ' s  ongoing or  planned progrm 
by supplementing the financial  resomces available t o  tha t  ent i ty .  (AD' s 
management in te res ts  l i e  in impro-red performance of the ent i ty ,  as indfcated 
by perfornance against plan). Proposals should include the progrm and budget 
frr the i i i t i t j r  ;is z xhele and f~;: 8x2 PinSizg G-;c=. C,k2 zcrlc9 2*=ir,g 7:kicI: 
A I D  w i l l  support it, and should demonstrcte how the  AID resources w i l l  increase 
the progrm perf~rmance of t h e  e ~ t i t y ,  

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

a, Annual resource increments fo r  ongoing a c t i v i t i e s  should 
be autonatic i f  annual evaluation and f h a a c i a l  reports indicate tha t  progress 
is s6tisfzctory and i n  accordance with approved plans, 

6 

b. Budgetary cuts should be absorbed by deferring new a c t i v i t i e s  
o r  terminating tho lowest pr ior i ty  ongoing, re ther  than by following the now 
,frequent practice of reducing resources fo r  a large number of ongoing a c t i v i t i e s ,  
which blelzys pr compromises the achievement of r e su l t s  in  both high ar,d low 
pr ior i ty  ac t iv i t ies .  

4. Finmcial~processes  and procedures should be revised to  meet 
management needs based on the a b ~ v e  program concepts and a t  the same tic.e t o  
meet regulatory requirements. 

a. Financial processes (including t h e i r  supporting ADP applicatio::s; 
should be integrated into a more responsive f i n a n c i d  system, 

b. Financial records iind reports should, where appropriate, 
be organized by ac t iv i ty  pcrfprzlmce i t e m ,  t o  focus ~nna~ernent  a t tent ion 
on pitogress' toward acconplishments. Reports should generally be on an 
exception basis. 
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tc. I n  cases where f inancial  performance ' is re f lec ted  mosdt: 
uccurriI,r*ly by rvc-lpienf; en t i t y  expenditures of dollar-generated l o c a l  
currcncfcs (an w i t h  mrnc ~ e c t o r  boms),  such i n fom~t ion  s h u l d  be Sncluded 
fn A D ' S  managcmcnt reporting system. 

5. The evaluation process should be augmented and mare unifomly 
I 

applied to'Agency activities. Financial repor ts  should be used i n  conJunction 
with t h e  r e s a l t s  of annual substantive evaluations and physical  progress 
reports, t o  assesE progress of ap t iv i t i c s .  

A,, 

V Benefits of a Management Systen Based an the  Above C o n c e e  

A. In general a system which r e f l e c t s  t h e  above concepts w i l l  a s s i s t  
management i n  determining whether programis are focused a s  they should be. 
Tt provides f o r  a simplified and shortened annual budget submission f rox t he  
field, trith the  deveioprnent of in5ividual a c t i v i t y  budgets (p rops33s  cnd 
revisions based on s ~ ~ b s t a n t i v e  revfews) spread throughout the  year. Thus 
management a t tent icn a t  budget time i s  dlrected t o  overail1 Ieve3.s and 
a c t i v i t y  p r io r i t i e s .  The use or" perfomance i t e n s  with a pr i ce  t a g  t o  
~ t r u c t u r e  a c t i v i t i e s  requires g re r te r  desf gn spec i f ic i ty ,  focuses managecent 
a t t en t ion  on accom~lishnentsand provides cost  data for  use i n  considering 
a l ternat ive  means ol" achieving given outputs. 

a B. The system allows for tine fnaclusion of aM acceptable current (and 
probable) methods or" providing assistance i n  a s tngle  management approach. 
34, simplifies procedures stnd diocmend;ation f o r  planning and carrying ou t  
Agency programs. 

C. It requires A I D  t o  build an integrated f inanc ia l  system t h a t  contains 
f i s c a l  (and possibly physical) da ta  describing progress tosard a c t i v i t y  
obJectives. More ezficienl; use of A I D s s  automated data processing c a p ~ b i l i t i e s  
would resu l t .  

D. Such, a system would make f o r  a clearer d i s t i nc t i on  between the  
manag~ment roles  of the fi c1.d and AID/IT, reducing deta i led information flows tkz5 
lead t o  nonproductive second-guessing o f  f i e l d  judgements i n  AD/I.I. 

VI. PPelininary -\r<cnc:,r f(esct5.on t o  Selec-l;ed Concepts 

Informal briefings on selected aspecls of the FPAR proposals have been given 
the senior staff of p r i n c % ~ a  bureaus and of f i ce s  (Africa, Latin America, 
Asia and Supporting A s s i s t a ~ ~ c e  Bureaus, as w e l l  as the  Technical Ass i s tnzce  
Bureau, .Btwezl: for I'op3.ation and Iic::anitsrian Assistance, Bureau for F,rr;raa 
and.lJIanagenent Seyvices and the Or'Tice of Resources 2nd 9u(iget of ?PC). \ 

P%hc gurpose of t h e  brief ings  lsns t o  i n i t i a t e  discussion and s o l i c i t  views 
on some of the  PBU coricepts on which sys.t;ems redesign w0uJ.d be based. 

The br ief ings  ident i f ied prob1c;ns and defects  of current systems. They 

@ covercd proposed (1) func t iona l  categorization of A I D  ass is tance 



activities, (i) definition of. cpuntry plannina levels and the  basic methods 
I 

of program j rnpl.cmcn ta t ion,  (3)  ylanning and, budgeting by performance items 
(outputs) and t o  sore extent re la ted accounting and reporting and (4) resource 
&location on the bas i s  of ac t iv i t y  p r io r i t i e s .  

Generally spceking the  response was guarded. Certain ideas  were supported 
vh i l e  other ideas generated skep t ic im,  

Those areas  which received general support were: 

- widespread concurrence k i t h  the  iden t i f i ca t ion  of problems and 
defects  of the current programing process; - brozd agreement t h a t  the  Agency i s  excessively oriented tokrard 
'tinputs" ; ? - bel ie f  t h a t  the  .imposition of any new system should be approached 
cautiously .in view of unavoidable burdens on the  f ie ld ;  - complete agreement t h s t  AD/II-imposed workload should be simplified 
and ra t ional ized;  agreement t h a t  programing and f inanc ia l  systems should be 
b e t t e r  integrated; - general acceptance, i n  theory, of the des i r zb i l i t y  of budget review , 

'and f inancial  repcrt ing on en exception basis,  focusing on ac tua l  vs. planned 
performance; - general agreement on the  need t o  i n s t a l l  a coding system t h a t  w i l l  
relate ?.~;ecc;' %ctiv i t i ,os  $2 t h e  ce:.: ~.~2rspr ie. t , i !x  et-!xturs en2 z y  q$+e4 
functional c l s s s i f i ca t i on  system. 

Stems t h a t  generated skepticism were: 

- impression t ha t  a s  described i n  the  br ief ings ,  is  la rge ly  a 
f inancial  system and t h z t  f inancial  informztion i s  oLriiy one element of 
t he  da ta  needed by managers t o  make decisions; - mix$ rezction t o  the deTinitional dis t inct ion betxeen "budget 
assistance" and "proj ec t  assistance". Concern t h a t  t h i s  d i s t i nc t i on  was 
imprecise and not adequately dcfinzd; - concern regarding -t;!le abil- i ty t o  develop acceptably accurate 
lffe-of-project  budgets a s  a basis  Tor subsequent al location decisions 
because of fscquent s h i f t s  i n  project  plans; - substant ia l  skepticisn re;;?rding the a b i l i t y  of project  designers 
t o  construct4ezningful  pcribl::mce items with enough precision t o  budget 
and account on t h a t  bas i s  and the t rue  usefulness t o  management of such 
data; - concern regarding lo s s  of t h e  option t o  "chop a l i t t l e  here and 
thereg' due +to deern_nhasis on stands2.d inputs- - corrmodit i e  s , pa r t i c  igzn'i s , 
technicians--and instead budget on the  bas i s  of eliminating loner p r io r i t y  
a c t i v i t i e s ;  - general concern regarding perceived s h i f t s  i n  respons ib i l i t i es  
from the operating Bureaus t o  PPC, and f'rom AD/W t o  the  f i e ld .  



f n cw~rnrit,.i on, t the prclhj.nary reaction of t h e  Bureaus i s  largely incomrclU~ive , 
1 

%c! LrZcfJnes arddrcsst~d only certain broad concepts and not the dctaiZs of 
how such conccpts wodd affect operations-.-which i s  a -prim&y concern sf the 

- 

Bwreaus . 
I Conclusions and Reeornendntion s - 

% 
Despite inportant reservations regarding some aspects sf the proposed concepts, 
there  i s  sugpori for  a substant ia l  e f f o r t  t o  improve the current systems. 

M Expressed i n  terms of currtint Agency systeas, the e f f o r t  encompasses a 
thorough overhaul of the major progran systems, i.e., those r e l a t i ng  to 
resource allocation,  corntry program planning, and t o  prbgran, cap i ta l  and 
technical  assistance. It provides basic  guidelines and management reporting 

I requirements for  inclusion i n  onzoolng revisions of the  f inancial  system 
1 (which i s  a program supFort systen). In  addit ion PEAR i den t i f i e s  changes of 

vhwrying significance required i n  other supyort systems, such a s  comodit ies ,  
contracts, t ra ining and personnel, t o  assure t h a t  such support systems zre 
infeerated within the modified management system. 

We prypose, with your approval, t o  proceed with a systems effort of 
approxjmately six months duration t o  develos and elaborate the spproaches 
ouKlinc9 i n  t h i s  paoer, including those which zre coni rovers id .  During . this period there w i l l  be cor?tinuir!g dialogue with a l l  blireaus and offices.  
If, a s  a resu l t ,  a eeneral consensus docs not develo~, on all aspects of +.he 
proposal, one o r  xore papers dealing with the  controversial  issues wjlL be 

I .  
submitted f o r  yo1lr. consideration. 

The s i x  months e f f o r t  w i l l  r e su l t  i n  development of a comprehensive plan of - 
the niodifiud system(s). This includes charting of processes and procedures, 
mident i f icat ion of doctx~entatlon, design of t h e  essen t ia l  content of r e so r t s  
%o mect managernells needs, outlining; rccords t o  be maintained and dcve lop i~g  
preliminary NIP &enera1 specif i.c.?.t;ions trherc use of the cornputer i s  dewcd 
desirable .  Appl-icnble port5.or.s of current sys tem b r i l l  be jncluded i n  tlw 
plan. In addition, a tine-phas~.d izlplencntation plan, cost  estimate and 
suggested organization s t ructure  f c r  manngin~jlnoni to r ing  t h e  implcmcntation 
w i l l  be c2evelopcd. 

Manpor:er r e s o w c c s  for  this s i x month c f r o r t  discussed a.bovc would involve 
the current I3?C w ~ r k i r , ~  group 01- Sour from PPC znd SEX and f i v e  t o  eight 
other stnff  peoplc t o  be dra-trn yri~lcipally Pron those of f i ce s  as needed. 

J 

t 
In tile fur ther  dc.velo_ur,cnt of the n::I.R e f for t  and based on t h e  continued . 
dialogue. w i t h  b i r c h u s  and o l f i ce s  , i'ielii v i s i t s  c-uploring the appl ics t ion 

I of specif ic  aspects m y  be undcrta.kcn. 
i 

I 



TAB B - 

DA/AHD> MEMORANDUM OF 21 MAY 1974 

PBAR BAS I C ASSUMPTIONS 

PBAR IMMEDIATE P R I O R I T I E S  



DEPARTMENT OF STATE 

OFFICE O F  
THE ADMINISTRATOR 

AGENCY PQR INTERNATIONAL DEVELOPMENT 
i 

WAIPIINGTON 
Tab 0-1 - 

MEMORANDUM FOR: Members of the Wdrninistrator8s Advisory Council 
and Eaembers of the Senior Operations Group 

SUBJECT: Development of a Revised System for ~laarning, 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 BEAR. 

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

Arthur Handly, PPC/DPR 
Barry Wckerman, AGIOAS 
Judith A l e j o s ,  MP 
William Follen,  DN/ISD 
Richakd Nygard, PPC/RB 
Henrietta Preston, FMISTP 

Additional personnel 6~;oill be assigned from time to time. 

Pn addition, the following people will serve as 
an Advisory Committee to Mr, Roush and his Task Force: 
C.*Stark Biddle,PPC; Sidney L. Brown, SER; Curtis Farxar, 
TAB; Larry Harrison, LA; Robert Huesmann, AFR; W i l l i . a m  
Lefes, PIIA; Tee Lustig, ASIA; William Parks,OPA; Alexander 
Shakow, PPC; Norman L. Sweet, SA; and James E. Williams, SER. 
The Advisory C~mmittee will be chaired by H.E. Kostcrs, A/AID, 
who will also act as a Special Assistant to m e ,  

The Admin i s t r a to r  places h i g h  priority on t h i s  
effort to improve AID" i n t e r n a l  management and provide 
useful  and reliable in fo rmat ion  t o  t h e  Congress and the 
public. Theregore, 1 w i l l  be foll.owing t h e  PBAR Task Force's 
work closely and have askcd Messrk. Roush and Kosters to 
keep me infor~ned of progress and problems on a regular basis. 



I am sure tha t  I can dcpcnd upon all of you to 
provi<lc Mr. Hounh and h i s  eolBcagues your full:  support.  
9'0 i nr:urc t h a t  ongoing and planned systerns or management 
ruxvcy activities are coordinated with the PBAR effort,  
each off ice  is requested to inform Mr. Ro~zsh in writing 
by June 3rd of such activities and their nature. Contracts 
should not, be entered i n t o  or \:ark Orders issued for 
services of this type prior to consultation with the PBAR 
Task Force. 

eputy Administrator 



Tab B-2 

PBAR BASIC ASSUMPTIONS 

1. ~rnphasi s o n  country programs w i  11 continue, but  data w i l l  be 
needed both by countr ies and by functions. 

2. The same basic re la t ionsh ip  between f i e l d  and AID/W wi 11 continue, 
but  some minor modif 5cations i n  ro l es  may f low from improvements i n  
budgeting, p ro jec t  approval and evaT uat fsn processes; w i t h i n  AID/W, 
there w i l l  be more review o f  bureau operations by the Administrator 's  
of f ice o r  a delegated o f f i ce ,  but on "management by exception'' basis. 

3. More emphasis i s  needed on performance--i n planning , budgeting, 
p ro jec t  approval, evaluat ion and repor t ing processes. 

4. Col laborat ive s t y l e  i s  expected t o  continue as operating pol  icy.  

5. A I D ' S  emphasis w i l l  be more on problem-solving than on resource 
t ransfer .  

6. Congressional p r i o r i t i e s  establ ished Sn the FAA o f  1973 w i l l  remain 
v a l i d  f o r  some time. 



Tab 8-3 

PBAR IMMEDIATE PRIORITIES 

1. Getting reater agency focus on accomgl f shments 
(outputs 7 - - in  planning, budgetbng, pro ject  approval, 
eval uatisn and report ing systems . 

2. Integrat ion sf' maJor systems: 

(a) Long-term country strategdes (planndng) w i th  
annual budget allscations; 

(b) Project approval processes with planndng and 
budgeting ; and 

(c) Financial management wdth planning, budgeting 
project approval and moni t o r i  ng . 

3. Integrat ion o f  loan and grant pro ject  approval and 
repor t i  ng systems . 

4. Preparation o f  new classifdcatfon system f o r  agency 
a c t i v i  t ies.  



Tab C 

PBAR RECQMUIENDABIBNS RELATED TO DA/AHD PRIORITIES 

The p r inc ipa l  PBAR recowmendations re la ted  t o  DA/AID p r i o r i t i e s  (Tab 0-3) 
are as fol lows: 

Changes are proposed i n  a1 1 o f  the programtng and implementation 
processes, as we1 9 as i n the i n f o m a t i o n  system. These changes are included 

.- i n  the recomnendatiows on the varjsus processes and the informat ion system 
(Tabs D - I )  and are brought together i n  Attachment 1. Pr inc ipa l  recommendations 
are: 

a. Increase tog managment i n v ~ l  vement i n  agency processes, 
p a r t i c u l a r l y  planning and evaluation, t o  demonstrate t h a t  
top mnagmewt I s  j u s t  as concerned about se lect ing the 
r l g h t  a c t i v i t i e s ,  fmplmenting them i n  an e f f e c t i v e  and 
tfmelymanner and determining t h e i r  impact, as i t  i s  i n  
meeting obl igatiore and aexpendi tu re  targets. Some speci f ic  
proposals are 5ncluded i n  Tab D, Recommendation 1, and 
Tab W ,  Recmendat ion 2. 

b. Country Development Assistance Programs (DAP' s ) , and 
cmparable plans f o r  AID/W-admini stered projects,  should 
include, t o  the extent possible, measurable object ives 
and evaluation c r i t e r i a  so t h a t  subsequent evaluat ion 
above the p ro jec t  Bevel can be undertaken. (For an 
elaboration, see Tab H, Recommendation 1 .b. and 1 .c.) 

c. Improve the qua l i t y  o f  p ro jec t  design by bu i ld ing  i n  
evaluation c r i t e r i a  and requ i r ing  evaluation and 
performance (physical and f i nanc ia l  ) repor t ing plans i n  
a1 1 pro jec t  proposals . 

d. Eslabl i s h  a p ro jpc t  performance t rack ing system for  
both loan and grgnt pro jects  (Tab I, Attachment 6), 
and modify p ro jec t  f i nanc ia l  repor t ing t o  measure 
planned against actual expenditures. 

e. Expand the concept o f  evaluation and provide addi t iona l  
methodology and guidance on ind icators  of performance. 

f. Reduce the emphasis on Inpu t  d e t a i l s  i n  the budgeting 
and implmenta l ion processes, and focus instead on 
actual performance agalnst plans. 

g. Prepare a Congressional Presentation focusing 1 ess on 
inputs  and more on p ro jec t  and program accomplishments. 



2. In tegrat ion o f  the major systems 

PBAR proposals i n  the tabs below grovide f o r :  

a, c loser t i e -1  n between planning and budgeting , between 
planning and p ro jec t  se lec t ion  and desSgn and between 
p ro jec t  select ion, ,review and approval and budgeting; 
and 

b. an expanded informat ion system t o  support the budgeting 
p ro jec t  review and approval and implementati on processes. 

The ?BAR Task Force has developed a char t  showing the i n te rac t i on  
o f  the major agency processes (Chart 1 on the fo l lowing page), which i t  has 
used and w i l l  continue t o  use f o r  o r ien ta t ion  purposes. It w i l l  be proposed 
for  inc lus ion  i n  the Executive Somary o f  A I D  Pol i c ies  and Procedures. A 
ser ies o f  supplementary charts on the ind iv idua l  processes have a lso been 
prepared t o  i l l u s t r a t e  some of the fol lowing points: 

a. Planning a t  the country leve l  (DAP) and f o r  AID/W- 
adm~nsstered a c t i v i t i e s  should: 

-- serve as a conduit o f  AID pol icy .  

-- draw on p r i o r  experience and evaluations. 

-- se t  the stage for  speci f ic  p ro jec t  o r  nsn-project 
proposal s . 

-- estab l ish  measurable goals and evaluation c r i t e r i a .  

b. Budgeting reinforces the planning process, p a r t i c u l a r l y  
through i t s  impact on the p ro j ec t  se lec t ion and approval 
process. 

c. Pro jec t  i den t i f i ca t i on ,  design, review and approval should: 

-- f low from the planning process. 

-- i n t e r a c t  ea r l y  and d i r e c t l y  w i t h  the budgeting process. 

-- draw on p r i o r  experience and evaluation. 

-- include evaluation c r i t e r i a  and a plan f o r  repor t ing 
on performance. 

d. Pro jec t  Reporting and Evaluation should emphasize performance 
c r i t e r i a  and feed d i r e c t l y  back i n t o  the Implementation 
process o f  on-going projects.  





e. Evaluation should provide "lessons learned" t o  support 
subsequent planning and p ro jec t  i denti  f i c a t i a n  and design. 

f. The Management I n foma t i on  System draws from a1 l sf the 
processes i n  order to: 

-- ~ u p p l y  needed informat ion t o  A I D  management a t  a l l  
l eve1 s . 

-- serve as the basic if iformaticin source f o r  AID,  t o  meet 
both i n t e rna l  and external needs. 

3.  In tegrat ion o f  loan and grant  procedures 

a. Loan and grant  procedures and documentation t r a d i t i o n a l l y  
have para1 l e l a d  those establ Ssked f o r  cap4 t a l  and technf cal 
assistance, A PPC proposal f o r  i wtegrating the two types 
of assistance i n  the p ro jec t  i den t i f i ca t i on ,  design, 
review and approval process (Attachment 3 t o  Tab F)  i s  now 
being tested i n  the f i e l d  and being reviewed i n  AIDBW fo r  
app l i ca t ion  t o  in ter - reg iona l  and regional pro jec ts .  U i t k  
some modi f icat ion,  PBAR recommends iuastal%at%icn o f  the BPC 
proposal agency-wide ear l y  i n  calendar year 1975. 

b. Tab G includes some recmendat ions  on ways i n  which 
technical  and cap i t a l  assistance ca,n be integrated i n  
the imp1 ementati on process, but these proposal s and 
others need f u r t he r  study and amp1 i f i c a t i o n  before they -- 
can be recmended f ~ r  i n s t a l l a t i o n .  

c. The PBAR proposal f o r  a p ro jec t  perfomawce t rack ing 
system i s  designed t o  apply t o  both loan and grant projects. 

4. Prepare a new numbering and c l a s s i f  icat-l- 
a c t l v i  t i e s  

The general framework f o r  a new c l  a s s i f  i c a t i ~ n  system fo r  
p r ~ j e c t  assistance a c t i v i t i e s  i s  spe l led ~ u t  i n  Attachment 3 t o  Tab I. 
Completing the deta i  1s of the new system and de temin ing  whether i t  i s  
feas ib le  t o  incorporate program assistance i n t o  i t  i s  scheduled for ear l y  
i n  Phase I I1 o f  the PBAR e f f o r t .  



Tab C i 
Attachment 1 

I N  SEARCH OF A PERFORMANCE (OR OUTPUT) ORIENTATION - 

The fo l lowing represents an e f f o r t  t o  put  i n t o  one place a l l  o f  the 
PBAR proposals which the Task Force f ee l s  w i l l  help achieve an improved 
o r ien ta t ion  i n  the agency toward performance (o r  output) .  

I. PLANNING 

A. Country program goals and sector o r  f i e l d  o f  concentrat ion goals should 
be measurable, permi t t ing subsequent evaluation; 

8. The Administrator (o r  h i s  Deputy) should cha i r  (1)  a review o f  one 
o r  two selected countr ies each year, focusing on country performance over a 
three t o  five-year per iod and A I D ' S  con t r ibu t ion  i n  comparison t o  e a r l i e r  
AID program statements ( in te rna l  and t o  Congress); and (2 )  a review o f  the 
populat ion program and a major program o f  TAB. 

I I. BUDGETING 

A. Budget submissions should include less de ta i led  inpu t  data and 
provide informat ion on performance. 

8. Budget reviews, p a r t i c u l a r l y  with regard t o  the budget year, should 
focus on the performance ( f inanc ia l  and non-f inancial) o f  cont inuing a c t i v i t i e s  
(p ro jec t  and non-project) for which funds are needed,and on new a c t i v i t i e s .  

I1 I. ACTIV ITY SELECTION, DESIGN, REVIEW AND APPROVAL 

A. The Logical Framework should be used i n  the design o f  a l l  projects.  

0 .  Evaluation c r i t e r i a  and benchmark data should be b u i l t  i n t o  
a c t i v i t y  proposals, drawing i n  p a r t  on a review of p r i o r  evaluat ion resu l t s  
and special studies. 

C. Pro jec t  Papers w i l l  provide a t imetable f o r  evaluat ion dur ing the 
l i f e  o f  the p ro jec t  (as wel l  as a f t e r ) .  

D. Pro jec t  Papers (and comparable documents fo r  Program Assistance) 
will provide p ro jec t  performance ind icators  w i t h  time-frames which w i l l  
provide the basis for  progress reports.  Also included w i l l  be repor t ing 
requirements t h a t  w i l l  be l ev i ed  on the host country during the l i f e  o f  the 
a c t i v i t y  and subsequent t o  the terminat ion o f  the a c t i v i t y  where t h i s  i s  
deemed necessary t o  ve r i f y  achievement o f  a c t i v i t y  purpose or  con t r ibu t ion  
toward a c t i v i t y  goals. 



I V .  IMPLEMENTATION 

A. A c t i v i t y  agreements should p r ~ v i d e  f o r  pe r iod i c  j o i n t  hos t  
country/AID evaluat ions and host  country r e p o r t i n g  on performance 
ind ica tors ,  even a f t e r  conclusion o f  the  a c t i v i t y  (see 111. D. above). 

B. Where feas ib le ,  agreements should provide f o r  A I D  disbursements 
based an host  country perfokmance. 

C 

6. Where feas ib le ,  AID-funded cont rac ts  should be s t ruc tu red  t o  % 

prov ide disbursement based on performance. When no t  feas ib le ,  con t rac t  
documentation would emphasize t h e  purpose o f  t he  p r o j e c t  and c i t e  the  outputs 
expected (from the Logical Framework). The con t rac to r  would be provided 
w i t h  the implementation and eva luat ion  plans f o r  t he  p r o j e c t  and would be 
asked t o  agree on c r i t e r i a  which would be used by AID o r  the  host  country 
t o  review the performance o f  t he  cont rac tor .  

V . EVALUATION 

A. Evaluat ion should be strengthened and the  concept expanded t o  
inc lude country and sec tor  programs. 

B. I n  a d d i t i o n  t o  I tem I.B. above, the Administ rator  and h i s  Deputy 
should re-emphasize from t ime t o  t ime the  importance they a t tach  t o  
eva luat ion  (1) through quer ies t o  mission d i r e c t o r s  and bureau chiefs about 
t h e i r  eva luat ion  systems o r  (2)  by p a r t i c i p a t i o n  i n  Spring Review-type 
evaluat ions and by review and comment t o  the  f i e l d  on spec i f i c  country o r  
bureau eva luat ion  plans and/or on the ove r -a l l  p lan  . f o r  t r a i n i n g  i n  p r o j e c t  
design and evaluat ion.  

V I .  REPORTING 

A. P ro jec t  r e p o r t i n g  should be requ i red  on the accomplishment of key 
performance ind i ca to rs ,  r e l a t i n g  actual  t o  planned performance. 

B. Host count r ies  should be requested t o  cont inue repor t i ng  on 
c e r t a i n  key i n d i c a t o r s  even a f t e r  p r o j e c t  completion. 

C. Pro jec t  f i n a n c i  a1 r e p o r t i n g  should compare planned and ac tua l  
expendi tu res  . 



Tab D 

PLANNING 

-- Planning i s  es tab l ish ing agency goals, p r i o r i t i e s  and emphases, 
and ensuring t ha t  programs and a c t i v i t i e s  conform t o  then. 

-- Attachment 1 depicts AID'S planning process as i t  would look if 
the fo l  lowi  ng r-ecornmenda t ions were accepted. 

RECOMMENDATIONS 

1. Top management should pa r t i c i pa te  extensively i n  the planning 
process. I n  add i t i on  t o  plans t o  cha i r  some DAP reviews, A/AID 
and UA/AIU should, f o r  example: 

. . cha i r  major program/budget reviews annually t o  r e l a t e  country 
o r  regional plans t o  agency goals; 

. . hold in-country program reviews i n  a few selected countr ies 
to assess the relevance over a three t o  f ive-year per iod of 
actual performance t o  country plans; and 

. . cha i r  a review o f  the populat ion program strategy and the 
strategy o f  a major TAB program. 

2. An expl i c i t  statement o f  over -a l l  agency goals should be developed, 
accompanied by annual object ives f o r  operational and budget years, 
t o  which b i ' l  a te ra l  , regional and in ter - reg iona l  s t ra teq ies could 
be re1 ated. 

3.  Global s t ra teg ies should be prepared f o r  a l l  p r inc ipa l  areas of 
A I D  emphasis, p a r t i c u l a r l y  those w i t h l n  Food and Nut r i t i on ,  
Education and Human Resources and Population and Health. Each 
should describe A I D ' S  object ives i n  the area o f  emphasis i n  
measurable terms t o  the extent  possible, and provide guidance 
on various program approaches and methodologies t h a t  appropr iate ly 
address the object ives, inc lud ing the prov is ion o f  standards o r  
c r i t e r i a  f o r  measuring progress. 

4. Recognizing t ha t  the areas i n  which A I D  works are a t  d i f f e r i n g  
stages o f  development and t h a t  U.S. fo re ign  p o l i c y  object ives 
vary considerably by region and country, regional  A I D  strategies,  
and sub-regional i n  some cases, should be prepared. These would 
serve as a bridge between the over-a l l  agency goals and global 
s t ra teg ies f o r  areas o f  A I D  emphasis t o  the country program 
st ra teg ies (DAP's). 



5 .  Present guidance f o r  country and f iel d-of  -concentrat ion 
s t ra teg ies  inc luded i n  t h e  Country Development Assistance 
Programs (DAP's )  should be modi f ied  t o  requ i re  t h a t  the  
s t ra teg ies  i nc lude  measurable ob jec t i ves  and eva luat ion  
c r i t e r i a ,  f a c i l  1 t a t i n g  subsequent evaluat ion.  

6. Based on the g loba l  s t ra teg ies  (Recornendation 3. above) and 
an analysd s o f  country DAP's, Development Assistance Support 
Programs (DASP's) should be prepared by TAB and PHA f o r  Inter- 
regional  programs. These &)ASP'S should be supported by and 
r e f l e c t  Sector Support Assessments (SSW's). Based on a review 
of the DAP Sector Assessment and the  g lobal  s t ra teg ies ,  these 
SSA's would provide an ana lys is  o f  the  key problem areas (KPA's) 
i n  the  sec tor  and a s t ra tegy  fo r  dea l ing  w i t h  the  problems. 
The s t ra tegy  should inc lude measurable ob jec t i ves  and eva luat ion  
c r i t e r i a .  Regional bureaus should a l  so prepare a mini-DASP which 
would inc lude a s t ra tegy  statement, w i t h  appropr ia te  analysis, 
which would provide a framework f o r  t he  reg iona l  program i n  
r e l a t i o n  t o  the  f i e l d  programs and the  i nter - reg iona l  programs. 

There shou.1d be a we l l -de f ined s e t  o f  c r i t e r i a  f o r  r e c i p i e n t s  
o f  var ious types o f  assistance, and proceclures f o r  accompl i shing 
the  t r a n s i t i o n  from one type t o  another (i.e., grants t o  
concess4onal loans t o  guaranties. t o  re inbursabl  e aid). I n c l  uded 
here would be a general s e t  o f  p r i n c i p l e s  t o  be app l ied  i n  
determining, on a case-by-case basis, when and how t h e  phase-out 
of concessional a i d  i s  appropr iate.  (Perhaps the  cu r ren t  work 
o f  AAC w i l l  be an adequate response t o  t h i s  recommendation. ) 
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TAB E - 
BUDGETING 

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

-- The budget process consists of a budget cycle, lmgely 
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 change4 by the 
Congressional Budget and Tmpoundment Control Act of, 1974. 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 AD/W budget 
submissions. 

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

- 1 September 1976 - Submission on budget year proposals to 
OMB . 

- 3.5 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 authorizat ion/appropriation 
process. 

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

- 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 xpproval and planning should be more cloeely 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) requiring submission of Project Review Papers (second 



s tep i n  the approval process) prior  t o  the Congressional 
Presentation. 

( c )  Using the FBS1s and PBS's as  a means t o  validate pro- 
graming s t ra teg ies  includzd in planning documents. 

2. The FBS1s and PBS's shollld be used pr incipal ly  fo r  d5veloping 
butiget -year program directions and magnitudes . Emphasis should be on 
objectives of proposed ntw a c t i v i t i e s  a d  on accom&ishments of on-going ----- 
ac t iv i t i e s .  

3. Detailed project  inpu: data  should be required onljj a t  the 
outset  of a project ,  with the data from the multi-year budget i n  the 
Project Paper beins used for  m ~ a l  budget al locations as long as 
project  perfcmance (finaxial ail xn- f inanc ia l )  does not d i f f e r  
substantial& 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 short ly  a f t e r  the end of the f i s c a l  year f o r  
use i n  the OYB review and i n  preparing the Congressional Presentz%ion. 

5 , T5er .: sh.r~!~ld '3r. cxpli :: i.'; AII?. *.rttl.Y - ml:;tWr; >.>>A ncl;hod;; : tni  
111' J :  :lhlres for  the  review and analysis of funding requests t o  be 
carr ied out by missions and operating bureaus t o  ensure conrparability 
of budget submissions. 

4 6 .  Subject t o  the apprl:,iral of the  appropriate committees, the  
Congressional Presentation should be prepared showing l e s s  f inanc ia l  
data  (e . g . , without input ,components ) , but with more emphasis on 
accomplishments and implementation plans. 

7. Muiti-year funding of grant projects,  within l imi t s  (perhaps 
three years ) , should be introduced gradually f o r  new, well-designed 
projects .  Special consideration might be given t o  projects  involving 
both loan and grant funds. 



TAB E - 
Attachment 1 

The Congressional Budget Act of 1974 

A major rt:vision 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 partikipation 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 aid that eqerience 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 

a are appropriated -- will be a quarter longer. This will permit more 
time for the development and obligation of projects. 

(3) The ncw 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 is 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 Januasy 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) Arg request for the enactment of legislation authorizing 
the enactment of new budget authority to continue a program or activity 
for a fiscal yew shall be submitted to the Congress not later than 
May 15 of the year preceding the year in which s~ch 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 t o  Congress showing t h e  cos t  of maintaining a l l  
programs a t  current  levels f o r  the  following f i s c a l  year. I n  - 
pract ice ,  OMB w i l l  undoubtedly requ i re  AID'S current  se rv ices  
budget severa l  weeks before Novqber 10--beginning i n  1975. 
However, i t  is not  !expected t h a t  t h i s  new requirement w i l l  involve 
a detailed submission, 



TAB E - 
Attachment 2 

. T 

POLICY 
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I 

BUDGET 
SUBMISSION 
GUIDANCE 

15 FEB 76 

BUDGETING 
PROCESS 

BUDGET YEAR: FY 78 
(Datos aro approximate) 



CU RRENT BU DGET CYCLE - Terms indicated below were appropriate when FY 74 FBS was prepared during summer of 9972. 

30 June 71 30 June 72 30 June 73 30 June 74 r A C T ~ ~ L ~ T E A R  OPERATIONAL YEAR BUD;E~T~;EAR \r PLANNING YEAR 
FY 73 FY 75 

NEW BUDGET CYCLE BEGINNING FY76-77 - ~erms, as indicated, will a appropriate when FY FBS is k i n g  prepared during rum- of 1975. 

Operational YeaeBwd~t,Novembr1.'1977-------------------------~ 

30 June 74 30 June 75 
OPERATIONAL YEAR BUDGET YEAR PLANNING YEAR 

FY 76 (15 Months) FY 77 FY 78 

I 
FY 77 DOCUMENTS: 1 
PID, not later than July 31,1975 

I 

FBS, July 31,1975 
I 
I 

PRP, not later than November 30,1975 I I 
Congressional Presentation, January 15,1976 I I 
Operational Year Budget, November 1,1976 

I 

FY 78 BOCUMENTS: 
I 
I 

PID, not later than June 30,1976 - - - -- - - - - - - - - I 
F&?,, June 30,1976 - - - - - p. - - - - - - - I - II -I I 

I 
I PRP, not later than November 30,9976 - - - -- - -- -- - - - - - - - I 

I Congressional Presentation, January 15,1977-- - -- - -- -- -- -- - -- -- - - - A 
m 
2 



TAB F - 
ACTIVITY 1DENTIFICATION 

DESIGN, REVIEW AN0 APPROVAL 

-- This process involves the selection of appropriate activities 
(boject and Program ~ssistance) to be assisted by AID, the design of 
these act,ivities and the review and approval procedures leading to an 
authorization t3 enter into an agreement with a foreign government or 
inter~tional 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 E)13AR effort. 

1. Project design, review and approval requirements, procedures 
and documentation for technical and capital assistance, whether grant 
or loan funded, should be integrated to the maximum ex-bent 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 r6giena.l 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. 

c. Project Paper (PP) 

..Replaces CAP'S and PROP'S. 

..Provides the detailed descrJption of the project upon 
which final consideration is based. 

..Log Frames would be required for loan and grant p r 0 j e c . t ~ .  9 



..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 shodd be encouraged to integrate on-going technical 
assistance projects with new Loan proposals to achieve integrated 
projects. If total funding levels permit, multi-year funding of the 
grant component should be provided. 

3 .  The prepara%i.on of additional subject matter guidance for 
project design should be expedited. 

4. In designing new projects (bi~aterd, regional and inter- 
regional), Am's catalytic role should be recognized and careful 
consideration should be given t o  phasing long-term projects (e .g., 
over five yews ' duration), thereby facilitating the partial or 
full participation of other donors and encouraging greater host 
country pmticipation 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 4. 

7. The operab;fng Bureaus (regional bureaus, TAB, PHA) should 
continue to have the responsibility for conducting the redews of 
PID1s, PRP1s and PP's, but they also would have the responsibility 
to ensure that other b~eaus 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 old (e .g . , have been funded for over five  ears ) grant- 
f'unded projects which A l l  not have terminated by the end of FY 1976 



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 ~seistancr" which has had over time sub-projects for Local 
Government Assistance, Fiscal Reform, Tax Administration, Customs 
Administration, Economic Planning, C rrent Statistics and Census, 
Institute of Public  administration)^^ or additions to basket projecte 
should be approved. Existing basket projects should be de-basketized 
by the end of FY 1976. A summary table an the age of the grant 
projects currently in AID'S p~rtfolio 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 iaplementation 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 host countries actively in the 
preparation of the PP and urge them to initiate actians 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 axe 
currently 41 sub-projects active under the three USA projects. 
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Tab F - 
- ATTACHMENT 3 

Revised Project Development, Review arnd Approval System 

.. For some time end f o r  various rert6sns consideration has been given t o  
integrating and unifying the AgencyP s systems which r e l a t e  t o  pro Sect 
ident i f icat ion,  development, review a d  approval. The matter m s  original- 

c l y  considered in 1961 when the B v e j e o ~ n t  Loan ]Fund (DIP)  ms integrated 
with ICA  t o  create the new nqJency for International kvelopment. It has 
been raised periodically during the last 13 years. Win@; t h i s  t h e  there  
have been changes i n  tk separate systems -- the last being a major revi-  
sion of t h e  grant project system. There k v e  a l s o  been numerous modifica- 
t i ons  i n  A.f.D.'s organiz;.a%ion. In recent years A.I.D. appropriation 
s t ructures  have heen sigrrificantly altered and new policy direct ions 
pruvided by Congress. Ttae b e m y  a l s o  has been subjected t o  increasingly 
detai led C o n g r e a s i o ~ l  oversight a d  requirewllts for  not i f f icat ion of 
ad jus tmnts  in Agemy program f i a r n  %hose described in the  annual 
Congressional Pre sent at ion. 

The revised system outlined herein attempts t o  update surd ra t iona l ize  the  
Agencyts project development ac%fvft ies  %o re f l ec t  these changed conditions. a It should be noted that this revised system covers only project development 
(i.e., from ident i f ica t ion  t o  approval.), and does not change exis t ing pro- 
jec t  imp1ementation cand evaluation pol icies  and procedures of the  Agency. 
But use of' the  system probably will r e su l t  i n  eventual changes in our 
practices regarding implementation and e v d u a t  ion. Some of these possible 
changes are suggested on pages 3 and 4. !be new qystem provides a base or 
fr-work which must be f o l l m d - u p  with substant ia l  modification of Agency 
guidance. These changes w i l l  be codified in new handbooks on the  A . 1  .D. 
programming system. 

This guidance should be considered a sugplemnt t o  current Manual Orders 
and other instructions rather  than a replacement. m e r e  there is an. 
apparent conflict, tbe guidance herein should be followed or c la r i f i ca t ion  
sought from AID/W . 

The system is  designed fo r  several "purposes. It provides d i rec t  linkage 
between project development a c t f v i t i e s  and documentatfon, and the blldeet 
process. It l i nks  the project development aysten Lo t he  annual Congressional 
Presentation. And It provides a integration of documentation involved tn  
the development of both grant and PGWI projects,  building om the best of 
each system. 



Wac changes should laby a sound fou.ndatiorn f o r  submission, review and 
approval of projects  egr ly  i n  the firscab year. This could help a l l ev i a t e  
mch sf the  year-end rush for lm mthoriaations and grant oblig8tians - 
with which t he  Agency has been hfstmfcaU$ plagued. 

The revised project  system is based on s three-s tep process and th ree  
separate documents, namely: 

1. Project  Iden t i f i ca t ion  Document (PID) - IPast of annual. budget 
submission 

2. Project  Review Paper (PRP) - Replaces IRRs and PPPs 

3. Project  Paper (PP) - Replacer, W s  and PROPS 

The PID is  pa r t  of t he  mW budget submission and provides a preliminary 
description af the  proposed project .  (See AIDTO Circ.  A-368, p.4, B . I .C .  
May 16, 1974. ) It es tab l i shes  t he  program ra t iona le  f o r  po ten t ia l  A.I.D. 
assis tance.  The PRP provides the first deta i led substantive description 
of t he  project  f o r  AID/W review. It w i l l  a l s o  a s s i s t  i n  the  determination 
of what projects  a re  t o  be included i n  t he  Congressional Presentation. The 
PP p rwldes  t he  de ta i led  appraisal  of t he  project ,  upon which f i n a l  consid- 
e r a t i on  i s  based. 

The system thus  i s  e s sen t i a l l y  a modification and merging of t he  systems 
and documents presently used in the  Agency and does not include subs tan t ia l  
new documentation workload. Necessary fur ther  modifications w i l l  be made 
i n  t he  next several  months. C n t s  and suggestions from Bureaus and 
Missions a re  welcome . 
The system w i l l  i n i t i a l l y  be applied only t o  new loan and grant p ro jec t s  
t o  be finknced f'rona' l;71 75 funds, including sector but not program ass is tance.  
Project  documentation already prepared or  i n  process of preparation on ttie 
o ld  bas i s  w i l l  be accepted. The changes i n i t i a l l y  exclude program ass is tance,  
PL 480 T i t l e  I and 11 (except where PL 480 i s  an i n t eg ra l  pa r t  of a project  
a l s o  u t i l i z i n g  loan or  grant funds ), Housing Investment Guaranties , 211 (d ) 
In s t i t u t i ona l  Development Grants, and cen t r a l  research projects .  Although 
these  a c t i v i t i e s  eventually w i l l  be integrated i n to  t he  system, renaining 
questions and issues  a r e  suf f ic ien t ly  import& t h a t  such act ion is being 
delayed. 

Timing of Submissions 

The new system provides a d i r e c t  t h  linkage t o  the  Agency's budget zy-t -a e m  
and Congressional Tresentation. H m v e r ,  it does  not prevent project  
development from proceeding on a decycled bas i s .  The dates  iden t i f i ed  f o r  
submission of PIDs and PEiPs gre terminal dates.  PIDs and PRPs should be 
prepared and submitted throughout t he  year, and w i l l  be examined by A I D ~ J  
upon rece ip t .  I f  a project  is  t o  be funded i n  the  next f i s c a l  year and a 



PID has not been submitted, it should be included in t h e  budget request fo r  
t h a t  year and PRP processirg completed no later than Januwy 31 in the  year 
preceding the  i g i t i a t i o n  of t he  proJect (e  .g., f o r  p ro jec t s  proposed for  
FY 77 financing, a PID should be included in the  FY 77 FBS if  o t  previously 19 eubmitted, and PRP pgrocqssiq completed by January 31, 1976 ) ., 

The efficacy =d success of the poposed system in bringing about improved 
project  ident i f icat ion,  development, review and approval, r e s t  on a number of 
assumptions which include the following: 

1. Integrat ion and unif icat ion sf the  systems used f o r  grant and loan 
projects  w i l l  r e s u l t  i n  b p m d  proJect deslgn and developmnt and 
be t t e r  u t i l i z a t i o n  of Agency personnel, both i n  t he  f i e l d  and i n  
AID/W; 

2. A closer  linkage of Agency project  development with budget planning 
and the Coagre ss iom2l Presentation w i l l  s t r e w h e n  the  Congre ssionah 
Presentation and rebuee the variance of A.I.D. programs from that 
described i n  the  Presentation; 

3. Use of t he  PID and PBP w i l l  3mprove Agency decision-=king, and assist 
in  a u t h ~ r i z a t i o n  of projects  e a r l i e r  i n  the  fiscal year, thus  helping 
a l l ev i a t e  tne  t r a d i t i o m l  last quarter and June rush of busiaess; 

4. Bureaus, Missions and Offices can produce within t he  specified time 
period PIDs, PIIPs, and PBs of acceptable qual i ty;  

5 .  XD/W (operating Bureaus, PI% and others ) w i l l  review and make expedi- 
t i a u s  determinations concerning PI lb ,  PRPs, and PPs. 

Implications 

The system has cer ta in  i n h e r ~ n t  implications that should be iden t i f ied .  These 
include the  following: 

1. Adoption of a. more unified approach t o  project  development, i .e . ,  use 
of a preliqinary document i n  t h e  budget request  with greater  amounts 
of infomation than i n  the  past -- both f o r  loan and grant-financed 
pra jee t  s . 

1/ The new Budget and Improvement Act will change the current July l-Jvlne 30 - 
f i s c a l  year t o  October l-September 30, which could e l t e r  the  dates  i n  this 
aPrgram somewhat. You w i l l  be advised. 
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2. Increased requirement far AID/W decisions and/or response t o  prcl i -  
lninruy project  documents, resulting hopefully i n  a closer  m o r e  fru i t fu l  
dMogue  with Missions earlier In  t he  project  design stage when nlodifi- 
cat1  on6 a r e  ea s i e r .  

3. m e  time devoted t o  project  devel~pment and evaluation a ~ t i v i t ~ e s .  

4. Increased importance of the l i f e  of prodect cost estimates f o r  grmt 
act W i t  ie  s . 

5. Application of lo&ical i'ramewrk approach t o  loan-financed projects .  

6 ,  Increased requiremen% f o r  building i n  evaluation elements as par t  of 
cap i t a l  ass is tance projects,  and emphasis on building evaluation i n to  
the i n i t i a l  design of technical  ass is tance projects .  

7. Requirement t h a t  A u ' I + D .  Missicms involve t he  LDCs more deeply i n  
project  development work pr ior  t o  commitment of A. I .Do t o  proposed 
pro jec t s  . 

PsoJect Ident if i c a t i ~ n  D o c w n t  

This document i s  e s sen t i a l l y  t h a t  requested i n  t he  FY 76 budget submission f o r  
grant and loan-financed projects;, 

Timing: The PID may be sabmitted t%t any t h e ,  but w i l l  normalby be included a s  sf t he  annual budget submissions. (PICDS prepared after budget submfssion 
deadline w i l l  be considered on m exception bas i s . )  

Content: PIDs should provide the  following: 

1. Description of har t he  a c t i v i t y  r e l a t e s  t o  the  area of concentra'cion 
and the  country development program (WS tknd sector  analysis) ,  t he  
dev~~opment  problems addressed, and how it w i l l  help t o  solve them. 
!The paper should c lear ly  i d e n t i 0  t he  linkage between t h e  project  
purpose m d  %he sec tora l  goals. If a l t e s m t i v e  approaches were con- 
sidered, ident i fy  end br i e f ly  discuss. 

2 .  Inddcation of the major benef ic iar ies  of the project ,  with par t i cu la r  
reference t o  t h e i r  income s t a t u s  within the reciaiexlt country. Key 
socko-econamie f a c t a r s  per t inent  t o  t he  project ,  i ~ c l u d i n g  cu l tu r a l  
f e a s i b i l i t y ,  appxcpristeness of technohogy, e t c  , should be i den t i f i ed .  

3. Bel iminary information on the  ac%iv i t i e s  of other donors, multilateral 
as well as b i l a t e r a l ,  in t he  area ~f concen-brati ~n qP t he  proposed 
project  . 

4. Probable s tudies  o r  analyses required to devexop t h e  project .  



5 .  A sough estimate of probable total cost  and time period of implementa- 
tion with an out l ine  of major inputs contemplated, identifying both 
A.I.D. and host country contributions. 

(NOTE: Above taken from AID20 Circular A-368, dated k y  16, 1974, Instruct ions  
far '76 Fie13 Program and Budget Qrpbmissic.a. ) 

Length: PIDs should not exceed f i v e  pages. 
4 

Collaboration: While there  may b e  the n m m l  exchange of information and views 
between AID and the  recipient  g m m n t ,  it is important at  t h i s  stage t h a t  

* the A.I .D .  Office o r  f i e l d  Mission - no% provide any commitment t o  t he  rec ip ien t  
or the host country concerning t h e  project .  

Processing: The PID w i l l  be reviewed by both the  relevant Bureau and PPC 
8s part of t he  Agency's budget process. Following t h i s  review, AID/W w i l l  
W o r m  the Mission o r  Office as t o  whether fur ther  project  development e f f o r t s  
axe t o  be mdcrtaken. As  more identified pro jec t s  may be approved fQr project  

. development than can be f meed with expected avai lable  funds in  the  subse- 
quent f i s c a l  year, it should not be assunaed t h a t  approval a t  t h i s  point w i l l  
necessar i ly  result i n  final budget funding i n  t h a t  year.  Approval of the  PID 
.represents a consensus between the  Mission, the  Bureau, and other AID/W 
of f i ce s  t h a t  the proposal i s  in  accord with program and policy d i rec t ions  of 
the Agency. Apprwal f w t b e r  mans t h a t  the  Mission, Office, o r  Bureau can 
proceed with necessary consultations with the  proposed recipient  and u t i l i z e  
the resources necessary t o  bring the  pro jeet  t o  the  point of a PI@. If at 
atly time t he  Mission o r  Office decides t o  terminate o r  postpone project  
development a c t i v i t i e s  , it should immediately no t i fy  appropriate u n i t s  of 
AID/W. If a PID does not r e s u l t  i n  a PRP before the next year ' s  budget sub- 
mission, t he  PP;D should be resubmitted if funding is s t i l l  sought. 

The Project  Review Paper (FRP) 

Purpose: Purpose of the  W P  is t o  assist Agency management i n  determining 
those development projects ,  both grant and loan funded, which a r e  su f f i c i en t ly  
developed t o  be included i n  t he  Congressional Presentation f o r  authorization 
in the next f i s c a l  year. This paper is  an integral s tep  i n  t h e  project  develop- 
ment and programming system of t he  Agency. 

Timing: The PRP must be i n  Washington ready for  Agency review by January 31st 
if it is t o  be  fwded i n  the  following f i s c a l  year. Final Agency determination 
concerning inclusion of projects  i n  t he  Congressional Besenta t ion  must be mde 
by February 28th. It should be noted that t h e  January 31st deadline i s  a 
terminal date,  a.nd PRPs can be submitted at any t i m e .  

Processing: PRFs w i l l  be reviewed by the  responsible Bureau, PF'C, and other  
re levant  off ices .  Decision on the  project  proposals w i l l  be communicated to 
the proposing Mission o r  Off i ce  prior t o  f &her development a Approval of the  

." 



proposal and inclusion i n  the  Congressional Presentation assumes ( a )  t h a t  a seri- 
oun effort w i l l  be made to complete proJect development prior to thc begjr~rling 
of the next f i c c a l  year, m d  (b ) sr. high probability t ht authorl.~,t~.l; Lor1 wl I I br? - 
completed on a timely bas is  in t h e  nefi f i s c a l  year. Significant policy icsuo:; 
must be thoroughly reviewed and r e s ~ k w d  t o  the  maximum extent possible. 

Collaboration: It is  par t i cu la r ly  important t h a t  preparation of t h e  PRP be 
a collaborat ive e f f o r t  with as fa1 par t ic ipat ion of the rec ip ient  as possible. 
This can be f a c i l i t a t e d  by having rec ipient  country personnel consult with t h e  
projec t  development team which p r e m e s  the PRP. 

Content: The PRP should build an the PID submitted e a r l i e r .  It replaces t h e  
'-tensive Review ~ e q u e s t  ) f o r  loan-funded a c t i v i t i e s ,  and t h e  PPP for 
grant-funded a c t i v i t i e s .  It should be no longer than t e n  pages, providing a 
succinct statement or  project  descript ion and highlighting pol icy  i ssues  and 
implementation problems which mwy be encountered i n  bringing t h e  projec t  t o  
f u l l  developxwnt . (See f ollcwing oueline . ) 

T i t l e  : Project  No. - 
.2/ Fisca l  Year Proposed f o r  Financin&.- 

Appropriate Category: 

Date of Submission t o  Bureau: 

Project  Development Team: L i s t  t h e  names and posi t ions  of team members. 

I. P r i o r i t y  and Rel.evance : Expand and/or reconfirm PID, describing t h e  rela- 
t ionsh ip  of the  projec t  purpose t o  t h e  sec tor  goal,  t o  the DAP and t o  t h e  
country's developme~t program. 

11. ~orrarer/~rantee/~dministratin~ Agency: 

111. Description of Project: 

IV. Beneficiary : I d e n t i e  and describe those elements of the population t o v a r d  
whom the  project  i s  d i rec ted .  To t h e  extent  possible describe how they will 
benef i t .  

V. Project  &sign: Using the  l o g i c a l  framework approach as described i n  
Manual Order 1026.1, Supplement 1, describe the  sec tor  goal,  projec t  purpose, 
outputs and inputs. Pay pa r t i cu la r  a t t en t ion  t o  concepts r a t h e r  than merely 
form. C r i t i c a l  assump~ions and po ten t i a l  obstacles should be a r t i cu la ted ,  
and conclusions f u l l y  supported. 

I n i t i a l  financing f o r  grant  projec ts  . 
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VI. A.I.D. Experience: Summarize Agency experience i n  the  implementation of 
similar projects  and the relevance of such experience t o  the  proposal under 
considerat ion. (AID/W normally w l l l  assume prlmasy respons ib i l i ty  f o r  gather- 
ing and providing t h i s  information. ) 

Vff . Other Donor Coord1natl.on: Provide fu l l  Z n P o m t  ion on the results of 
discussions h i t h  representatives of other b i l a t e r a l  and mul t i l a t e r a l  ass is tance 

+ organizations re la ted  t o  the  proposed project .  AID/W can a s s i s t  i n  coordina- 
t i o n  with other donor headquartera, e .g., IBRD and IDB. 

VIII. Financial  Plan: Include estimated cost  breakdowns by major elements, 
Y 

categories,  or sub-projects. If the  proposal contemplates l o c a l  cost  financing, 
describe the  method t o  be used. Indfcate~contrdbut ions  of host country and 
other lenders or  donors. 

M. Project  Development Schedule: Provide a description and time schedule of 
major tasks  i n  terms of both time and cost  which w i l l  be undertaken i n  f i n a l  
project  preparation. What i s  the ant ic ipated submission date of the PP t o  
AID/w? 

X. Analyses: Prwide  a b r i e r  description of the  analyses which w i l l  be in-  
cluded in the  PP. Iilclude ewl assessment of the  ava i l ab i l i t y  of necessary da ta  
and information, a d  s t a f f  resources f o r  the  completion of such analyses -- 
economic, f inanc ia l ,  admi~ i s t r a t i ve ,  policy, social ,  technical .  Iden t i fy  any 
outside ass is tance needed. 

Project  Paper (PP) 

This  document, which replaces the  CAP and PROP, combines the  most important and 
relevant project  development and analysis  requirements. A s  the  PP i s  designed 
t o  encompass a l l  A .I .I). project  a c t i v i t i e s  ,, it should be viewed as a modular 
document which can be expanded or  contractud. to  meet the  ana ly t ic  needs of the  
pEw'bicular project  proposal. I n  every case, however, care must be taken t o  
assure t h a t  t he  PP competently addresses and analyzes t he  development rat ionale 
and t he  substantive c r i t e r i a  $or the  p w t i c u l a r  project  . 
Thing: The PP will be prepared by the  relevant off i ce  or  Mission only a f t e r  -- 
r ece ip t  of ins t ruct ions  and guidance following review of t h e  PRP. Most if 
not a l l  of the  s ign i f ican t  issues  concerning the project  proposal should be 
iden t i f ied  in  the  PRP, and then K i l l  be resolved during preparation of the  PP. 
This w i l l  permit ea r ly  implemeatat ion of t h e  proposal after authorization.  

Purpose and Content: Purpose of the PP is to provide a def in i t ive  d e s c r i p t i ~ n  
and appraisal  of the project ,  r e spons ib i l i t i e s  of A.I.D. and the  rec ip ien t  
country, and t h e  plan of implementation. Full analysis  should be included. 
Par t icu la r  at tent icn should be paid to project  implementat ion, including 

1 a t ion  execution, conditions and covenants, and a f u l l  descr ipt ion of t h e  eva-u 
plan with iden t i f ica t ion  of ~ u a n t i t a t i v e  benchmarks. The body of" the  paper 
should not exceed 75 pages, and i n  many cases can be very subs tan t ia l ly  shorter .  
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Proceonin : The BP w i l l  be reviewed by the sponlsorq Blareail with partlciption 
PC and other relevan* off icema. Focus of the review w i l l  be or1 the m l y t w i :  + 

and the i r  conclusfona, ao well. as on the ireplementatlon ad evQ;lwt Lon plru~:t. 
-/ 

20 the extent possible, Bureaus should arrange for  f c ipation by rcpmscntu- 
t i ve s  of the relevan$ Mission .@ the MD/W review. For loan-financed pso jects, 
approved PPs w i l l  be submitted t o  PPC %or processing though the  b v e l o p n t  
froan St- Committee (DJSC). For gsw c projects, PPC and atbr relevant 
Bureaus and Offices will c l e w  the proposed pro jec% . In some instances approval 
09 the Administrslto~ ' s office w i l l  be required. * 

Collaboration: It i s  necessary that collaboration with the poposed recipient 
be continued and strengthened during p r e p a t i o n  of the FT. AXD/W requiremsrnts 

.? 

fo r  ~ ~ ~ & J y s l s  and substantive c r i b r i a  should be shared wdth the  recipient. 

Project Revisions: Significant revision or revisions t o  a project must be sup- 
ported by an appropriate written amendamn% t o  the PP dtscussing and justifying 
the  revisian(s ) . Significant revisions include the following: important 
a l tera t ions  i n  the original  scoi, of the project; important increases in the 
Aands required f o r  grant-financkd projects; significant extension of the approved 
&ngth of grant-financed proJects; and any increase in  m d s  for  a lam-financed 
project (which w i l l  a lso  require an amznded loan authorization). Good -rial 

eomon sense must dictate when scope and cost changes are deemed "significant;' 
and how they w i l l  be processed. n-ly will be eonsul.ted by the appropriate 
Bureau when such cases a r i se  so tbt the s e a a m b l e  course of action can be 
decided upon. 

T i t l e  : - 
P '  I. Summary and Recommendation 

Project Development Team - 
1. ~or rower l~ ran t ee  - - Include executing agency. 

2. Guaranty -- (LOW only). 

3 Loan or Grant 

a .  Total i?@ogrm/~roject Cost.  his should include a detailed 
schedule of projected obligations and disbursements over the  period 
of expected project implementation. Total cost should be i l lus t ra ted  
by inputs t o  be financed.) 

b. Amount of A.I.D. assistance 

i. Foreign Ekchange 
ii. Local cost component 
iii. Proposed terms (include two-step) (Loan only). 



c. Borrower contribution 

d. Other donor input 

4. Description and jus l i f l ca t ion  of Project .  (summarize Par t  V, Project  
Design, from PRI)). Include brief on program sector, goal., project purpose, 
t a r g e t  group and expected benef i ts .  Discuss and explain linkages ar-d 
assumptions . 

+. 11. Section 1. ProJect Background 

-- History and developrknt of proposal. 

-- Describe p r io r  A. I .D. ass is tance i n  re la ted  areas, indicat ing successas 
and problems encountered. 

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

-- Host c o w t r y  a c t i v i t y  i n  pro ject/program area, past ,  present, 
proposed. 

-- Studies done. 

- Views of country t e h .  

-- Opinion of other donors -- i.e., their i n t e r e s t  i n  financing t h i s  
project  , their view of i ts  importance, e t c  . 

Section 2. Project  Analysis 

This normally is  t he  most c r i t i c a l  section of t h e  PP. Where desirable,  m j o r  
f indings and conclusions may be summarized i n  the  PP with f u l l  analysis i n -  
cluded i n  the  annex or  reference made t o  other documents. S p e c i d  guidance 
concerning each of t he  types of analyses w i l l  be developed and provided t o  the  
f i e l d  . 
Economic - Analysis of t h e  ec~nomic e f f ed t s  of the  project  (1)  on i t s  major. 
intended benef ic iar ies ,  (2) on r e l a t ed  groups, and ( 3 )  on the  economy a t  l a rge .  
Suctl e f f ec t s  would almost always include income and employment and may include 
other vsriables, such as, inves tmnt  and/or savings, balance-of -payments, and 
in f la t ion .  

Technical - Analysis of prdblems concerning technology t o  be adopted or 
developed (e .g . , production package, i r r i ga t i on  system, e t c  . ), m d  a b i l i t y  
of implement ilrg i n s t i t u t i on  and benef ic iar ies  t o  cope with t h a t  technology. 

Social  - Analysis of per t inent  socio-cultural  fac tors .  Implementing agency 
environment. Describe and assess  impact of project  on socio-cultural  t r ad i -  

@ t i o n s  and values. Par t icu la r  a t t en t ion  should be given t o  t h e  r o l e  of women 
and the  impact of the project  on women. 
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~bt*o,jacl, J l.tgccLl y oto I~~dfrec$Ly (c .g., crcdi'b rtc:;, tnx ::yrjl,r?~~t, or lvca c-t~~tl.r*c 1 1  ). 

Financial - Analysis of the  f inanc ia l  s t a t u s  of the  host country and/or ilnpLe- 
menting agency -- i t s  a b i l i t y  t o  e f f i c i e n t l y  u t i l i z e  project  resources and t o  
service resu l tan t  obligation$ (e .g . , f inanc ia l  plan, matching funds, attainment 
of se l f -suff  isfency, a b i l i t y  t o  repay. Include in te rna l  rate of re turn  analysis  I 

and cost  benef i t  r a t i o s .  An e f f o r t  should be made t o  indicate  the  project  cos t s  
by t h e  individual outputs i d e n t q i e d  in t h e  log ica l  framework.) 

Administrative - Analysis of t he  a b i l i t y  of implementing i n s t i t u t i ons  t o  ca r ry  
out t he  tasks  intended by the  prodect. 

Section 3. Project  Implementation 

Thia section a l s o  i s  par t icu la r ly  important i n  t h e  PP. 

A. Implementing Plan 

-- Include implementation plan, giving dates, act ions  required, 
and foc i  of responsibi l i ty .  

-- Deocribe proposed disbursement and procurement procedures 
f o r  A.I.D., recipient  and other donors. 

-- &scribe monitoring/reporting arrangements. 

Evaluation Plan 

-- Describe periodic evaluation program. Include key base l i n e  
data.   o or guidance see " ~ u i l d i ~ g  Evaluation Elements i n t o  
Project  &sign. '' Manual Circular No. 1025.1, dated Apri l  30, 
1974 ) 

Section 4. Conditions and Covenants 

fdent ify/discuss specia l  ~ ~ s / c o v e n a n t s .  

Section 5. Issues 

Discuss major issues faced and how resolved, and any issues s t i l l  unresolved, 
and how they are t o  be addressed. 

PART 111. Annexes 

A. Statutory Checklist 

B. Project  ~etails/Maps/Drawin~s,  e t c  . 
C. AID/W me~sage/~uidance re PRP approval 



D. Mp$cal f r m w o r k  matrix 

El US A .I.& Director certificati~a (capital projects only, per 
~u.(c)  of FAA) 

I. Z]r& authorizing ~QCUI~~& 



Tab F 

Attachment 4 

SELECTIQN CRITERIA FOR PROJECTS 
REQUIRING ~fmfov AMTOR L 

The Task Force be1 ieves tha t  cer ta in  speci f ic  categories o f  projects 
and other assistance a c t i v i  t f  es should be referred t o  the Administrator 
f ~ r  f.ina1 approval. 

I n  general terms, these categories re la te  t o  proposed funding levels, 
pro ject  significance, problems and issues and possible external in terest .  

A t  present, the Admi n i  s t ra to r  approves: 

- Do1 lar-funded PA grant projects, including AID/W-administered 
GTS projects, when: 

-- l i f e  o f  pro ject  do l l a r  funding i s  above $2 mi l l ion ;  

-- an on-going pro ject  i s  revised and cost from revis lon t o  
termination i s  above $2 mi l l ion ;  

-- f o r  both new and on-going projects: 

--- there are s ign i f i can t  pol i t i c a l ,  e c ~ n m i c  o r  s t rategic  
issues ; 

--- there are s ign i f i can t  deviations from established norms; 

--- there i s  substantdal disagreement w i  t h  c lear ing o f f  ices. 

- Capital pro ject  loans and housing investment guaranties when: 

-- proposed funding i s  $10 m i l l  i on  and above; 

-- thcre are s ign i f i can t  p o l i t i c a l ,  economic or s t rategic  issues 
not ye t  resolved; 

-- the pro ject  deviates substant ial ly from established standards 
and c r i t e r i a .  

- Comnodi ty program assi stance when : 

-- the Administrator has indicated a desire t o  review the ac t i v i t y ;  

-- there are s ign i f i can t  p o l i t i c a l ,  economic, s t rategic  issues 
not ye t  resolved f n  the OYB or otherwise; 



-- i t  deviates from established cr l t e r i a  and standards. 

- Research and Section 211 (d)  I ns t i t u t i ona l  Grants: 

-- i n  a l l  cases. 

- P.L. 488, T'I$'Ee E and T i t l e  ,HI; 

-- i n  no cases f o m l l y ,  although the Administrator i s  i n f o m d  
on a l l  s ign i f i can t  gamgrm, 

- Local currency projects when: 

-- an Ass'S"stant Admdnist rat~~"  decides that  the pro ject  has 
s ign i f j can t  pol3 tjcal , economic or strategic. issues not 
ye t  resol ved . 

Be1 ow are 1 i sted a number of cr4 t e k i  a prsposd by the Fas k Fosce f o r  
determining which pro jec ts  should be submitted t o  the Admlwistrator f o r  
approval. There was not agreement amng the members o f  the AdvSsory 
Cornittee an t h i s  l i s t .  Since, however, the decision i s  obvdoi~sly the 
Admi n i s t ra to r  ' s, the Comnf t tee  agswd t o  pmv*ide the camp1 ete l i s t .  Af ter  
the Administrator's v-iews are knowen, they w i  ll be c i ~ e u l a t e d  t o  the agency 
and incorparated i n  the appropriate Handbooks. 

1. Grant-funded projects when $2 m i  l l ion o r  above Yes No 

2. Loan-funded projects when $I0 m i l  1 ion or  above Yes No 

Note: One member of the  Advisory Coml ttee del t that  
the do1 1 a r  level for  both grant and loan 
projects should be $10 m i l l i on .  Others f e l t  
that, a t  t ha t  level ,  v i r t u a l l y  no grant-funded 
bilateral technical assistance projects would 
be referred t o  the A h i n i s t r a t o r  f o r  approval. 
The Bask Fosce, i n  conjunction with PPG, 
i s  developing some data on numbers o f  new 
projects and extensions proposed f o r  FY 1975, 
which could be helpful  i n  determining what, 
if any, do l l a r  mount cut-of f  should be 
eslabl dshed. 

3. Extensions of e i ther  grant or loan projects which, when 
added t o  the or ig ina l  amount, would to ta l  above the 
$2 m l l l i o r  and $10 mi l ldon level, respectively. A t  
present, extens dons are referred t o  the Admind s t ra to r  
only when ttre extension I t s e l f  I s  o f  t ha t  amount. While, 



from time t o  time, a r e l a t i v e l y  modest extension might 
have t o  be approved by the Administrator, t h i s  procedure 
w i l l  guard against d e l l  berate designing o f  a pro ject  
under these ce i l ings  with the i n ten t  o f  seeking a l a t e r  
extension. 

Any pro ject  c a l l  ing  f o r  annual obl igat ions f o r  more 
than f i v e  years, o r  f o r  projects wi th  l i fe -o f -p ro jec t  
fundinq that  provides fo r  expenditures f o r  more than 
f i v e  e ys, o r  extensions causing t o t a l  p ro jec t - l i f e  t o  
exceeil hve years. 
Grant projects w j  t h  1 i fe-of -project funding beyond 
current guidelines, i.e., two years-- a t  leas t  f o r  
an -interim period 

Whenever, i n  the judgment o f  an Assistant Administrator, 
there are s ign i f i can t  foreign pol i c y  o r  Congressional 
issues involved . 
Whenever the proposal w i l l  be the f i r s t  authorized f o r  
a country or  the f i r s t  authorized a f te r  a period 
during which ass1 stance has been suspended, regardless 
o f  amcunt. 

Yes No 

Yes No 

Yes No 

Yes No 

Yes No 

8. Whenever i t  w i l l  be necessary t o  obtain from the 
Administrator, a t  any time a f t e r  pro ject  approval, 
a waiver of any A I D  regulation. Yes No 

9. Whenever a pro ject  was not included i n  the Congressional 
Presentation Yes No 

10. If, a t  the time o f  the PRP review, i t  i s  known tha t  the 
Admini stratos w i l l  need t o  approve the PP f o r  reasons 
6, 7, 8, or  9 above, the PRP must be referred t o  the 
Administrator f o r  concurrence, unless the matter was 
resolved a t  the B ID  stage. Yes No 

11. When tRe pro ject  i s  par t i cu la r ly  innovational o r  f i r s t  
o f  a kind--primari ly f o r  assuring tha t  the Administrator 
i s  informed and can use the knowledge i n  external f o ra .  Yes No 

Note: Some members o f  the Advisory Committee, while 
cowurr iug wi th  the objective, fee l  that  an 
information memorandum would be a bet ter  way 
t o  inform the Administrator. 



12. Projects which were revdewed by the Administrator a t  
the PID or PRP stages, unless fur ther  review i s  
specif leal  l y  waived by the Administrator. Yes No 

These c r i t e r i a  presuppose tha t  a project  w i l l  be referred to  the 
Administrator if one of the staf f  bureaus requests i t ,  or requests a 
modification i n  the project  tha t  the originat ing bureau i s  unwil l ing t o  
accept. 



Tab F - 
A t  taclment 5 Life of Projects 

(Years of Obllgatione) 

Number of Projects - Excludes Continuing 
3 o r  Less 4 or  5 6 t o  10 Over 10 
Yeare Years Years Years Total ContinuingA 

New Projects 
(Estimated Life) 

Ongoing Projects 
(Estimated t i f  e) 

Ongoing Projects (Actual Years 
of Obligations a10 3016173) 

LA Bureau 

New Projects 
(Estimated Life) 

Ongoing Projects 
(Estimated ' ~ i f e )  

Ongoing Projects (Actual Years 
of Obligations a10 30/6/73) 

Africa Bureau 

New Projects 
(Estimated Life) 

Ongoing Pro j ec t s 
(Estimated Life) 

Ongoing Projects (Actual Years 
of Obligations a10 3016173) 

SA Bureau 

New Projects 
(Estimated Life) 

Ongoing Projects 
(Estimated Life) 

Ongoing Projects (Actual Years 
of Obligations a/o 3016173) 

Total 

New Projects 
(Estimated Life) 

Ongoing Projects 
(Estimated Life) 

Ongoiag Prs j  ec t s  (Actual Years 
of Obligations a10 3016173) 



W e r  of Rojects - Brcludine Continuing - - 
3 o r I r r m s 4 o r 5 d t o l O O P a r l O  
Years Y u r s  Y e a r s  Peare Tokl Contlnuin& 

TABm* 
- - 

(Per FP 75 I n t e r r e g i d  PBS) 

New Projects  > 
(Estimated Life) 52 16 7 - 75 C 

Ongoing Projects 
(Estimated Life) ll 30 31 10 82 4 

Ongoing Projects  (Actual Pears 
of Obligations a/o 30/6/73) 49 15  15 3 82 4 

P l u  - 
(Per FY 75 Interregional CP) 

New Prdjects 
(Estimated Life) 2 

Qngoing Projects 
(Estimated Life)  16 

Ongoing Projects (Actual Years 
of Obligatione a10 3016174) 52 

*Continuing as defined in  the FY 1975 CP. 
**Of which 7 a r e  20 years o r  more; 5 i n  Asia and 2 i n  LA. 

***Of $38.3 million obligated i n  FY 74, $3.7 = PASA; $.7 = Direct Hire and 
$33.9 = Contract/Grant . 



Tab G - 
IMPLEMENTATION 

-- Implementation i s  the process o f  car ry ing out  an approved a c t i v i t y  
(pro ject  o r  non-project). The major steps o f  the process, f o r  both f i e l d  
and AID/W-administered a c t i v i t i e s ,  are shown i n  tabu lar  form i n  Attachment 1. 

-- Attachment 2 depict? the process i n  char t  form. 

-- PBAR has looked a t  the implementation process p r imar i l y  i n  the 
context of the i n teg ra t i on  o f  the cap i ta l  and technical assistance procedures 
and i n  the i n te rac t i on  o f  implementation w i th  other processes. L i t t l e  
a t ten t ion  has been given ks par t i c ipan t  t r a i n i ng  , somewhat more t o  contract ing 
and comnodi ty managmen t . 
RECOMMENDATIONS 

1. The content and, possibly format, o f  p ro jec t  agreements f o r  loan 
and grant pro jects  should be standardized much more than a t  
present. Some suggested standard provisions include: 

a. A c lear  and concise statement s f  the p ro jec t  purpose and 
expected outputs. 

b. E x p l i c i t  mention o f  c ruc ia l  assumptions included i n  the Log 
Frame, inc lud ing other donor par t i c ipa t ion .  

c. A f i nanc ia l  plan. 

d.. An evaluation plan providing f o r  j o i n t  host country/AID 
evaluations--generally a t  l e a s t  one during the implementation 
process and possibl; one - ex pos t  facto. 

e. A host country repor t ing plan, based on a networked char t  of 
key performance ind icators  and providing f o r  repor t ing a f ter  
the completion o f  the project ,  where necessary t o  conf i rm t h a t  
the p ro jec t  purpose has been achieved o r  t h a t  : ignifdcant 
con t r i  butions toward country goal s were achieved. (The 
implementation plan on which the repor t ing would be based 
should be =included as an annex t o  the agreement so t h a t  the 
agreement would not  need t o  be amended t o  modify the irnplementa- 
t i o n  plan.) 

2. Where Feasible, loan and grant agreements should provide f o r  
A I D  disbursements based on host-country performance--as discussed 
i n  AIDTO C i rcu la r  8-513. 

3. AID-funded contracts should be more output o r  performance-oriented. 
Where feasible, t h i s  could be accomplished by s t ruc tu r ing  the 
contract  t o  provide f o r  disbursement based on performance. I n  the 
la rge  number o f  cases where t h i s  would not  be feasible, the cont ract  



documentatl on should emphas 1 ze the purpose o f  the pro ject  and 
c i t e  the outputs expected. The contractor should be given a 
copy o f  the Logical Framework, the Project Implementation Plan 
and the evaluation' plan (the c m p l  ete Project Paper where feasible) . 
The contractor and A I D  should agree on c r i t e r i a  which would be used .. 
t o  review the performance o f  the contractor. 

4. The pol icy on contracting should provide that  e i ther  the USG o r  
the host country can do the contracting f o r  e i ther  loan o r  grant 
projects, i .e., the decision over who contracts should not be 
based on the method o f  funding. 

5. The A I D  contracting and PASA/RSSA procedures should be studied 
fur ther  w i th  a view t o  streamlining the process. It appears 
feasible t o  expedfte the processing o f  PIO/T1s i n  AID/W and 
reduce PIO/T paperwork when the indiv idual pro ject  consists 
exclusively o f  one o r  more contracts. 

6. PBAR proposes tha t  i t  review the other PI0 procedures during 
Phase I11 (part ic ipant training, comnodities). Part icular 
a t tent ion would be given t o  the need f o r  the PIO's as f inancial  
documents (i .e., i s  the sub-obl igat ing process r e a l l y  necessary?). 
PBAR would also look a t  the p o s s i b i l i t y  o f  developing a standard 
comnodi t y  procurement procedure which would be appl i cab1 e , w i  t h  
m i  nor variations, t o  both project and program assistance . Some 
streamlining o f  the procurement process appears feasible. The 
procedures for programing and report ing on the use o f  local  
currencies a1 so would be reviewed. 

7. The new handbooks covering the imp1 ementation functions should 
contain a section which depicts the proper f l o w  o f  documents. 

8. A ID 'S  c r i t e r i a  f o r  compliance wi th  Section 1311 should be reviewed 
wi th the objectives o f  simp1 i f f  cation and standardization. 



Tab G - 
Attachment 1 

Major Implementation Steps 
.. 

Usual Par t ic ipants  

Steps Bi 1 ate ra l  A c t i v i t y  

1 .  Negotiate and sign 
agreement/contract HC/USAID 

Regional & Inter-Reqional 

2. Procure inputs HC and/or USAID, A1 D l  # 
AIDIW, AID/K 

3. Manage inputs t o  HC, possibly w i th  AID/K 
produce outputs USAID and/or AIDIK 

4. Monitor a c t i v i t y  USAID, hopeful l y  AID/W, w i th  help o f  USAID 
management HC 

5. A c t i v i t y  management HC t o  USAID; AIDIK t o  AIDIW, possibly 
reports on progress USAID t o  AID/W w i th  USAID comnent 

6. Program management USAIDIHC, possibly AIDIW, possibly w i t h  inpu t  
reviews perform- w i t h  AID/K from USAID and HC 
ance, performs 
m i  n i -eval  uatian-- 
may lead t o  
in-depth evaluation 

7. A c t i v i t y  redrsigned HC/USAPD, possibly A I D / K  and AIDIW, possibly 
o r  modified, i f  w i th  AID/K w i t h  inpu t  from HC and USAID 
necessary 

HC = Hostcount ry  
A I D I K  = AID-financed Contractor 



Tab G - 
Attachment 2 

IMPLEMENTATION PROCESS 
NOTE: For AIDIW prolect. US 

contrsctor is  included 
where HC IS used. LOGICAL FRAMEWORK 

I CONTRACT SERVICES 
FINANCIAL PLAN 
EVALUATlON PLAN 

IMPLEMEMTA- 

AGREEMENT 

EXPECTED OUTPUTS 
IMPLEMEMTATION 

8 FINANCIAL PLAN 
* EVALUATION PLAN 

REPORTING REOUIRED 

ACHIEVEMENT 
OF OUTPUTS 

AND 
PURPOSE 



TAB H - 

EVALUATION 

-- Evaluation is the selective examination of our experience to 
determine what happened and why, the results of which provide guidance 
for iqroving planning, activity selection and design, and program 
implementat ion. 

-- 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 (~ttachment 1). 

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

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

b. Evaluation of area-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, 



focusing on one or more of the following, depending upon 
circumstances: - 
.. Evaluation of recipient country performance 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 (late for . 
U.S. concessional assistance. 

- .  Evaluation of the impact of the AID program on the 
country's dev~lopment--or at least the indirect impact 
.in terms of qtlal-itative indicstors such as institutions 
established or expanded, new technology or rzsearch 

. methods int,r,~ciuceri, 5 2  . 
. . Assessment of tho cont t?uetl. v.11 idi',jr 3f the assumptions 

underlying the progrwn stratptv set forth in the DAP 
with regard t:, pr3 jected c~untrjr ac1lil?v2mentr-. , !-?leva,ncf? 
t,-, agency g~licy an.! i\cki3~~1('1lt r l ?  coun+,ry-specific 
U.S. policy objectives (e.g., as set forth in the 
Countiq:r Team1 s Coun+,ry Analysis -t.il S trstragg Pzper 
(CASP) in h t i n  ~ m ( - * i : : s j .  

2, Top management should continue to make clear  to bureau chiefs 
and mission directors that desiepl and evaluation,and incorporating 
evaluation elements into pro ject/sector desigrj, are just as important 
as other processes for. which senior officials are held responsible. 
This could be done by: 

.. participating in the evaluation process as anticipated 
in AIDTO A-603 (~ttachment 2). 

.. discussing their mission's evaluation process with 
visiting mission directors, as proposed in the SOG 
meeting 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, 
fRquency of the review and reporting to AID/W, A possible 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. 



Types of Evaluation - Pro jec t  Assistance 

1. Routine-Inf orma1 

2. Routine-Formal 

,3. S p e c i a l  o r  
Inter-country 

4. Ex pos t  facto 

Performed By 

AID/W off i ce  or 
mission, possibly 
i n  collaboration 
with H.C. 

AID/W off ice or 
mission, possibly 
with outside help; 
i n  collaboration 
with H.C. 

AIDIW office, 
mission or special 
team (possibly 
contracted), 
possibly i n  
collaboration 
with H.C. 

Re-ipient country 
or  special  team 
(possibly con- 
t racted)  
acceptable to 
recipient  country 
and A I D  

Frequency Purpose and Depth of Analysis 

A t  l e a s t  cnnually, Primarily t o  serve mission management-- 
preferably i n  con- provides 2 b a s i s  f o r  se lec t ing  a c t i v i t i e s  o r  
junction with the programs f o r  more in-depth evaluation. 
annual budget review. Involves rsking questions about continued 

v a l i d i t y  cf  p ro jec t  o r  program design and 
underlying assumptions, and reviewing 
performance against  plans. 

a. In  accordance with 
project design; 
b. biannually i f  not  
provided f o r  i n  
project design; o r  
c. i n  response t o  a 
spec i f ic  problem or  
information need-- 
perhaps r i s i n g  from an 
informal evaluation. 
(Scheduling re f lec ted  
i n  the Annual Evalua- 
t ion  Plan.) 

Can vary, but a s  a minimum i t  should involve 
ctrs ana1,ysis provided i n  M.O. 1026.1. The 
primary purpose w u l d  be t o  serve t h e  mission 
and host  country. It would involve r e l a t i v e l y  
de ta i led  ana lys i s  to: 
a. determine causes of se r ious  implententation 
problems, i f  any; and 
b. examine progress toward and l ikel ihood of 
achieving p r o j e c t  purpose and making 
s ign i f ican t  contr ibut ion t o  program goals. 

Reporting Requirements 

Optional f o r  projects .  udess buCgrt andl ' 

o r  implementation p l r n  modified. 

PAR required, but would involve d i f f e r  
t i o n  of PAR with emphasis on: 
a .  changes i n  the v a l i d i t y  of .  p r o j e c t  
assua?ptions; 
b. changes i n  d e s i m ,  implctenta+ion p h n  
o r  budget of project ;  i f  s u b r t a r i * ~ .  8 I 
PP revis ion would be required. 
c. reasons f o r  need tomodffy project ;  
d. lessons learned t h a t  rrvy b e  I 
t ransferable .  

No s p e c i f i c  timing. The pr inc ipa l  ob jec t ive  would be to: Detailed report  would be required f o r  
Operating bureau o r  (a) search f o r  s p e c i f i c  lessons f o r  dieseminstion throughout Agency. 
PPC evaluation o f f i c e  t r a n s f e r a b i l i t y ;  and/or (b) i s o l a t e  ind ica tors  
normally would i n i t i a t e .  of performance f o r  general  use. Generally an 

in-depth ana lys i s  would be required. Ei ther  
an inter-c>untry.survey o r  an evaluat ion within 
one country might be involved. 

No specif ied timing, The primarj ob jec t ive  could be comparable t o  Same aa No. 2 o r  NO. 3 depcndiag upon the 
but subsequent t o  t h a t  of (a)  a formal evaluation (No. 2 above) p r inc ipa l  purpoae of the r v a l u t i o p .  
termination of a i f  a f o l l o i r o n  pro jec t  o r  s e c t o r  program were 
project  o r  program. planued o r  (b) a s p e c i a l  evaluat ion (No. 3 

above). A p a r t i c u l a r l y  in-depth study would 
be appropriate a f t e r  t h e  phase-out of an 
AID program. 



5. Additional methodolo~y should be developed to: 

E .  make evaluable and undertake evaluations of DAPs and 
DASPs . 

b. Improve evaluation of the progress -t;oward achievement 
of p~o,ject/sector purpose and the impact on sector/ 
program goals. 

c. Adapt, as necessary, current eval.uation techniques to 
capital projects and program assistance. 

d. Develop better indicators of performance.  o or AID 
entities presently working on this problem, see 
(~ttachment 3). 

6 .  Thase selecting, designing, reviewing and approving new pro- 
gram proposals should on a systematic basis, nake greater use of prior 
evaluation results and other reviews which provide evaluative data. 
Such other reviews inclule: 

.. 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 ?ad 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 SOG. This item could be incor- 
porated in the PHASE I11 work plan for PEW, if further SOG 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 se~tor/~rogram goals. 

b. post facto evaluations when: 

.. more t a n  follow-on reports would be necessary to 
determine whether pro j&t plupose was achieved; 

.. such evaluations could provide important transferable - - 
lessons or help isolate indicators of performake for 
gener a1 use . -- 
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1 StJ?fMARY: Recognizing the inportance of evaluation and wishing 
to have a current ssoesamear of Agency performance in 
the izplemcntation of the evaluation function, I had 
evaluatioc plsccd high on the SOG agenda lbt. This 
message sucaczrizes the conclusione and decisions 
reached in the SCG meetin;:. I e ix i l  expect corn2liance 
with the instructions included in Section V. below, 
but I shall aS80 wc1cme caments on that or any other 
section of the meesage. I shall expect eech Mfsaion 
Director to emure that propoi. priority is given to 
project design and evaluor~ca,  and to engure that he 
and the members of h3.h ~.cl.t.ion are properly trained 
in  the appropriate teckniques. 

I. I.sproved Design 
t.li 1 There can be no diaagreerne3t about the importance of good project 
ci4ROs\*. design and the interdependence of design and evaluation. The accelarated 
1 2 31 submission of new projects for FY 1975 and EP 1976 should not be permitted 
ii b 81 

-- 

BfiWMtrkBf 'E COPY 



t o  detract from e f fo r t s  t o  improve greject design cf but!: ,:rant ad .IP:u! 111't- ,Ir*' .f i~ 

which remains r?. key Agency objectfve requiring the psreol~nb :tt?;ul~t;I\-I! 1.1' 
Assistant A d m i r i  strators and Mission DXF~C~BFS. Project do:,; 211 ~~1st. br' s?iPt'l- 
ciently rieor:)us t o  defil?r? the g&anned con5ribution of the oject  t o  ttr- secturai 
or proe;rsn gotit t ~ d  t o  a2lcw iU4;~b~e ev8bJ.uections t o  measure ~ ~ o t  only' progress 
toward project purposes 3ut also the Pappact of t he  project 3n propan goals. 
Appropriate e v % u ~ t  ive c ompo&s including arL4mgemerrt~ for  sui table  date. col- 
lect ion,  should be incorpor&ed as ]part of the, prcgect design from %he st&* 
Since evaluation i s  a cost of pro2ect operation just  l i k e  any other, there is a 
considerable advanttbge i n  designing prcjacts  i n  such a wea~r t h a t  the U o e a t i o n  
cf regources t o  evaluation i s  coneistent with the  s i z e  kbnd imporbmce of tke  
project.  A J J D ~ ~  w i l l  be responsive t o  Mission proposRJ.s r e q d r b g  P)Y perscnnel 
and f inancial  rcsuT.:rces t o  imprevs pr0jee.t; desi$n md evalwtion.  

An open @..id receptive ou%a;lo@k on the  part  of b&h EEissions anif D/W makes 
aviluation more ef f a c t  ive . Evealua%;f on requires a cons%ructi.re and ceUaborative 
~pprottch which c?ngages all interested ga r t i e s  and which focusses on imgrwed 
performancr?. rather than past mistakes. 20 foster  t&is approach, the  A . I . D .  p ~ o -  
j e c t  eva';. a t lon  system embodies the psipciples of self-appraisal at the responsi- 
b l e  mmarra.:~!?'; emit, and aedirate feed.bck of ev%lwtion resu l t s  i n t o  improved 
project ~ru.r~p,t~,c~;lent. A.  I .PI, w i l l  expect and respect candor atld ob jec%ivity i n  
Mi:ssion e:uiuations, and k r i l l  suppost Mission e f for t s  t o  use evaluation i n  
b r i n ~ i n e  aLout program irnprovemt?n&s, The effect ive application of evaluaticn 
resul ts  r t o  1: i r e s  t h a t  sen ior  Mission of Plicia3.s be fW&r knowledgeable regarding 
a l l  espects 0;' the ~ a l u a t i o n  $ystem andl t he  methodoloz; med. Bureau should 
consider EL??. review with PPC the ~ g p o p d a t e n e s s  of holding special  ~ r i e n t z t i v n  
progrm;z t o  enhance Mission leadsrship fmLli.wii;;- -,rith the  evaluation systenl 
8.n ..:ith i t s  potenti81 contributio,*l t o  project  mnanagement .  bureau^ shoNd a l so  
consi.ler piacing evaluation on the  agenda for  regqioM meetings for  Mission 
Directors and other senior off icers .  

111. Prcsject Evaluation arA the  Eudget Process 

S N  mc~lfocrs f e l t  thac t t c  ;zsulLs of project evaluations aha16  be use? 
!2Oi.c ci'fc:tively i n  comection uit l i  budget cad &her important project decisions. 
I n  0rdc2 L. to preservc the se l f  -;v&luetion amroach and t o  prvrnote candor, respcrA4f - 
b i l i t y  !'or intecsating evaluation r e su l t s  i x t o  budget and other project  decis2.c.~s 
rcsr;s in t h e  i ' i rs t  instance with the Plission or  other responsible program -age- 
~ c n t  t u ~ i t  m ~ d  ~ID/~ash ing ton  ~12.s';  r e s t r a in  any inclinatior.  t o  secmd guess 
,?li 2s i on .I?~!~--C,:>-day project a3,nagment actions.  D/W is aware of the po%er;tia- 
con:'.~i<t 'utltw-en dis interested,  objective evakm,tion am3 'the need t o  jus t i fy  
bud::t.t rc!ue;l;s, b ~ t  we 1'2el t h a t  AH, professiorai s t a f f  ,Gully appreciate the  con- 
s t ruc t ivc  k s *  :!tributiol; tilac eveluation can nake t o  tte qual i ty  aEd relevance cf Our 
programs. Where ?!3Y o r  contractual sugport 13 needed t o  assure a dis intereztee 
viewpoint, sucu a r r a n g w n t g  m e  e3couraged. While evaluation rerains, d e c y ~ l e l  

11. Climate fr. Evaluation 
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I'rrati I,Lic, btrtll<t.t, proccrrr, Illaoiwi smluation gJme m b t  caref i l ly  cuns:rll?r ';ha: 
tiErslrlv ul' f:vtzlitr~tlc,na t o  aerurn, t o  tlra oxtent possible, that;' they ars.: cr,r!.r,lefed 
y r l ~ ~ r  Lo lmp~r tnnt  project review s o ~ e i o n ~  an3 before key project decisicl.s YPAS~, 

4 tc! made . 
I V  . Evaluation Coverage 

It is impor t a t  t o  a i f fe ren t ia te  betl.;eer. implementation monitoring and 
evaluation. lmplenentation moni tor i~g  is the ffieane f o r  assuring t h a t  implemnta- 
t i on  is proceedirf as planced, i .e,, that resource i n p t a  a re  available and 
adeatlate, t h a t  hxplementlng ac t i o m  are occurring on schedule md t ha t  planned 
outputs a re  being achieved. I assume t h a t  a l l  Missions have in te rna l  system t o  
ensure that  c o::r. ' r:uous monitoring is  accom~lished. E v a l ~ a t  ion, unlike monitoring, 
is  not a conti1u.:-:s process but requires del iberate  interruptions of the daily 
routine. Cva l~a t ton  questions the  relevance of the project a s  a means of 
achieving se-tor goals; challenges a l l  aspects of the  project  design including 
the feasibi l i t : .  c f  purpose and ou%put targets ;  t he  v i a b i l i t y  of the  causative 
li:rkages, t h t  assumptions, ei;c.; measures progress toigard outputs, purpose anci 
sector goal;. a1;t~ixpts t o  establ ish causal i ty;  i s  intended t o  resu l t  i n  replanning. 
These defiz~i t ions are, of course, staiied i n  absolute tern; i n  acLllal practice,  
both %cn i to r l r :~~  and evaluation have a range, i.e., they  can each be accomplished 
i n  a cursory arny c~r  i n  a more thorough and penetrating msaer .  Iaplementation 
monitoring ab7;srts evaluation by genarating da ta  on program and by signaling 
the need for  ~va lua t ions .  

The A. I .D , evd-uation sjrstem is f lex ib le  i n  t he  timing, scope and de2ik cl' 
coverage. The time and resources needed t o  assure e relevant and soundly Mple- 
merited progrm must be determined by %he r e s p o ~ ~ s i b l e  Mission Directors and 
Assistant Administrators. In  many cases, these e-faluatitre factors  w i l l  have 
bee11 projected as part  of 5he project desigi ,  b u t  should ne-vertheless be 
reexluni~ed ?roll; tinie-to-tins t o  isanre t t la t  they s t i l l  make sense. Mission 
Directors shoxld give 1k11 cor~sidere,+ion t o  these questions i n  submitting t h e i r  
ann1r8.l c v a h a t i m  plans ar,d rec~miznd a ~ p r o p r i a t e  act ions on each project for  
consideratiorl by the i r  Eurems. Thcse plans w i l l  include both categories of 
evaluation described Selo~r.  Jcreaus should review the  evaluation plans carePAl; 
and R1'prn.Je thetr. or recomoznd changes i n  the l ight  of availeble resources mci 
requiraan?ents fo r  program ?xine,qsmnent. PPC w i l l  provide me wiOh a s m r y  report 
by No-rezber, 1974 on each Bureau's FY 1975 evalurption plans m d  ad-~ise  me 
periodically during the  year i f  there  are shortfalls in affective implementati~r~ 
of the plans. 

T h i s  f l ex i3 i l i t y  sho?;lld result i n  annual evaluatfons f o r  the  majority cf 
~rojrcf s wnicli. merely confirm tha t  perfommnce and progress a re  as planned. 
Such evaluations can be simple, low cost arAd br ie f  while at the same time N- 
f i l l i n g  t!ls Sission's requirements for routine msnagemnt and budget decfsi5n 
making. 
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More imlpofidtly, there w i l l  be lp n&cr af amuea% evaluations which w i l l  
necessarily be more aearching Lo determine %he c m t b u l n g  relevance of the pro- 
jec t  tlesign rind u~der ly ing  assuq&%ons in the li&t s% experience and changing 5 

host cauntry circmstances.  The foIImlng order sf p r i o ~ i t y  should eerve as 
guide for auch evaluations in d@pth: 1 

(a) Projectlii (ongoing or  terminated) .far wbieb kCL.low-on projects 
are .in t he  planning or review stcrgea; 

I 

(b) Projects which are due fm e&uation 3.n a c c d a r ; c e  with t h e i r  
i n i t i d .  design and iarrplctmberrtation plan; 

(c) Projec .s v i t h  implemien%ation poblermas which appear due t o  
invalid assumptions or appear t o  &feet t he  basic Logic of the - 
project ; 

(d) Ongoing gra'lt projects which have been act ive fo r  mr three  
years and have not previously had m indepth evaluation. 

(e) Projects which terminate timing the  year, not already covered 
- , i n  fa) above, in areas of fuGure prow concern. 

For each of: these categories tbe PBIR k q q r o p r i a t d y  seen; a& 8 by-product of 
t he  eval-uat ion. - 

In recognition of t h i s  range of needs, the  Agency is now considering the I 

poss ib i l i ty  of modifying the evaluation 8y-stm and the FAR requirement t o  
permit greater f l e x i b i l i t y  and t o  provide both pe r id&c ,  k r l e f  evaluations of 
project performance and progress t o  ingrove'budget and other routing management 
decisions and indepth evalua-tions as ~ e e d e d  to determine ilevelopmntal impkc: 
a d  continuing relevance. The f eas ib i l i t y  end uthPity of such an approach 
would be related t o  our record of performmce i n  dlesippirmg be t t e r   project;^. 
Until  new ins t r i~c t ions  a r e  issued, Missions s t a d d  follow existing evaluation 
requirements, including tknnueil submassion caf the PAR fom.  

Periodic e v a l u ~ t i o n  of loan projects  has been required by LC1 since 
July 1073, hF'l7 has i n i t i a t ed  a similar reg~irement  as of July 1974. The S O f  
w i l l  bt: considering extending t h i s  requirement on an Agency-wide basis  i n  the  
near Ii.:txr.e. Guidance for  such everluations bmed on recent experience, w i l l  
be prepared for f i e l d  use a8 saw as feasible.  

The SOG a l so  reviewed the need for  broadening e f fo r t s  t o  evaluate prcgrms 
at the sector  and country level.  Pending the devehopemat of appropriate 
meUiodologies, the SOG noted with sa t i s fac t ion  the growing use of inter-country 
conipariscns t o  measure program efficiency and impact beyo* the project level. 



I UNCLASSIFIED 

V . Revised ';uidance 

The following measures w i l l  be adopted a t  once t o  achieve improved yrograr.! 
grc.jecf design and evaluation: . 

1. !';ffective im~ediately,  Assistant Administrators and Mission Directors 
w i l l  be r e s ~ o n s i b l e  fo r  assuring t h a t  rigorous standards a r e  applied t o  prcject 

'. 
design i n  the ravizw and approve1 of a l l  new prograa/project p r~posa l s .  This 
w i l l  i , . - l~de the def in i t ion  of expl ic i t  t a rge ts ,  on an annual basis  where 
possible, aelineatlon of the causal connection between the grogram/project 
purpose and i t s  sectoral  goal, examination of in te rna l  project linkages and 
relationships,  ?nd the analysis of e x t e r n a  factors  which a f f ec t  the success of 
the project;. ',i.es: basic design elements a re  e s sen t i a l  i f  the  project i s  to  be 
@valuable. 

. - 
In  addition, a l l  project proposals, grant and Loan, s h a l l  contain an 

evaluckiion p i c  containing the following evaluative items : 

-- dpecific provisions, consistent with the  magnitude and importance 
of the project,  for  col lect ion and recording of baseline and 
progress data re la t ing  t o  s ta ted  progress indicators  as well as  
t o  design sssumptions. 

-- ' periodic evaluation by senior management including a description of 
the scope, depth, methodology, t h i n g ,  par t ic ipants ,  and necessary 
resource3 for  the evaluation. 

-- a review of pr ior  experience with similar projects  elsewhere 
(referred t o  below), 

2. The conqept of collaboration with the host count r j  i s  especially 
wpl icable  t o  project design and evaluation. Involvement of host country 
o f f i c i a l s  a l s c  helps internal ize be t t e r  project design and evaluation practices 
within t h e i r  development, systems. 

Therefore, I request: (a) greater involvement of host c m t r y  o f f i c i z l s  
as  ear ly  a s  possible Tn the project  preparation stage; (b) t h a t  evaluatiofis 
include the  p a r t i c i p t i o n  of appropriate host country o f f i c i a l s  t o  the px5ent 
possible; ( c  ) t h a t  t ra ining plans of the Missions i n  project  design and e v a l u ~  - 
t i ~ n  (referred t o  l a t e r )  include the  t ra in ing  of appropriate host country 
o f f i c i a l s ,  and (dl t ha t  f-lissions be a l e r t  t o  opportunities t o  encourage and 
a s s i s t  host country design and evaluation e f f o r t s  as par t  of our project flu?dil?g. 

3 .  Thc~ligh evaluation i s  decycled from the budget process, evaluation 
t'iridings should be fu l ly  ref lected i n  budget decisions as well as i n  project  
management decisions. Whenever decisions a re  made under present delegations GI' 
authority ( a t  t h e  Mission, Buwau or Agency leve l )  t o  provide incremental fur13irg 
or  otherwise t o  continue br  extend ongoing projects (e.g., decis&ons t o  extend 
contracts) ,  such decisions w i l l  be based on an  anaLysis which includes 

-if ied 
-uOn 



f : r l ~ ~ s  iduraticsrr of relevant evaluation findings. Bureaus and Wissiona a re  asked 
t < r  r t s t ab l l~h  the i r  evaluation achadules as far as goesible tc assure %hat 
evtlluation findings, ref lect ing high grofeseianal ratmdardrs of c~say.tical rigor,  
w i l l  become available i n  tine for importwit ~ o a g ~ e a r t  decfesions a f f e o t i w  con- 
t inuing projects.  . 

4. The logj.cel framework methodology i e  now m b t o r y  for  design and 
7. 

evaluation of grant prcjects .  It ie aP8o being u%ilieed fo r  the  design and 
evaluation of lam projects i n  the Lsl;timherica Bureau, which has made mandatory 
the inclusion of evc&tlacive elements i n  the  prcajec% design, and is applied se- 4 

l ec t ive ly  t o  cnpi td .  project8 i n  other Bureaurs, Panding the issuance of fur ther  
instruc,tions or, combined loan and grant project documentation, Bureaus snd 
IGssions are  urg8;d 50 use the  l cg i ca l  framework technique and my other project 
design technique -. s i l ab l s  t o  t e s t  t he  va l id i ty  of the internab s t ructure of ell 
proposed loan ai.u <rant projects  and t o  examine the anticipated impact of these 
projects on sec+,o:al end program goals, Missions nessdinq AITD/W or contrect 
~consultatiori o r  assistance should so  indicate.  

5. For program areas requiring special  deeign and evaluation methodolcgy 
such as r e l i e r  and rehabi l i ta t ion,  PL 480, etc., afipropriate guidance w i l l  be 
developed. 

6 .  increased emphasis on ana ly t ica l  r lgor  i n  project  design and cn 
eval~iatls;: :!: a project magement t oo l  v i U  require be t t e r  understanding by 
all concc rn~ i  of the principles and met,hodologiae involved. Until  now only about 
kG of s?xf'f s ~ n g ' ~ g e d  i n  project d ~ s i g n ,  management and evaluation have been 
trained ir, the: desizn and evaluation concepts adopted by the Agency. Efforts  
t o  rear.::? EASA and contract personnel have been un3uc.-,zssfl;ll. Each Bureau w i l l  
pronptli- i:ive:!tory i t s  t ra ining n e a s  with part icular  emphasis on project 
plancine cnci management s t a f f s  (inoluding contrtc tors, PASA, and host country 
persont~elj. Each Ejureau w i l l  work o ~ t  fro,ininz program plans v i th in  the  next 
th ree  ~tirlliti-.s t o  carry oiit within the  next 22-3s months, the  necessary t ra in iag  
coverinr; the needs of i t o  Missions as well as'AID/w staff. The grogram will be 
d e ~ r e l q ~ e d  i n  c lose  consultation with the evaluation s t a f f  i n  PPC t o  assure thax 
the necezs;..r:: training f a c i l i t i e s  c m  be  provided. I plan t o  review and apprme 
the c6vgoa i te t ra ining plan. 

7. The improven?ents discussed above r e l a t e '  primarily t o  evaluation at 
ti12 pro.j~a?t level.  There has been some progress on evaluation a t  t he  sector  
.,I*F~: le vc- , principaii)- tlirougii the incorporation of evaluatj-on plans i n  

' o r  l o :  Much r em~ins  t o  be done about t h i s  d i f f i c u l t  and complicated 
evaiitrttiur: problem. PPC w i l l  in tensify its ef for t s ,  i n  collaboration v i t h  ot?:e? 
@arts ~i the Agency, to develop a methodology fo r  measuring 2rogress towards 
seczr~r and pror;l;rmi objectives a t  country and Agency-wide ievc ls  md w i l l  reporc :c :-.e 
\<itk!i:i  six ~10i:ths on r e su l t s  achieved, 

s. I n  askine blissions t o  make wider use of experience afid of e v a l ~ a t i o ~ :  
r e s ~ i t s  elsewhere i n  designlng'new projects,  AD$< is f i L l j -  eiYaro of the 
1ia't.e.tions cf t h e  A.I.C. data stcrage and r e t r i eva l  sysfex a:?d i s  j ixk i rg  tc 
~t r *~ :~ . - - t i , c r .  t P . 1 ~  system. A subsequent messaje ~ii11 inform Wiss i c~s  of tile k i r : i ~  
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and rungs ol' nlntcridt already available and the imprcrmc~lents being planned. In 
the meantine project derigners are urged t o  take greater advantage of the 

. material now e x l ~ t i n g  in the A.1.D. Reference Center (ARC), 

9. Further guidance and inrstruction~l msy be eent by the Regioaal Bufreaus. 

10. ,Mission comments are invited. 

KISSINGER 

CABLE F.00~: Please send to List "P". 

A D :  OECD PABIS 
ABIDJAN for RED SO/$^ 
DAR ES SALAAM for USAID & RDOEA 
MIROBI for USAID & ~DSO/E 

f 

DEI;ETE: BULNTRYE 
BUENOS AIRES 
GABERONES 
K A M P .  

LUSAKA 
MESERU 
MEXICO 
PBNOt4 PEri 
RANGQGi 



Tab H. - 
AttachPrent 3 

Some Current AID Effort@ to V-arngrma? Measurement Criteria and 

e. Indicators 

- PPC has contracted w i t h  Practical Concepts, Hnc., to develop indicators 
of institutional maturity. 

6 

- TAB has a contract w$th ib.m State Un%errsicy to develop a methodology 
for designfng indigenous syetem of national frndicators of social 

*r development. Iowa State bas picked as fts first ease study the 
development of social indicators 3.n %%af8istndts health sector. 

- PPC/DPRE/PE i s  w ~ r k i ~  t d a method of aggregating aud measuring 
progress toward objectives at tbe d1X~aP and Wsrpaosa level of the 
Logical Prmmmrk. 

- PBC has contracted w3th the American Institute for Research to develop 
evaluat8on methedology for D E D S  which coukd produce measurable 
indicators applicable to B d t h  projects genesally. 

- TAB is continuing to refine the m&odolom for evaluation (including 
measurement criteria) for rcamrch and Section 23.1 (dl activitiee. 
PPC/DPRE/PE is work& w%ch TAB to extend a g e n c Y ~ d e  the results of 
this effort. 

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

- PPG is considering a contract d t h  Cl~eccbi to develop evaluation 
methodologies for aP% Title I1 activities. 

- LA Bureau Evaluattma Office (Mr. S c h b )  is developgng an extensive 
list of -%mdicafora and test%= ehe potential for cmputerization. 

- PPC/PIIA has a research contract with Brooktng~3 and Princeton for 
approaches toward measurement of fnccpme distrtbution. 

- PPC/PDA is considarSng a contracted study for development of a methodology. 
t o  measure benefit Incidence to targeted groups. 

- PPC/PDA plans a corntrace to examine social and polftjlcal assumptians in 
order that they may be batter artfculated and more effect%vely analyzed. 

- TAB has contracted with Robert Bomch (Northwestem University) to 
study the degree to which AID and others are utiliztng experimental 
methodologies in designing projscces. 



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

- ASIA/TECH has contracted with R. I. Barbour Associates to evaluate the • 

impact upon villages of the Thailand Accelerated Rural Development 
Program, the methodology for which was developed by the American Institute 
for Research. 4 

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

- TAB has funded a project with ~EW/~ffice of International Health to make 
implementation studies of six AID recipient countries' national health 
plans to idez:ify common positive factors and common obstacles to 
innplementatio~r . 

- 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 resoyrces. 

- The SOG Task Forcc 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. 



TAB I - 

AID 'S  MANAGEMENT INFORMATION SYSTEM 

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

-- A management information system i s  a coordinated s e t  of pro- 
cedures designed t o  give management a t  a31 levels the regular infor- 
mation needed fo r  planning and control. 

-- Five types of AID management concern are assumed. ( ~ x t e r n a l  
needs are  considered under the organization charged with meeting them. ) 

' Over-all - Office of the Administrator 

Central Staff - PPC, FM, PM, CM, e tc .  

Central Programs - PHA, TAB, ASHA, etc.  
Regional Bureaus 
USAIDs and Regional Offices 

-- An AID Management Information System (AIDMIs ) dominated by an 
extensive Financial Information System (FIS ) , exis t s  ; therefore, PBAR 
has focused primwily on major additions t o  and'improvements i n  the 
existing system, rather than attempting t o  design a t o t a l l y  new system. 

-- Primary attention has been given i n  Phase I1 t o  the major 
processes of program design, resource allocation, program implementa- 
t i o n  and evaluation, while an FM Systems Task Force has been continuing 
i t s  survey of the existing FIS, preliminary t o  a more structured PBlLR 
part ic ipat ion during Phase I11 i n  the preparation of a proposal fo r  
improving the FIS. 

-- PBAR has not focused during Phase I1 on USAID information needs, 
primarily on the assumption tha t  a localized system would be more 
responsive. 

-- Certain working assurpptions are: 

..The various systems should be integrated. 

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

..The data base w i l l  be easi ly  accessible t o  appropriate 
users, e.g., terminals i n  each bureau and perhaps ultimately 
in  the f ie ld .  

..Reporting requirements levied on the f i e l d  missi6ns and 



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 (f inancia1 and non-f inancial) are concepts that 
need to be idtroduced throughout the agency and adopted as ,r 

a basis for reporting *requirements levied on recipient 
countries. 

-- Attachments 1 and 2 provide a graphic description of the AIDMIS. 
RECOMMENDAT IONS 

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

a. Programmihg Information (No. 3 below) 

b. Fiaancial Information (No. 4 and No. 5 below) 

c . Implmnientation/Reporting /Evaluat ion In£ ormation 
(No. 6 below) 

d. Personnel Information (not directly. approached by PBAR) 

e. Admlnistrative 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 Qron DAP1s and DAsP1s) 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 111. 

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



0.  'I'hc. pr.c.::r.nt v:lsiabl.e rcquirc:ments cstablit;h(:cl by the 
i rl(I .i v.i 1 1  ILIA I t ~ ~ i r v  -:LIA:: i'or monthly and quarterly nmrativc reports on 
I or~n ~,ro,j(:ct::, r m u t ~ l  PAlj's for grant projects and current projcct 
Sint~n~ia.1 rbc:por.l,iq: ::hould be replaced by two types of "key indica? 
tor" r.c!portc: 

a. a Project Performance Tracking System (PFTs) which would 
require the missions (or AD/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. (~urther study is needed before 
a definitive proposal can be put forward for testing.) 

7. The need for and the feasibility of a data bank on economic 
and social indicators of AID recipient countries should be explored 
during Phase 111 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.) 



Tab MANAGEMENT INFORMATION SYSTEM ~tta:hmmt 1 

PERIODIC REPORTS FOR PLANNING, MANAGING, MONITORING AND 
EVALUATING PROGRAM AND ABMlMlSTRATiVE ACTtVlTlES 

AND TO MEET EXTERNAL INFORMATIOM REQUESTS 

DATA BASE: 

- 8) PROGRAMMING - --- 
0 FINANCIAL 

%- a a i M P L E M ~ ~ ~ ~ ~ t O N , E V A L u A T t ~  

* ADMINISTRATIVE SUPPORT 
,@ PROGRAM SUPPORT 

PEPSORINEL 

iER PROGRAM FINANCIAL ADMSM- soCl A U  
I DONOR I I DATA DATA ISTRATIVE I I ECONMIIC] 

DATA DATA DATA 

I MISSIONS AND AIDIW OFFICES I 
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REPORTS 
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Tab f - 
Attachment 3 

Organizing a Data Base for AID-Financed Activities 

This is a first attempt to sort out a numb r of the useful/interesting J characteristics of particular AID activities - and to determine which are 
significant enough to be used in an 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 identifbcieetion number be as simple as possible. In order 
to interpret the middle two segments of the current project number, you 
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 (coumtry) code plus a serial number (possibl-y with the option 
of decimal suffixes for sub-activbties--to be reviewed further in Phase 111). 
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 life 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 ehat,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 

2 f technical- code and (b) the funding source. 

1. Primary Technical Code 

This code should he, 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 fives' fulractional areas, yet at a somewhat higher 
level of aggregation than the minor fields of activity now in 
use. The purpose is to provide a general categorization into 

11 What follows relates to Project Assistance. The feasibility and means - 
of incorporating Prograin Assistance will be explored in Phase 111. 

2/ This term, and others herein, m y  be replaced in Phase 111 if more 
appropriate ones can be coined and generally accepted. 



which nearly a11 A I D  a c t i v i t i e s  can f i t  without being s p l i t .  
Probably, t h i s  would involve 3-4 breaks within each of the  
"big five". An example f o r  Food and Nutr i t ion  might be: 
"food production1!, " rura l  i n f r a s t r u ~ t u r e ' ~  and lPnutritionl ' .  
This is not meant t o  be the  only technical  code associated with 
each a c t i v i t y  (see below), but it is intended t o  place each 
a c t i v i t y  i n  the  agency's general scheme of things. 

2. Funding Source 

The other c r i t i c a l  piece s f  desc r ip t ive  data  is the  funding 
source, which cons i s t s  of the  appropriat ion t i t l e  (e.g.,  one 
of the  b ig  f i v e ,  o r  supporting ass i s t ance ,  i.e., Indochina 
Postwar Reconstruction), p lus  the  type of funding (loan o r  
grant  o r  a combination), Most AID a c t i v i t i e s  are funded from 
a s i n g l e  appropriat ion account, but  t h i s  is  not always t h e  case, 
so  it would be necessary t o  provide f o r  up t o  f i v e  a c c o u n t s  
f o r  each a c t i v i t y  and, wi th in  each, f o r  both loan and grant  funding. 
While t h i s  makes f o r  a somewhat complex f i l e  s t ruc tu re ,  t h e  v a s t  
majori ty of a c t i v i t i e s  would, a s  mentioned, u t i l i z e  only 
one account name/number. 

Other desc r ip t ive  items c *  - 
Beyond t h e  bas ic  types of da ta  mentioned above, the re  w i l l  need t o  

be the  major c h a r a c t e r i s t i c s  of each a c t i v i t y ,  most of which have been 
described i n  one o r  another of t h e  papers t h a t  have been w r i t t e n  on t h i s  
subject  f o r  PBAR and long before PBAR. We do not presume t o  be exhaustive 
a t  t h i s  point ,  but  the  following seem t o  be some of the  more s i g n i f i c a n t  
c h a r a c t e r i s t i c s ,  most of which should be used only f o r  showing numbers of 
p ro jec t s ,  s ince  they do not  usual ly  r e l a t e  , t o  the  a c t i v i t y  a s  a whole, but  
only t o  por t ions  thereof: 

1. Detailed technical  code 

This would be i n  th ree  o r  gerhaps four  d i g i t s ,  t o  show prec i se ly  
where the  a c t i v i t y  f i t s  on a standard Xist. There should be 
allowance f o r  mul t ip le  codes f o r  a c t i v i t i e s ,  s ince  many a f f e c t  
more than one p a r t i c u l a r  funct ional  area .  This is  espec ia l ly  
true f o r  a c t i v i t i e s  a t  t h e  sec to r  l eve l .  

2. Types and f i e l d s  of research 

This wnuld not ,  of couzse, apply t o  a l l  a c t i v i t i e s .  Mult iple 
e n t r i e s  should be allowed, and considerat ion should be given 
t o  a non-standard approach s o  t h a t  input  and output would be 
b r i e f  n a r r a t i v e  desc r ip t ions  r a t h e r  than ca tegor ies .  



3. Target groups 

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

Program 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. Acttvities fitting into 
any of these ahould 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, obligation, 
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 guantlficmtion of the GPO1 elements, the task is 
expected to become more manageable. 



TAB I 
Attachment 4 

COUNTRYPROCRAMDATABANK 

I t  i a  proposed that the AIDMB data bank be expanded to incorporate 
data frnrrl TlAP8 and DASPs and project data beginning with the initial pro- 
jccf: proposal  ( PIII). Appended are: 

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

(2) A n  illustrative list  of some of the reports that would be generated. 

These preliminary proposals should be refined early in Phase I11 
of the PBAR effort. 



COUNTRY PROGRAM DATA BANK 

Preliminary Listing of Input Data 

A. From DAP - - 
1. Regional. bureau 

2 ,  Country 

3. Date latest BAP received in AID!W 

4. Date latest DAP approved - - with reference to  message of approval 

(If decision made not to approve, input "Fendingt1 and give 

reference to message to Field. ) 

5. Date of latest validation 

6. Approved country program goals 

7. Projected annual funding levels 

8. Fields of concentration (FOC) 

For  each FOC: (a) Date latest DAP I1 received in AID/W. - 
(Could be the same as No. 3) 

(b) Date lateat DAP 11 approved -- with reference 

(c)  Date of latest validation 

(d) Approved FOC goals 

B. From Project Documentation 

1. Regional Bureau 

2. Country 

3. Project Title 



4. Project Number 

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

6. Field of Concentration (FOC) -- from DAP 

7. FOC Goals Addressed 

1 
8. Appropriation Category 

9. Project Information Codes (from new claseification sys. ) 

10. F Y  of Planned Obligation 

11. Project Budget 

12. Budget Status Indicator (Proposed, Approved) 

13. Date Document Received AID/W (PID, PRP ,  PP) 

14. Action Taken (Approved, Disapproved, Pending, Discontinued) 

15. Date Action Taken 

1-6. Reference to Action Document 

17. Projected Next Action Date 

18. Project Purpose 

19. Principal Outputs 

20. End of Project Status Indicators 

21. Plan of Action 

22. hnnll.al hplementation Plan 

23. Accomplishments of F Y  

24. Congrea sional Presentation Indicator 

2 5. Evaluation Results 

26. PP Ejrtensions or  Revisions 

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



COUNTRY PROGRAM DATA BANK 

I l l u s t r a t i v e  k i s t  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 whoee date of approval for 
DAP I o r  any FOC exceeds two years and has not been validated - o r  three 
years and the latest validation is  more than one year old. 

3. List of countries by regional bureau whose DAP has been in AID/W 
for 60 days and has not been approved. (Country would be included on 
.listing even i f  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, P R P  o r  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 P P s  by regional bureau and country. 
Monthly to Regional DR and D P  offices, PPC / DPRE and PPC /RB. 

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

5 .  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 t o  Deputy 
Adminis  t ra tsr  . 



Stat118 Reports 

7. I3y cited fiscal year ,  total project budget for  a l l  PIDs received 
(except cliscontinued o r  disapproved per  Item 14), plus proposed budget for 
continuing projects. By requeet, pr imari ly from terminal,  particularly 
a t  t ime of FBS reviews and preparation of submission to OMB. Regional 
bureaus, PHA, PPC. 

8.' Ditto No. 8 except PRPs  o r  PPs, plus continuing projects for  
specific FY.  Part icular ly a t  C P  t ime and when establishing OYB. Regional 
bureaus, PHA, PPC. 

9 .  Ditto No. 8 except P P s ,  plus continuing projects for  specific F Y .  
By request, particularly during lat ter  par t  of FY.  Regional bureaus, PHA, 
PPC. 4 

Congressional Presentation 

10. C P  tables - to be designed 

11. C P  project narrat ives for  continuing projects - to be designed 



Tab I - 
Attachment 5 a 

A.I.D. FINWCIAL INF'ORMATION 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 mount 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 Yemonstrated for each piece of financial 
infcrmation 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. 



11. 13acic Characteristics of the Financial Information System 

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

-- The FIS should be capable of aggregating data up to the total 
Agency level and disaggregating data down to the lowest level for 
which there is a demonstrated managemeqt need. , - 

-- The FIS should have the capability 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 FfS shall 
be taken f'rom ot,her automated systems where available. 

111. Major Elements of the Financial Information System 

Introduction 

The Financial Information System is composed of a series of 
interrelated processes', procedures, records anCt 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 q d  manipulation in D/W. A brief 
discussion of the ,direction $n which SER/F'M is considering moving 
to improve %he AII~~ /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 File 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. 



In t~Mil,ion to the MElster ancl Sub-Syctem file there are 
Monthly Activity Uata files 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 accomplis~ed 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, 
PiU? 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. Fund Availability Segment. The Fund Availability segment 
of the Master File will be strbctured 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/obligation phases to implementing 
action documents and sub-documents when id; is agpr3priate 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 f3r developix, recordimg, and reporting accrual 
3a.t.t will be tailored to =agement and operating requirements. 
Accr~~als should entar tllr system as s distinct levol of documenta- 
tion rspresenting goods received and services performed mil serve 
as the basis for liquidsting obligations and 2s-kblishing liabili-t,i~?s. 
Accrual data in some areas can come from sub-systems files, -qhi1? 
direct inpuhill he requirl::3. "or other weas. 



For AID/W operations, input to this segment includee, in addition 
t o  amounts, Financial Plan line item identifications , pertinent dates, 
document numbers and identifiers, accounting claseifications and 
categorizations and ciescriptive data. Uee 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 fueure 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, appropriation, 
allotment and country-oriented financial, type reports. 

3. Advance Septiig. The Advance seppent of the Master File is the 
subsidiary record of contrpctor, employee, travel, interpreter and FRLC 
advances. The File will include names and identifying numbers, authorizing 
document identifiers, amounts, dates, liquidation details and follow-lap 
dates. The system will produce follow-up memos for use by the responsible 
offices. Lnput to the system will. come from the advance disbursement 
documents and from the liquidation documents. Some, if not all, of the 
advances may be part of the individual contract, travel, participant or 
other recorhs of- the respective sub-system files. 

4. Advices of Charge Segment, The &ices of Charge segment of the 
Master File will be similar to the current system. Descriptive data on - 
disbursements may be added to peranit use of ;he AOC detail-as posting media 
to mission records. This segment is the subsidiary record of related 
General Ledger accounts. 

5 .  Billings Segment. The Billings segment of the Master Pile will be 
similar to the current accounts receivable system. Names, addresses, 
identifying numbers and collection dates may be added to permit issu~nce 
of follow-up noticap 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 responsible. 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 



this file of data which do not warrant inclusion in the other automated 
segments of the Master Ffle. Print-outs of data will be available to 
support the entries. 

Insofar as practicable, 4 common chart of General Ledger accounts 
for the agency is desirable ip order to optimize the benefits of a single 

- automated system. Upon initial input into the system, all transactions 
will carry the identificatican ot the General Ledger accounts affected. 

w 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 
actsvity classification. Provision will also be made for comparing 
performance with financial plans contained in the Master File Financial 
Plan segment. 



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 'integratedq 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 comnodities 
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 
permit the addition of non-financial data at a future date. Borrower and 
grantee contracts are not contempJ.ated as part of this sub-system; however, 
it would encompass PASA and other inter-agency agreements. 

'I'his sub-system is envisioned as being a by-product of the Fund 
Availability segment of the Master File. 

b. Participant Sub-system. Another significant means of accomplishing 
agency goals is through participant training. This is a major paper processing 
area both in makin? 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 also facilitate control of allowances and 
aids in flagging potential refunds. Management needs should dictate the 



- 

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 is heavy. It also takes time to get all 
of the payments appropriately recorded. Development of a Travel Sub-system 

bJ 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 is planned ts make no major changes in the system. 
The intent is to meld it into the over-all system with minimum change. The 
automated cash j.oumals, automated general ledgers and fund availability 
checks are t o  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 i nventory of non-expendable property, 
'is a feasible ADP application and can be designed to interface with the 
Master File. 

Financial accountabflity and physical responsibility for property 

@ are decentralized to the missions with annual reports to AIDIW. Having 
inventory detail and control dn a central point could improve management 
control over the property, permit more judicious placement of excess 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 rec~rd to the property General Ledger accounts. 



Tab I - 
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PROJECT PERFORMANCE TRACKING SYSTEM 

Rccom~endation: A Project Performance Tracking System (PPTS ) should 
bc established. 

0 
Assumptions : 

s - Present reporting is uneven--unstructured on grants and highly 
structured on lows. 

- A basic orientation to performance, in contrast to input 
management, is 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. 

- PFTS can also serve as an internal "project-useful1' 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 LDC projects) will develop, 
using the bgframe, a network chart along PERT lines setting 
forth the Key Performance Indicators individual to the project, 
with critical regorting dates. For model project see Annex B. 

5 

- Mission, regional office and A D / w  requirements will be 
incorporated in the Planned Performance Network before 
PP approval. 

- During implementation, the project manager will report to 
AID/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. Past 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-stiip 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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Annex A 

PROJECT PERFORMANCE TRACKING REPORT 

1. Summary 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 Management Coments 

(e .g . ,  relation to other ~ r o  ject~/~rograms, relation to mission 
goals, implications for AD)/W act'ion) 

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 
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~~ A d -  of' Administration 
Bepublic of Somewhere 

U8AIU) Project No, 123-45678 
f%ry Ptarfowaace Indicatore 

Pssjeree &rcement and PIO/T aigrred 
PIO/P1s signed 
Contract signed 
Key emtract  employees on site, probably chief of party 
1Firse four partdcipmts depart 
GOS ca~lpletes draft  of faculty s ta tu te  
C1Praemluun analya%s c q 8 e t e d  by NAA s taff  with cantraeor  assistance 
Long-range Plan completed by NAA s taff  w i t h  contractor assistance 
Paculty Plan p:mpleted by W staff with corntractoi assistance 
P'PO/C1 s s f  gned 
PIO/P @ o a t  gned 
Curriculum design written by W ~taff with contractor assistance 
Firs t  ammah report by contractor 
Semnd foue partkipants depart 
NAA faculty slgagute passed by GOS legislature 
p%r8 t evdaatk0~ 

slis of Stage 31 of faculty p h  completed by NAA etaff  with contractor 

s&a of new ceurrfcaa31m a d  possible redesign completed by NAA s taff  
contractor &msist&dlce 
t i e s  arrive and are Ilnatafled 

Second amztiyk report  by contractor 
first four p a r t f ~ i p a n t s  return anel are assigned faculty positions 
h l y s i s  of Stage 2 of faculty plaB coolpleted by N U  staff with contractor 
ms%s tmce 
End-of-project report by santractor 
Second four partbeipants return a d  are assigned faculty positions 
nnaik evaLamtfon 
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PROJ ECT DESIGN SUMMARY 
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. An alumni and in te rn  program 
hfch induces feedback for  NM. 8 
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4.2 Faculty ra l sc t ion  c r i t a r l a  poiicy 

programs, - 

Inrutr: 

IMPORTAST ASS..*..=T:3\5 

As.umpt;onr far ech;+ving s .<e .~ :  

1. The GOS w i l l  adcpt new ~acayo- 
ment systems and icproved =:hds 0 d  
budgeting, accounelng a 6  auditing. 

2. GQS miniscr ies  and agurciu 
adopt -proved planning 
programming methods. 
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Personnel (HH/$OOO) -- IY 1976 IP 1978 
Conr roc t 601350 48/280 

MEANS OF VERIFICATION 

evaluat~on of 20 selected 
executives trained a t  NAA and a control  
group of XU non-xu. 

2. An analysis  of the extent  t o  vhicb 
10 representat ive modern management 
pract ices  a r e  used i n  GoS. 

3. An evaluation of the basie  f o r  reaourqe 

NARRATIVE SUMMARY 
4 

P~ogrom or kctor Cool: Tha broadar obiactIve to 
*(lid this proiect?m~tribvtes: 

(3s ef f ic ien t ly  and affectively 
~ l a n n i n 8  and ~ n ~ i n g  lea re8outcee. 

Partic- (i/$OOO 4/40 4/40 
Ccr ccdieier ($000) -0- 10 

OBJECTIVELY VERIFIABLE INDICATORS 

Meorurea of Goal Achievemmt: 

1. GOS executives using modern 
management approaches and effect ively 
solving problems. 

2% WS resources aUocated on a 
rational basis,  adequately managed 
and with reasonable accountability. 
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Wi Budget (SSdll ion)  
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