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INTRODUCTION 

The development assistance programs of  mult~lateral and b~lateral donors and prlvate 
foundations have unlque management and organlzatlon styles that reflect thelr objectlles and 
bureaucrattc requirements There are limits to comparlsons o f  these models to USAID however, 
because USAID has tradltlonally operated as an Instrument of  U S forelgn pollcy This role of forelgn 
a ~ d  1s dlstlnct from any of the other models Even today amld growlng crltlclsm of USAID programs by 
the new Congress and the movement to revamp and scale back the forelgn a ~ d  program the prlorltles for 
peace and stablllty remaln Tlie bulk of forelgn ald contlnues to  support stablllty, targeting the transltlon 
economies of Eastern Europe and the former Sovlet Unron, as well as the peace process rn the M~dd le  
East while slgnlficant cuts are proposed for tradltlonal fore~gn ald reglons, such as Afrlca Latin 
Amerlca and Asia where communism has decllned slgnlficantly 

Whlle U S forelgn pollcy contlnues to take a leadership role ln promotlng stabll~tv around the 
world there 1s growing Interest ~n promotlng U S economlc lnterests Economtc securln In a world 
economv that IS lncreaslngly Integrated and more competltlve seems to take on greater Importance 
Prestdent Cllnton s efforts to promote the GATT, and reg~onal trade frameworks, such as NAFTA, AFTA 
and APAC and h ~ s  forthright lobbylng In overseas markets for U S buslness lnterests enjoy blpartlsan 
support lndlcatlng a new emphasls on U S economlc Interests Tlie trend towards more expllclt pursurt 
of U S commerc~al  interests 1s nlore ~n Ilne with other bilateral donor, such as Canada Australra and 
Japan \\ho prolnote commercial interests as an ~ntegral part of tllerr foreign ard programs 

The ablllh of the RSL4 to art~culate U S lnterests In ~ t s  reglon part~cuiarl\ the Greater Mehong 
Subregion and ~ t s  Importance i \ ~ t h ~ n  Asla ~n terms of stab1115 and L' S economrc lnterests IS of 
particular lrnportance for future fundlng l e ~ e l s  \ \h~ch  will affect the organlzatlon and management of the 
RShl Tlie 7rZuments that rnost of tlie fi~ndln? \ + 1 1 l  20 to democrat\ el1\ Ironment and health populatlcn 
ma\ not necessarlt\ be compelling arguments \ + ~ t l i  the neu Congres, unlebs there are clear arguments 
f a ~ o r ~ n g  s tab~li tv  and U S economic lnterests ' 

The arguments In the RS\I s Reglonal Strategi and t h e ~ r  receptik In in L i  asliln~ton 1% 111 
Influence the fund~ng  l e ~ e l s  and tlie management and organlzatlon of t1.e RSM ln the future The 
presentatton ~n this report of manasement and organlzatlon models of other donor, and tlie ~mpllcat~oric 
for USAID In Part I and the assumptions about potentla1 funding lelel, and organlzatlon and 
management optlons for RSM In Part I1 prov~de an o i e n l e u  of the poss~bilrtles for the organlzatlon and 
management of the RSh1 o ~ e r  the next f i le  >ears 

l ~ h e  dlscusslon held betneen RSM The Asla Foundation and DAI on holernber 1 1  1994 
focused on the Importance of clearl! artlculatlng I. S Interests ~n the reglon ~n terms of s t a b ~ l ~ n  and L S 
economlc lnterests Bill Fuller President of The Akla Fouridatlon argued that one of the problems ~n 
Washington todak IS the lack of appreclat~on of the Importance of Asla to U S Interests 



PART I 

COMPARATIVE ANALYSIS OF 
ORGANIZATION AND MANAGEMENT MODELS 

The purpose of thls studv commlss~oned by the RSM IS to analyze how other donors del~ver 
foreign ald programs through different management and organlzatlon approaches The profiles of other 
donors provlde some new ldeas as well as comparisons for RSM's own organization and mana, ~ e m e n t  

DAI completed e ~ g h t  profiles of the following organizations as requested b\ the RSM 

. the World Bank, representing a mult~lateral development model, 

the Canadian Jnternat~onal Deieloplnent Agenc) (CIDA) Japanese tmpleinenting agencles of 
foreign ald includ~ng Japanese Internatronal Cooperat~on Asslstance (JICA) and the Overseas 
Econom~c  Cooperation Foundat~on (OECF) and the AustralIan Internat~onal De~elopment 
Ass~stance Bureau (AIDAB) representing three b~lateral models, 

the Ford Foundat~on as a foundation model and 

USAlD reg~onal programs fc7r Europe and the h e w l j  Independent States ( E  \ I )  REDS0 East 
and South Afrlca (ES4)  and REDS0 blest and Central Africa (WC4) and ROC 4P In Central 
Amer~ca  

Although other donors do not ha\ e the same oierall object~ve as the U S forergn aid pro, warn 
there are lessons to learn from other models of foreign aid dellkeq that apph to the nc\\  era for bS4ID 
and spec~ficsll> for RSV As the Agenci attempts to scale bach its operations nor ld \ \~de  i t  should 
striLe to Implement cost effectne approaches to malntaln ~ t s  comparatlLe ad\antage of establish~ng \ e n  
close ties in coun t9  to Influence dec~>lonmahlng and to meet de\elopment needs at the l o c ~ l  le~tll  

The comparstlve analqsis of other models summarlzed belou ~nclude he\ iscues that affect 
organlzatlon and management approaLhes The Issues explored Include objecti\e oCrhe or= ~ a n ~ z a t ~ o n  
for the d~sbursement of foreign a ~ d  ahantages and disadvdntages of different roles for headquarters and 
reglonal and b~lateral offices or the relat~onshlp between center and per~pliery and cornparat~ke 
ad\ antages and disadvantages of L arious donors 

The Objectne of Donors 

USAID IS different from multilateral and foundation models In that U S foreisn aid 15  c lnscl~ 
tied to forelgn pol~c}  objectl\.es rele\ ant to U S strategic Interests One of the bigge-t challen~es f o r  
USAlD slnce the end of the Cold ar has been to redefine the A g e n c ~  s role In a ne\ era \\htre tlierc is 

' ~ a c h  profile IS Included In the annexes of this report 



no clear securlty threat Dur~ng the Cold War, fightrng communism through fore~gn pol~cy Instruments 
~ n c l u d ~ n g  development ass~stance and Economic Support Funds satisfied I~beral and consenatrve 
causes -there was blpart~san support for U S fore~gn ald \sorldw~de 

Since the collapse of the Sovret Un~on and the emergence of translt~on econotn~es, there IS less 
consensus about foreign a ~ d  programs Comrnercral Interests, hurnanltar~an needs and development 
objectlves are Important to U S foreign policy, but these objectlves do not enjoy the same bipartisan 
support for the fundrng levels and worldwide presence of USAID over the past three decades One of the 
challenges of the current regional strategy IS to art~culate clearly the strategic Interests of the Un~ted 
States In the Greater Mekong Subregion These lnterests are primarily focused on promoting stab~lrty 
through economlc rntegratlon and broader polrt~cal partlclpatlon In a reglon emerglng from almost two 
decades of cornrnunlst dornlnat~on As ment~oned earher promoting prlvate sector development and 
U S business Interests in new markets IS also Important Human~tanan, commerc~al and de~elopment 
lnterests w~thin the context of broader U S Interests will probably have greater support In the new 
Congress than democracy, environment and health stand~ng alone It can be argued that democracy 
health and environment take on much greater relevance In the context of broader U S interests 

U hy IS a d~scuss~on  of U S Interests relevant? F~rst  the comparatrve advantage of LlSAID 
programs In the past has been the ablllty to work effectrveli at the country level, perhaps bener than an\ 
other donor USAID mlssrons adapted to the local cond~tlons cllent needs and local requirements b j  
g n  Ing authorrty to b~lateral mtsslons to manage in-countn programs T h ~ s  capab~lrh resulted In 
~n f lue l~ce  and relat~onshrps that general11 ga\e  the Un~ted States substantlal ~nfluence and le~erage 
Second USAID s comparatlve ad~antage I S  also a drsad~antage The t~ght  controls placed on 
procurement congress~onal overs~glit and reportln_e are closel\ t ~ e d  to Zocernment fore~gn polrc\ and 
mandates The functional senices requrred to support a strong In countn presence Increase, overhead 
costs aboke those of most other bilateral donors 

Other b~lateral donors operate much d~fferentlk The Austral~ans for example ha\ e evpllc~t 
object~kes to Increase their con11nerc1al rntore~ts in the regLon AIDAB looks for d~rect  covmerc~al  
returns for e\ er\ development dollar In\ ested Tile Japanels also are \ e n  Interested 111 opsnlng neu 
markets through fore~gn ard programs Although an estimated 75 percent of Japan s forergn a ~ d  1s not 
tred to purchases of Japanese goods and serb Ices Japans prlcate sector IS  he\ 11\ rn\ol\ ed rn the deslgn 
and rn~plementatlon of forergn aid prozrams generating large dotrnstream bus~ness opportunities Japan 
unabashedli pushes its products ~riclud~ng construction and hosp~tal equipment veli~cles and other 
commodrt~es to open neb\ markets through fore~gn a ~ d  The U S has commerc~al Int~rest, but the\ 
are ranked below overall strateg~c Interests aimlng at s tab~l ln  As a superpower the U S sees Itself as 
the countrv respons~ble for stab~liw and peace around the norld 

The mult~lateral development banks and foundat~ons ha\e  st111 different objectl\es The \i orld 
Bank IS  p r l rnar~l  focused on mo\ In? large amounts of mane\ through loan d~sbursements Ford 
Foundat~on IS ent~relv self-financed through an endolrment fund and has much greater lat~tude than an\ 
of the other donors to stlinulate Inno\ atron In development -for the sake of development Ford 
Foundat~on can afford to fund smaller more rlskk projects because there 1s 110 bottom l ~ n e  nor are there 

'For elample for ever) dollar Inbested in Ch~na  4IDAB estimates a return of 5300 to 
AustralIan prtkate organ~zatrons lncludlng education lnstltutions and prlvate firms 



commercial or  forelgn polrcy imperatives 

TIie objective of a donor organlzatron part~cularlv for drsbursernent of de~elopment  a ~ d  driles 
Internal incentives, erther expiicltly or ~rnpl~citly, that affect the management and organization USAID s 
long standlng emphasrs on devolving authority and program ~rnplementation to the country level resulted 
In strong Inertia among USAID senror managers to grow their budgets and staff and build Independent 
mlssions that work closely w ~ t h  the U S ambassador and host government Decentral~zed operations at 
the b~lateral level fostered this kind of organizational behav~or 

USAID's tradrtional approach to country operations and evpend~tures is changing The Agencv 
has already closed 23 overseas misslons and there is pressure to further reduce operating costs and 
programs RSM and the countr~es In ~ t s  portfolio wlll have to find more cost effectne approaches to 
implement development programs as fundlng levels shrink 

Center-Periphery Models 

T h e  Headquarters-Dorn~nant  Model 

Most of the non-USAID models w ~ t h  the evceptlon of Ford Foundat~on I i a ~ e  a dom~nant 
headquarters approach to managrng oberseas projects The headquarters-dom~nant model places Len 
ltmrted staff and authorltk In the field offices and almost all servlce funct~ons such as legal ad1 Ice 
contractlng drsbursements program and project des~gn and rlnpleme~ltatio~l are manased from 
headquarters C ID4  4IDAB Japan JIC 4 OECF and the World Bank allou \ e n  l ~ ~ n ~ t e d  
respons~b~lities in the field The priman role ~n field offices whether reg~onal or b~lateral IS 

rnonrtorlng reporting and coordinatron functrons The regronal offices of some donors add another l a ~ e r  
o f  coord~natron capab~lity and some econornles of scale The headquarters-dornii~ant approach offers 
cost sa\ rngs but s~gnrficantlv l ~ m ~ t s  local Influence 

Tlie other brlateral donors do not ha\e  USAID s decisonmah~ng and s en  functrons in field 
missrons CIDA s regronal office In S~ngapore coLers most of Southeast Asra \fan\ of CIDA * reg~onsl 
programs are managed from Ottawa Support to reg~onal Instrtutlons such as the A s ~ a n  lnst~tute of 
Technologq provrde I~rnited returns to CIDA because dollars Invested hate  I~ttle ~nfluence or \151brlrn 
for CIDA Brlateral mlsslons also hake coord~nat~on funct~ons Headquarters rn Otta\\a d r ~ \ e s  the 
process and makes almost all major decis~ons T h ~ s  is a change from t ~ o  ,ears ago \\hen tliere \\ere 
larger field mrsslons filth contractlng officers CIDA recentralrzed operatrons to cut costs The result of 
recentral~zat~on was much slower dec~s~onmah~ng  often tahlng up to three months Instead of nso ueehs 
which was common under the pre\ ious decentral~zed model CIDA has recent[\ g ~ \  en field offices 
greater fleuibrl~ty to manage dak to-dax operat~ons through Project Support Lrnrts (PSVs) to respond to 
the d~be r se  management challenges found at the local level Man\ of ttie sen  Ices pro\ ~ d e d  b\ these 
PSUs are contracted out to prlvate Canadran consultrng firms who \+orb closel\ n ~ t h  local CiDA htaft 
seconded to the PSU 

AIDAD also IS managed from Canberra but rt allous field rnlsbiuns to manage small ~ L I  Js \\ l t n  

h1g1i \. ~ s r b ~ l ~ t ~  and ektensne neh\orhlng ~n count5 This local iiehtorh arid managtrnent of sm3lI 
debelopment projects keeps the field offices close]\ engaged \\rth local organlzat13ns These 5i-311 fur c \  
for AIDS/HIV, env~ronment rural de~elopment and health allo~v AIDAB to operate almost lihs a 



foundation There IS considerable fleulbllrty and lnnovatlon that allow a slgnlficant degree of local 
presence and Impact There IS no reglonal office for AIDAB 

The %odd Bank operates almost entirely from Wash~ngton All des~gns and consultancres are 
managed from headquarters Loan and grant decls~ons are made there as well The reglonal office In 
Bangkok, for example, covers four countrres wrth onlv one evpatrlate staff The Wappenhans Report 
crrtrclzed the Banb for berng overly concerned wlth loan dlsbursements rather than development 
objectives The Unlted States recently crltlclzed the World Bank and the Asran Development Bank at 
ICORC meetlngs in Parls for not havrng a local presence to Increase the level of dlsbursements In 
Cambodla where development ald IS badly needed to support fragrle stab~llty and the Bank's 
disbursement record IS poor The U S argument 1s that a local presence IS absolutely essent~al to 
develop the relatronsh~ps wlth the host government agencres to dlsburse funds that support effectlve 
development projects This view comes from USAID s comparatlve adbantage, that effectlve 
development programs requlre a local presence In country 

The Ford Foundatlon has actlve regronal and bilateral prosrams managed wrth I~mlted expatriate 
staff With lndcpendenr fundlng through a $7 bllllon endowment fufid the Foundatlon has the luxury of 
relax~ng reporting requlrements o f  grantees The emphasls 1s placed on fnnocatron generated from 
grantees in the field TINS requrres a staff In the field that 1s pro-actne and substant~vely lnvolved 
Broad gutdelines are determined by headquarters in  New York but field mlsslons de\elop the country 
and reglonal strategies This model offers f l e u ~ b ~ l ~ t v  and lo\\ cost hrzh Impact returns 

There are salrent characterlstlcs assocrated \brth the headquarsrs damlnant model employed b) 
most agencies t'13t are dlstlnct from USAID s comparatr\e adi antage cf operating at the local l e ~ e l  

The ad\antages of the headquarters domlnant model include 

Cost sa\ ings 

Control o \e r  field operations from headquaflers and 

Greater consrstencv across countn programming 

The dlsad~antages of the headquarters domlnant model include 

Llmlted influence at the local lekel 

. L~rnlted author19 In the field often resultrng In a slo\\zr declslonmahrng process and 

L~mlted abllrty to d e ~ e l o p  kaluable relat~onsb~ps v.rth 'Irgh lei el go\ernment officrals 
that are crltlcal to lmplementlng effectrve de\ elopment pro, "rams 

4 The L'vorld Bank representatne In Banghoh polnts c u r  tilac tl : Ban4 s operatrng budget 111 be 
cut by I 1 percent over the nevt two >ears under h e a l )  pressure from the Lnrted States T h ~ s  constrarns 
the Bank s abllin to open new mlssrons n~ thou t  a reasonable le\el of d~sburlements to just16 the local 
presence and the associated hlgh cost 



Reg~ona l  Models 

The reg~onal model is used by most donors to allow reg~onal coverage in prov~d ng services to 
b~lateral programs and to coordinate efforts withln the reglon Most regronal offices provlde support to 
bilateral programs In the region USAID IS the only donor that prov~des significaiit staff and resources to 
bilateral programs through reglonal hubs E N ,  REDSO and RSM are examples CIDA Ford 
Foundation Japanese ODA, and the World Bank have much leaner regional operations AIDAB does 
not have a reg~onal office overseas to support bllateral programs ' The exceptlon to reg~onal offices i n  

support of btlateral offices 1s the World Banb which has a regional office In Bangkok to cover Laos 
Cambodla, Burma and Tha~land In lieu of  bilateral offices 

Reg~onal  offices add another level between headquarters and bilateral offices to prov~de 
informat~on, coordrnation additional servlces and economies of scale None of the other donors' 
reg~onal offices, wltll the exceptlon of Ford Foundation, provide more than coordlnat~on support from tlie 
reg~onal offices The reg~onal offices of  the World Banb and CIDA Qplcally have 111n1ted staff of not 
more than 2 expatnates the) do not haxe line authoritj ober budget and program dec~sions They report 
directly to headquarters and prov~de  some guidance 

USAID regional offices proclde technical and adm~n~stratlke sen  ices but do not hake autlioritc 
o l e r  program budgets USAID s reg~onal hubs such as bS4IDJCtosco~\ are niuch larzer than those of 
other donors E'NI bilateral mlsslonb report to Washington \\here decibions are taken about program 
funding and project design and s e n  Ices are contracted Bilateral m ssions are pr~rnar~l \  responsible for 
project i~nplementat~on in coordination u ~ t h  EN1 s Project De\ elopment Office REDS0 regional office, 
provide teclin~cal and a d m ~ n ~ s t r a t ~ x e  support to 22 countries in Africa 

Most donors hake bezun to program funds to address rez~onal issues Res~onal prozrains are 
complementan to b~lateral prozrams v.h~cli st111 dominate In terms of funding le~e lb  One he\ aspea of 
most regional programs IS the i n ~ o l ~ e m e n t  of bilateral staff \r Ilo p a r t ~ ~ ~ p a t e  111 the elrlnents of the 
regtonal prosram for t l ie~r  country Bilateral staff often prokidr input Into program design and select 
local parttclpants l$ho \x i11  part~cipate In tlie reg~onal actikit\ B~lateral offices also can propose ideas 
for fundlng b\ a regronal program 

Ah ~nternational and regional economlc integration i n c r e ~ e s  there are Inore c r o s  border Iscues 
that requlre transnatronal solutions hlany donors prov~de fund~ng to reg~onal organizations w ~ t h  
establ~shed programs therebv reduclng oxerhead and startup costs Some of these orzanizations alread\ 
e u s t  such as the Mehong Secretanat South East AsIan Mlnisters for Education Organizat~on 
(SEAMEO) AsIan Instttute of Technologv (AIT) Asia Institute of Xlana~ernent (AIM) and 4SE4 \  
Other approaches to reg~onal programming ~nclude funding elisting organizations that de\elop r e z ~ c . ~ s l  
programs or  creatlng neu regional organlzatlons 

'AIDAB'S eight regional offices are all based In Australia The\ pro\ ~ d c  >uppoi? to llic 1.1 ;e 
edbcat~on and training prosrams at 4ustralian unlversrties and trairiing institutes for partlclpants fron 
de ie lop~ng countries The bllateral offices In Harare and Pretoria ha\e some repsonsibilities for 
nelghbor~ng countrv programs 



Ford Foundat~on has two kinds of  reglonal programs One cuts across different countrles under 
the Southeast Asla regional office based in Jakarta senrng the Pli~lipp~nes, V~etnam Thalland and 
Indonesia Another regional program is managed from headquarters in Nett Yorh and Includes two 
'cost centers' In the regional program For example, the Southeast Asla 'cost center" and another major 
program such as C h ~ n a  would have to be Included to qualify for headquarters regional prozram funding 

CIDA supports three kinds of  regional programs funded through ASEAN institutions regional 
~nst~tutions, and reg~onal programs run by organizations based In Ottawa A regional rnstltutron actlvlty, 
for example, funds a natural resource program at AIT p r o v ~ d ~ n g  support to Improve the program and 
scholarshrps destrned for offic~als from selected countries, lnclud~ng China Vietnam and Laos The 
World Bank is not as oriented toward reg~onal programmrng because it d~sburses most funds on a 
brlateral b a s s  through loans and grants 

Japan has begun a new regional approach, the South-South Cooperat~on Program, sometimes 
referred to as the "triangular" program Japan prob~des assrstance to certain countrles to manage 
assistance to developrng countries In the reglon Examples Include assistance to Turhe  for further 
lendlng Into Central Asian republics and grant asslstance to Indones~a and Tha~land for prokid~ng 
technologv transfer in selected fields rn Cambodla This scheme offers interesting opporlunrtles In 
capaclh burldlng through tapping the resources of rapidly growing countrles wtth simllar economic and 
cultural character~stlcs to provtde technologt and adt Ice to thelr less developed ne~gllbors 

There are tradeoffs to fundlng regional lnstltut~ons There IS  ven l~mlted oterhead cost ~n 
fundlng a program through an establ~shed rrglonal institution Some of these institut~ons Ilaie old 
agcnJas and a negatrLe iegacv I t  1s quest~onable for example ~rllether the blehong Secretar~at nould be 
useful as rt currentl} e'illts to Implement en\ ironrnent programs even thougl~ In theon the organrzation 
has an extrernelt Important mandate The amount of rntestment to strensthen the Secretar~at ma\ be 
prohtbltive and probablt is not \+ltI~in the funding capabilities of USAID EL en if other donors 
stren~thened the Secreiar~at suffic~entlv LlSAlD t+ould probabll not ha\e mucll Influence A t  the same 
time fund~ng targeted a,tl\ ltles throu_eh a stronger ~Mekong Secretar~at or a cred~ble regional lnstitutlon 
irould pro\ ~ d e  posltl\ e de\elopment returns e\en if recogn~tlon of  the donor IS  lo\{ 

Cost Contalnrnent Strateg~es 

There are seieral factors that allokr for cost contarnment economies of scale in re_elonalizrng or 
centrsllz~ng functlonal services nei\ fund~ng rnechan~sms to allow f l ex~b i l~g  and prrbatlzation of 
s e n  Ices, and telecomrnunicat~ons technology 

Econornles of Scale 

Regionalized and centralrzed servlces alloi\ donors to manage functlonal s en  lces or 
coordination capabil~t~es In a regional city or headquarters to s e n e  mulriple countrles Yo other donor 
organizes its functional servlces In reg~onal hubs lihe US AID A local presence is almost al\ra\s 
requrred to coordinate ac t~b~t les  and pro1 ide valuable ~nfcrmation and contacts for l~eadquarters The 
E NI model represents cost sat ~ n g s  through a headquarter, dominant approacll ~ r ~ t h  reglonal hubs 

1% 
pro\ ~ d l n g  s e n  ices to smaller countn programs REDSO offers addltionaf s e n  Ices to bilateral programs 
mlthout the same centralized management stjle of E/NI Other donors have cut \+a> back on oxerseas 



staff and manage programs dlrectly from headquaners rn an effort to cut costs 

flev~blllty at all levels, lncludlng headquarters, reglonal 
to contract out servlces Donors are rncreaslngly 

relytng on prlvate organlzatlons, lnclud~ng PVOs and prrvate firms to rmplement t he~ r  development 
programs, from deslgn to ~mplementatlon, to evaluation CIDA ~n Bangkok rel~es on a CanadIan 
company to prov~de ~ t s  Iogistlcal and admlnlstratlve support through PSUs CIDA and AlDAB botli r e l ~  
heav~ly  on prlvate service providers RTSP and RTP are examples of flexhie contracts that allow a 
variety of admln~stratrve, ioglstrcal E h I  and REDSO also have flex~ble contracts 
to allow raprd del~verv of  technical The Bank ~mplements all long term 
technical asslstance programs s implementtng agencies are stud) ins 
USAID's contracting dellvery of Japanese ODA 

Telecommunlcatrons 

Telecolnmunlcatrons technolosy alIous for Integrated management rnformat~on svstems at all 
lei els o f  operat~on The Ford Foundat~on recentlv lrnplemented an Integrated financral informat~on 
skstem that allous the b~lateral, regional and headquarters offices to integrate financ~al data T h ~ s  nen 
capabrl~tv reduces overhead costs requires less field statf and nsreases management o \ e r s i ~ h t  of field 
operat~oiis from headquarters w~thout restricting fle\~bilit \  111 e field 

\ 

Electron~c ma11 allows field otfices to heep ~n close coptact ~ s l t l l  headquarters d ra \ \~ng  on 
techn~cal and adlnlnlstratlve expertise and pro~idrng field rnfcmrnat~on for declslonlnaking Tills 
technolog\ has ~rnpro\ed ~nforrnat~on f l o ~ s  trernendousl) altl zus~h personal relationships \\rtli he\ 
pla\ers ~n lieadquarters are srrll crlt~cal for successful ~nflusncr  trom the field 

Headquarters dominant models in particular must rt 1 c71i ~ r i f~rmat~or i  rnari3_~e111e1it m0111ic7, in; 
and e\ aluation sLstems to compensate for smaller field presence and to mailasJe operations In the field 
ENI IS desrgnrnp a project rnonltorlng svstem to meet leprslati\s and ekecutlLe d~rectrtes for effect11 e 
and proactlLe field moriltorlng In all countrres Tlie Integrated clectron~c management s\stem for 
mon~torin_g and programmatic reporting 1s standard~zatron and rlectronrc file compat ib~l~n  for 
centralized easq lnformatlon access to all users ~n the E h 1  Burcau 

A regional rnlss~on llhe RSXI that prokldes trarnlng tec'in~cal assrstance and fi~nctional s e n  Ices 
to multtple countr~es \could benefit from srmllar lnformatlon management t e c l i no lo~~  as that emp lo~ed  
bq E N 1  and other donors llhe Ford Foundat~on and CID4  

Rlanag~ng Operating Costs 

Donors v a n  ~n their operating rnarglns and ind~cators all sliare 3 strolig 1ntcre.t ~n reducul~  
operating cobts Each donor has its olin guldel~ne tor cost man:=ement Brlateral and mi~ l~~ la t e r a l  
donors are rncreasln_gI\ concerned about reduc~ng cost> CIDA rd> reduced 11s oxerseas staft frorn ~ O U  ro 
100 over the past two years The orld Bank 1s reluctant to plaLe headquarters staff in Carnbodra and 



Laos because program levels do not justify the high costs of placing staff overseas C 

The ratio of expatriate staff to program d isburse~cnts  is one measure for overseas staffing 
patterns The Australians operate lean offices, with the informal target of 1 expatriate staff for every $I 0 
mlllion of  project funds per annum Ford Foundation has ratios of approximately I $ I  million, althougl~ 
the ratio increases to as hrgh as 1 $8 4 million  fall actlLe grants are taken Into consideratron Ford 
strlves to hold overhead costs at no more than 20 percent for the foundation 

E/NI programs of $10-15 million generally require 5 U S drrect hires, rncluding Mission 
Director, a Controller, Prograin Officer, an Adrnrnrstrat~\e Officer and a local staff person For every 
$5-10 mlilion in program assistance, AID/W authorizes the addltron of another USDH On average, 
every USDH located In the field costs $100,000 more than a Washrngton, D C -based staff person Em1 
1s seen as v e n  cost effectike because t h e ~ r  Washington-based centralized model of organrzation and 
management cuts In half the number of overseas USDH support staff 

I r n p l ~ c a t ~ o n s  for  RSM Organization and  TIanagement 

There are ~mplicatrons from the above discuss~on that might guide RSM s organization and 
management plan and regional strategy 

Arfci~ng Vafuc to CTSAID's Co~?rparntrveAdvnt~fn,ne USAID s comparative ad~antage  I\  thin 
the danor corninunit\ IS a strong local presence t i  -ough bilateral programs Altliougli RS11 doe5 
not manage an\ bilateral programs drrect l~ its rc e should be to pro\ ide added balue to the 
bilateral programs Lkithin rts portfolio The effec Le deliLen of adrninistrati\e and techri~cal and 
trainrng support both from v, i th~n  the RSM and through private entrties are Len Important to 
the rrnplementation of effectr~e regional and bilateral programs 

EI-mblrsltrng Posrt l~c Itlce~rtrres Each bilateral program should h a ~ e  concrete incrnti\ ss and 
Lalue added to their program through the s e n  lcec c ro~lded  b\ the RS'L1 The neii era of 
bilateral programs should establ~sh clear performaice ratings based on cost sffic~enc\ high 
rmpact de~elopment  programs and regional proSr2ms that complement bilateral programs to 
replace the old svstem of incenti\es of growing la-ge budgets and staff The RSX1 should be 
rated on the efficiencv and re le~ance  of  the s e n  Ices offered 

Crenrrng A Nen Regronal-Brlnferal Relafronsl~rp For Regronnl Progr~mt~rrng a ~ z d  Prograins 
Gwen funding cuts and pressure from Con_eress L SAID L \ I I I  not operate in a business as usual 
way RSM should look for regional services techqical or admin~stratlle that allou suffic~ent 
flexibility for bilateral programs to respond to local requirements RSM should not detract from 
the local au thor~n  of brlateral representatnes but holicit counsel and bilateral inputs into 
regional programs This calls for a nen partnership and collaborative programming and des~gn 
for makrmurn use of limited resources RSM s h o ~ l d  provrde support to nen  project designs and 
work xb~th bilateral offices to develop innoiative sc~lutlons to bilateral and regional de\elopinent 
problems Bilateral programs should ha \e  a sense of "o~bnersh~p of regional progrrlms throilzli 
design and select~on of participants and technical zlsistance and training dell\ er\ mrtlloils 

I~tzplemerrtrng New Der elopnrenf Assrsfnirce hleclinnmnr There are man\ options for fund 1n2 



and tmplementing development asslstance through regional rnst~tutlons, thtrd country 
partnersh~ps, quast foundatton programs that allow innovat~on networktng and local impact 
multi-country programs and btlateral programs RSM has the comparattve advantage of 
allowtng the b~lateral programs In the regton to benefit from reg~onal experience and to solve 
problems from bilateral and regtonal angles, part~cularly tn Indoch~na RSM should attempt to 
leverage the large U S investments tn multtlateral banhs, such as the World Bank and the ADB, 
and to work with U S prlvate organtzatlons, lncludtng NGOs and private firms, that have 
operated In Indochina for many years RSM's regional contracts, RTSP and RTP, offer flexible 
and creatlve avenues to ~rnplement development asststance on a b~lateral and regtonal basls 
Thatland also offers the unlque opportunity to access That de~elopment  ard and resources for 
regtonal development 

Applqing New Tecfrnology Informatton management ysterns could provtde a useful tool to 
ensure closer cooperation and partnership w ~ t h  b~lateral programs T h ~ s  technology allows 
greater monitoring and management of regtonal programs that share ob~ecttves and goals wtth 
bilateral programs promoting an interactwe strategic approach to development management that 
integrates the operations and technical and adm~ntstratt\ e functions of headquarters, regtonal and 
b~lateral offices 



PART II 

ORGANIZATION AND MANAGEMENT OPTIONS 
FOR RSM/EA 

Currently the RSMEA supports the USAID mlssions In Cambodla, Mongol~a, Srl Lanka and 
Nepal, wtth legal, contracttng and financial management servtces, and other servlces for Singapore and 
Japan For Mongolta and Cambodla, the RSM also provrdes deslgn, trarnlng and log~sttcs support In 
Carnbodta through the RTSP, the RSM has ~mplemented a tralnlng project, and deslgned tv.0 projects 
funded by b~lateral montes It IS anttc~pated that the RSM througli the RTSP w ~ l l  Implement one more 
project ~n Carnbod~a Also, the RSM ulll tmplement two projects ~n Mongol~a one through the RTSP, 
and one through RTP Ltmtted RSYUEA assistance IS also provlded to US NGOs operating in V~etnam 
and Laos as well as to those working u ~ t h  Burmese d~splaced persons along the T h a ~  Burma border 

As the Cambodra Mlsston support staff grows, rt 1s antlctpated that fewer support servlces wtll 
be requ~red from the RSM The RSM 1s currently tn the process of deslgnlng a strategv for potentla1 
a d d ~ t ~ o n a l  programs In V~etnam, Laos Burma and Ch~na  The RSM s reg~onal program ts based In 
Tha~land where ~t uorhs \\it11 DTEC on a gobernment to gobernment bas~s  and w~tli  other T h a ~  and 
tnternatlonal In<tlturlon< to des~gn a ~ d  Implement its reglonal programs In addltlorl to the a b o ~ e  
funct~ons the RSXI ts In the process of phaslng out the Thailand b~lateral program Tlie RS l i  In 
Thalland \ + 1 1 l  h a ~ e  onlv reg~onal r e spons~b~ l~ t~es  

The RSM EA IS currentl> pro! ~dlng a varlet) of suppon s e n  ~ c e s  to US AID mlss~ons as 
summarized above Organlzat~on and management opt~ons ~ 1 1 1  be heav~l) Influenced b\ the slze and 
nature of the  USAID programs tn tlie reglon The operat~onal role of tlie RSkl n1I1 be influenced b\ the 
rate of  expanston c?t the USAID programs to Laos V~etnam Burma and Chlna "Also conslderatlon 
should be glien to placlng the Ph~l~pplnrs  and Indones~a under the RSkI umbrella 

RShl s Banghoh locatton 1s Important ~n that Tha~  lnstrtutlons wli~ch hale been bullt up tr ~ t h  
many years of USAiD programs can no\< be used by USAID to train and pro1 ~ d e  s e n  Ices to RSLl s 
regional cl~ents  In jolnt programs Banghoh also 1s the logtcal po111t of entrq Into tlie Greater Ylehong 
Subreg~on, n ~ t h  easv log~stlcs and communlcatlons and the locat~on for man1 reg~onal instltutlonb that 
operate reg~onal programs ~n the subreg~on 

6 ~ h ~ s  report does not cons~der etpanslon of new b~lateral prosrams to Ch~na  \ letnam Burma 
and Laos per gutdance from RShL'EA In the absence of bilateral programming In thesc cokntrles RS\I  
would manage all actik ltles described ~ n ~ o l v l n g  these countrres 



REGIONAL AND BILATERAL PROGRAMS FUNDING LEVELS 
AND COhFIGURATION ASSUMPTIONS FOR FY 1996 TO 2000 

There are four scenarios descr~bed below reflecting alternate fund~ng levels durlng fiscal years 
1996 to 2000 that w ~ l l  affect the management and organlzatlon of  the RSM These assumptlons are 
based on the number o f  countr~es In which USAID has programs, levels of fundlng for each country in 
the reglon, and RSM s role in the current region as well as an expanded role beyond the current reg~onal 
configurat~on that mlght ~nclude USAID/Indonesia and USAID/Phrlippines These scenar~os are 
summarlzed In Table I belo\% 

Bilateral Programs uill be supported by the RSM through b~laterally funded Reg~onal Programs 
consisting of  technical assistance, tralnlng and commodrtles Fundlng assumptlons for Regronal 
Programs do  not Include RSM's management, contracting, finance and legal services, which are reflected 
In the RSM's operations and expenditures budget In each of the four assumptlons, part of the reg~onal 
actlvity fund~ng IS from bilateral sources, as ~ndicated Fundlng of  Reglonal Programs could be 
requested from the ESF since the program supports U S strategic and pol~tlcal interests In the reglon 

Assurnptlon A 

Totnl fundrtrg Ievel $48 0 nrrli~om nnt~unllr 
Bilateral fund~ng $37 0 rn~lllon annuall\ 
Reglonal fundlng $ 1  I 0 rn~llion annuall\ ( 5 5  5 rnlllion from b~lateral sources) 

( 1 )  Cambodla Remalns at a $30 m~lllon annual l e ~ e l  over the fi\e \ears Configuration 1s 
assumed to be as presented In the September 1991 USAIDlCan~bodia Strateg Report B e g ~ n n ~ n g  In FXx 
1996 technrcal ass~stance and tralnlng in economic management 1% 1 1 1  commence as I\ 111 major efforts In - 
health and democracv An ebtlrnared 
RSZI annuall\ 

(2)  Mongo l~a  Will taper off from $3 5 m~llion In FY 1996 to 53 r n ~ l l ~ o n  In FY ZOO0 for an 
aberage of  $2 5 mlilion durlng the fiie \ear per~od concentrating on m~croenterprlse eni Ironmental 
and economlc management An estimated $ 5 rnilllon from b~lateral sources i ~ o u l d  be programmed 
through RSM annuail) 

( 3 )  Vletnam Support to NGOs at an est~mated S2 m~ll ion annuall\ In one or more of the 
folio\\ ing sectors populatlon health dernocrac~ economic _growth and en\ lronment Program optlons 
and delikerv mechanisms are conta~ned In other reports These programs iiould be managed from the 
RS\I 

(3)  Laos Support to hGOs at an est~mated $1 mlll~on annuall\ in one or more of the fol lou~ng 
sectors populatlon economic grout11 health democrack and environment Program options and 
d e l l ~ e r v  mechanism are contained In other reports The RSZI \\auld manage a ~ t i \  lties through reglonal 
programs 

(5) C b ~ n a  No program 



(6) Burma No program 

(7) Tharland Reg~onal training actlbltles are est~mated st $1 m ~ l l ~ o n  annuall\ implemented 
jointly with DTEC through the Reg~onal Trainlng Project An add~tional $1 5 m~llion annually would 
support activities Implemented through NGOs and the Reglonal Technical Support Project 

Assumption B 

Total Fundrng $58 0 mrllron annually 
Bilateral Fundlng $37 0 m~llion annually 
Reglonal Fundlng $2 1 0 mlll~on annually ($5  5 million from b~lateral sources' 

( I )  Cambodla Same as A(1) 

(2) Mongolia Same as A(2) 

(3)  V~etnam In addition to the program In A(3) enter into a partnership effort u ~ f h  the U S 
5 m ~ l l ~ o n  annuallv Program options and delivery mechanisms 

The V~etnam program would be managed from the RSM 

(4) Laos In a d d ~ t ~ o n  to the program In A(1) cornmence a human resources development - 
program for a total of $2 mrllion annuall\i Program optlonh and dcll\er\ rnrcl~an~slns are conta~ned in 
otlier reports RS'LI would manage the program 

(5) Chlna Partnership with U S prnate sector $3 m~llion per \ear Prograrn optlons and 
de l r~e ry  mechanism are c o n t a i m r  reports KSV ixould manage the program 

( 6 )  Burma Support for NGOs In populat~on health en\ Ironrrcnt and dernocrac\ for an 
estimated $2 m~ll ion annuall] managed bi RSkI  

(7)  Thalland Regional Programs uould be funded at S 3  5 rn~l l~on  annualli for trainins through 
RTP, NGO support and RTSP manazed bv RSkI 

- 

Total Fundrng 560 0 nrrllron niz~runll~ 
Bilateral Fund~ng $37 0 m~llion annuall) 
Reg~onal Funding $23 0 million annuall\ ($5 2 m ~ l l ~ o n  frcrn bilateral sources) 

In a d d ~ t ~ o n  to Assumption B technical >upport and tralning sen  Ices are prob~ded to 
USAID/Philippines and USAIDrIndones~a for reglonall) related act!\ ltles on a cost shared bas~s  far a n  
est~mated $2 rn~llion per >ear These actltltieh ~xould be considered part of RSZl s reg~onal s en  Ice5 



Total Fu~rdfng 545 O mrllron nn~~uuliy 
B I lateral Fundlng $37 0 m~ll~on  annually 
Reg~onal Fund~ng $8 0 mllllon annually ($5 5 rnlll~on from bilateral sources) 

( 1 )  Cambodla Same as Assumpt~on A(1) 

(2) Mongoha Same as Assumption A(2) 

( 3 ) - ( 6 )  V~etnam, Laos, Chlna and Burma No program 

(7) Tha~Iand Same as 4(7)  

REGIONAL AND BILATERAL PROGRAM FUNDING LEVELS AND 
CONFIGURATION ASSUMPTIONS, FISCAL YEARS 1996 2000 

(Akerage Annual US Dollars rn M~lllons) 



ORGANIZATION AYD MANAGE'LIENT OPTIONS 
FOR THE FOUR FUNDING LEVEL ASSUMPTIONS 

Econorn~es of scale and cost savings will result through RSM operations In Bangkok for any of 
the optlons described below There are clear advantages in separating reg~onal from b~lateral operations 
from a management perspective This is recognized by the Canad~ans as well as some of the USAID 
reg~onal models Furthermore, Tha~land IS bordered by three of  the least developed countries in the 
region Aid dellvery to these countries by the RSM, particularly uslng T h a ~  lnstltutlons is a further cost 
savlng 

The four funding scenarios described above would require d~fferent kinds of organlzat~on and 
management configurations Given the uncertainty of fundlng levels and number of countries that would 
be open to RSM invol\ement, the guidlng princ~ple should be flex~brl~ty to respond to the emergrng 
reg~onal program over the next 12 to 1 8 months 

Follow~ng are five options for the organ~zation of RSM based on the funding levels described in 
the pre\ lous section For an, of the optlons it is strongly recommended that a formal operat~onal 
structure be established to gobern the worhing relat~onshrps between the RSM and the M~ssion's b~lateral 
programs At a mrnlrnum an annual meeting should take place in Banghoh to re\le\t the regional and 
b~lateral program, and plan the support and operations schedule from RSM 

Opt~on I Regronal Support h l ~ s s ~ o n  (RSR.1) 

The RShl will continue w ~ t h  the des~gn ofthe Reg~onal Program in FY 1996 mh~le  at the same 
time contlnulng support and ~mplementatlon activtties in Cambodla and 41ongolia Under t h ~ s  
assumption reg~onal ~mplementation actit ltles begin in V~etnam and Laos and reg~onal trainlng 
activities in Tha~land In the second half of FY 1996 Tlie current RShl organization IS  shoun in Figure 
1 

With Assumpt~on A fund~ng l e ~ e l s  \\hich Include small programs in V~etnam and Laos and 
tratn~ng programs in Thailand a part tlme field presence would be requ~red b\ the RSXl staff In V~etnam 
and Laos and more work nith DTEC In Thailand to manage tralning activltles The amount of t ~ m e  
spent by the RSM operational offices In V~etnam or Laos would depend on the sectoral conf ipra t~on and 
implementation mechanisms of the Reg~onal Program 

The overall 'operat~onai management ' respons~b~lln for ~mplementation of the Regional 
Programs according to the approved Strategic Plan would be In the Program and Strategic Planning 
Office (PSPO) This office \iould also be responslble for coord~nat~ng intersectoral actii itles \ i ~ t I i ~ n  
countries and cross border 

The Project De\ elopment and El  aluation Office (PDEO) as the title sugsests nould be 
responsible for project de~elopment and e~alua t ion  for the Regional Programs as \\ell as support to 
bilateral misslons In these functions I t  hould be respons~ble for rnonltoring of the Strateg~c Plan and to 





supervise the desrgn of the projects In the Plan 

It 1s recommended that the development of the PVO-\GO support program be the r e spons~b~ l~ t \  
o f  t111s office wrth consrderat~on berng glven to ut~lrzrng the two regronal contracts to actuallv manage 
the reglonal PVO-NGO actlvitles T h ~ s  would be efficrent, since both contracts wrll be supporting PVO 
N G O  actlvitles w~thln the Regronal Program rn Vietnam, Laos and Thailand It IS assumed that all 
Reglonal Programs wrll actually be rrnplemented by NGOs, RTP or  RTSP NGOs will Include U S 
private sector companies, professional assocrat~ons and posslbly unlversltles 

The Reglonal Housrng and Urban Development Office (RHUDO) in add~tron to other reg~onal 
RHUDO actlvltles has responsrbll~ty for managing the env~ronmental sector Reg~onal Programs and to 
support the bilateral programs, In this functron as requrred 

The Office of Technical Resources (OTR) has r e spons~b~ l~ ty  for managlng tile Populat~on and 
Health Sector Reg~onal Programs and to support the brlateral programs rn this functron as requ~red 

The PSPO In addlt~on to 01 erall operational management of the Reg~onal Program has 
r e spons~b~ l r t~ .  for Sustarnable Econorn~c De~elopment Democracy and Human~tarlan Ass~stance sectors 
of  the Reglonal Program and support to the bllateral programs In these functions, as requ~red 

The above four offices currently have 7 dlrect hlres (USDH) 6 PSCs or PASAs and 14 FSNs 
Assumrng a five \ear $1 1 m~llton Reg~onal Program or $55 m ~ l l ~ o n  the a\ erage ratlo of a USDH to the 
dollar (eke1 1s 1 8 T h ~ s  I S  more efficient tnan Srl Lanha ich~ch has a 1 7 ratlo and ~n line \ \ ~ t h  \epal and 
the Ph~llpplnes iiliich h a ~ e  ratlos of I 1 1  and I 13 respectr\el\ htore ~mponantl\  the 1 8 ratlo should 
be h ~ g h e r  lf support b\ these tour offices to the bllateral programs could be factored In s l x e  the\ also 
p rov~de  add~ t~ona l  support to the $37 m ~ l l ~ o n  annual b~lateral programs ~n Cambodla and Mongol~a 

The ratlo for total USDHs to program funds IS 1 3 3 Ifall 15 LSDHs currentl\ ~n the RSCI are 
lncluded ~n the calculat~on T h ~ s  ratlo IS h~sn~ficantl\  below the ratlos of other b~laterai programs I t  
should be noted that the RS41 provtdes support servlces to Cambodla Laos Yepal Srl Lanha S~ngapore 
and Tokyo reflecting a larger portfol~o than captured b\ t h ~ s  ratlo The aualln and d e s ~ r a b ~ l ~ n  of these 
servlces, and t l ~ e ~ r  a b ~ l l n  to dekelop demand for senlces cannot be meahured b\ an ar~thmetlc ratro 

T h ~ s  optlon assumes a program rn each country of the des~gnated reglon u ~ t h  a $ ? I  m~lllon 
annual fund~ng level i r l ~ ~ c h  irould Increase the e f f i c~eno  ratlo from I 8 to I 1 ,  assuming no more 
USDH are added No add~t~onal  USDHs are recommended increased use of technical and t r a ~ n ~ n g  
resources under the RTSP and RTP (as en\ is~oned In the contracts) isould fulfill the need, of t l l ~ ,  h~gher  
fundlng level program 

In add~tlon to the funct~ons descr~bed In Optron I t uo  small satell~te Reglonal Operat~ons 
Offices should be opened rn FY 1997 one in V~etnam and one In Chtna The offices \rould Iiaie no full 
tlme U S staff onl\ one local h ~ r e  manager and full time co1erage shared b\ a VSDHs i r~ th  staff f ro~n 
an NGO 'ITSP or RTP The maln funct~on of these offices irould be to malntaln l ~ a ~ s o n  \r i t l l  the c l~cnt  
to get a first hand understanding of the effect~veness of the R S l l  s intenenrlons and get lnputs into 



future project des~gns as well as implelnentatron impacts 

Opt~on  111 Reglonal Operat~ons Mlsslon 

This opt~on could be managed under the same assumpt~ons as In Opttons I and I1 by sh1ftln.g the 
technrcal assrstance and tralning work In the Phll~ppines and Indones~a d~rectly to the RTSP and RTP 

Optlon N Reg~onal Support Mlss~on 

Thls optlon assumes no newly expanded regional program The uncertalntv of the size and 
configurat~on of  a USAID program In East Asla would st111 remaln under this optlon This uncertainty, 

whrch requrres flexlblllty, was the basls for establlshlng the RSM/EA In February 1992 

Cer ta~n trends seem to be evolvrng The Cambodla Mission 1s rnovlng towards full b~lateral 
mlssron status, requiring a d~fferent set of support senlces from the RSMIEA Wh~le  hfongolla ~ 1 1 1  
most probably contlnue to requlre a full range of support servlces over the five \ear plannlng perlod 

As the Phlllpprne and Indonesia programs slomly decllne In slze, opportunltles evlst to utlllze the 
reg~onal  mlsslon concept to real~ze cost savlngs and economies of scale In support funct~ons by add~ng 
these h t o  mlssrons to the RSMEA and reduclng the~r  support staff as t he~r  prosram lebels decl~ne as 
RSV s support htchs In 

Optton V Foundatlon 

The optlon of conkert~ng the RSM Into a foundat~on IS  a compl~cated endeavor There are legal 
and financial cons~derattons that xiould requlre stud\ b e ~ o n d  the scope of t h ~ s  report One major 
dranback to a foundation would be the 1nab111h to pro\- ~ d e  dtrect gutdance and support to bilateral 
rn~sslons 

Instead of converting the RSM entlrely to a foundat~on the foundat~on model could take on 
certaln respons~bi l~ t~es  of the RSM resulting In a b~furcat~on of the current funct~onal organlzatlons as 
shoun  in Ftgure 1 The techn~cal offices nould be separated from the support offices as shonn In Figure 
7 
& 

Operat~onally the Foundat~on" would use the admln~strat~be s e n  ices of the nen RSb1 In the 
same manner as others currently under the RSM umbrella The "Foundat~on' ~bould operate only In 
countrles w~thout  a U S Mlss~on that IS In V~etnam Laos C111na and Burma Hov.e\-er ~t would 
con t~nue  to manage the RTSP RTP and NGO programs on a reg~on-wtde bas~s  Techn~cal support and 
t ra~nlng  actlvltles to be delnered under Opt~ons I I1 and 111 would be managed b) the Foundat~on 

The "Foundat~on" model mould establ~sh small offices ~n the countr~es that ha\e a pro, oram 
These offices would work closelv u ~ t h  the host countn counterpart lnstrtut~ons In ~mplementlng the 
programs and des~gnrng neu ac t tb~t~es  US4ID staff for the Foundat~on' model \tould need to be re 
tooled to work closely and neh%ork w ~ t h  host count? governments un~versl t~es and NGOs as \\ell as tlle 





private sector 

The ' Foundation ' would be more country focused rather than sector focused Also the USAID 
standards for project design, rnonltonng, and reporting would need to be relaxed to allow maxlmum 
benefit of this new organlzatlonal model to achieve more innovation and fle. i~b~l~ty In fund~ng local and 
reg~onal organizations 

Another approach of the "Foundation" model is to fund actlvitles through an exlstlng lnstitutron, 
such as the Asia Foundat~on or Ford Foundatlon, or through a smaller RSM managed project targeted at 
particular development Issues In the region These issues m~ght Include AIDSMV, environment and 
prlvate sector networklng support on a reglonal basls T h ~ s  program would be slrnilar to the AIDAB 
programs whlch are managed from the AustralIan Embassy and have h ~ g h  v ~ s ~ b r l ~ ~  and excellent 
networklng results Another quasl-foundation approach would be to follow the CIDA model of settlng 
up project support unlts that have slgnlficant flexlbll~ty In the field allo\vlng seconded USDH staff to 
contract out the support servlces as requ~red 



ANNEXES 

PROFILES OF OTHER DONORS 

CSAID Regional LIodels 
Bureau for Europe and the hew]) Independent States 
Reg~onal  M~ssions In Africa and Latin Arnerica/Car~bbcan 

The World Banh 
Australian International Deteloprnent 4ssistance Bureau (41D4B)  
Canad~an Internatlonll De\e!oprnent Assistance Agencl. 
Japqnese Irnplemen tlng Agencies 
Ford Foundation 



U S AGENCY FOR INTERNATIONAL DEVELOPMENT 
BUREAU FOR EUROPE AND THE 
NEWLY INDEPENDENT STATES' 

GOALS AND OBJECTIVES OF EN1 

U n t ~ l  1989,  A I D a c t ~ v ~ t ~ e s  in Central  and  Eastern Europe  (CEE) and t h e  N e w l y  Independent  
S ta tes  (NIS) w e r e  f u n d e d  a n d  m a n a g e d  separately2 In 1993, t h e  operat ions and  m a n a g e m e n t  of A I D 
a c t l v ~ t ~ e s  In t h e  two reg ions  w e r e  m e r g e d  into o n e  Bureau f o r  Europe and  the NIS ( E N I )  a l though  
funding  s o u r c e s  st111 r e m a i n  separa te  U S Government  (USG)  a s s ~ s t a n c e  t o  Cent ra l  a n d  Eastern Europe  
w a s  and  cont inues  t o  b e  f u n d e d  under  t h e  Support  for  Eastern European Democracy  ( S E E D )  A c t  a n d  
suppor t  to  t h e  N I S  1s authorized under  the  Freedom In S u p p o r t  of Democracy A c t  

SEED Act Programs In Central and Eastern Europe 

S E E D  A c t  resources  totaled $285 m ~ l l r o n  in 1990,  $369  rnlllion In 1991 $364  rnlllion In 1992  
a n d  $400 mil l ion In 1 9 9 3 3  The rat ionale  for  organizing Amer ican  asslstance4 in t h e  CEE/Bal t l c  reglon 
w a s  written Into t h e  SEED A c t  a n d  is based o n  the  (1) importance o f  the  reglon t o  U S ~ n t e r e s t s ,  (2) 
revolut ionarv charac te r  of t h e  t ransi t ions in C E E  countr les  a n d  their role a s  m o d e l s  f o r  t h e  Y I S  a n d  ( 3 )  
need  t o  coordrnate  a n  Interasenc)  effor t  T h e  fol lowing is a chart  o f  C E E  c o u n t 9  o b l ~ g a t l o n s  a n d  
cor responding  c o u n t n  a n n u a l  budget  s u b m i s l o n s b  

1 Information was collected from the follo\%ing USAID em lovees through interviews and telephone 
discussions Peter O n  EN1 S u p e n ~ s o r y  Reg~onal  Develooment 0f;cer J e m  Jordan EUI Admln~s t ra t~ve  Office 
Marcus Rarlck USAID Supervrsory Budget Anahst Rob\n B o ~ e r  USAID Budget Anahs t  and Rolf W~ll lams 
EN1 Supen isory Financ~al  Analyst 

'CEE actit lties \\ere managed under the Reg~onal Miss~on for Europe (RVE) and his actikltres tiere 
managed under The NIS Tash Force 

3 Funds for cornplimentarv initlatiies hake been proc~ded through other USG agencies in the region 
~ncluding food asslstance and concess~onal sales OPIC and Ex Im Bank programs f 2  4 b ~ l l ~ o n  in Polish debt re1 s 
and n e a r l ~  S300 million to Yugoslavia for hurnanitar~an assistance ln1tiatives In total since the passage of  the 
SEED act the USG has committed nearly $8 billion to suppon economlc and political transformat~on In CEE and 
the Baltic States (Source SEED Act Irnplernenta~~on Repofl F\ 1993 Jmuarv 1994) 

4 Although USAID is the lead lmplernenting agenci for the SEED program and all SEED h n d t n g  1s 
transferred through ~t the program maAes use of other USG agenc) cornparatlve ad~antages  the U S Departmen 
of  Treasurv for Instance plaved an important role In the implementation of SEED actlklties in the area of  f inanc~z 
sector asslstance In 1993 seventeen U S Government agencles received $77 m~llion of  the total S300 rn~llion 
SEED budget (Source SEED i\cr lrnplernenlatton Report p 3)  

'The SEED Prosram was onginall\ envisaged as a temporary program designed to see C E E  countr~es 
through theu rough transition periods The program remains hansltlonal m nature as d~fferent  countrles progresq 
towards their development goals more q u ~ c h l y  than others As transltlon occurs EN1 will take steps to make 
f u n d ~ n g  from tradit~onal beneficiary countrles m the region (Poland Hungan Czech Republic) to more southerr 
tler countries (Bulgar~a  Romania Yugoslav~a 4lban1a Estonia Latvia and Lithuania) 

6 C o u n t n  Operating Expense Budget Requests provided bv Robvn Baker USAID Budget Anal\st 



SEED Act Irnplementat~on Repon Fk I993 Januar\ 1994 

' ~ o e s  not include USDH salaries 

O&E Budget for 1994" 

$5 7 6  

$5 19 

$312 3 

$799 

$3 74 

$1,81 1 

$179 

$43 5 

$348 9 

$2,003 

$700 

$562 5 

Not  a ~ a i l a b l e  

Country 

A l b a n ~ a  

Bulgar ia  

C r o a t ~ a  

Czechoslovakia 

E s t o n ~ a  

H u n g a r y  

La tv la  

L ~ t h u a n i a  

M a c e d o n l a  

P o l a n d  

R o m a n i a  

S l o v a L ~ a  

F r m r  Y u g o s l a v ~ a  

9 h o t  including $37 mill~on in Food Aid 

ObIlg as of 9/93' 
Thousands 

$52,038' 

$98,485'' 

Not A v a ~ l a b l e  

$86,308" 

$12,14412 

$1 52,254' '  

$13,264 

$17 4 5 3  

$1  4 0 0  

$592 33214 

$77,08415 

$63 937"  

118 0 2 7  

10 Includes 510  mil l~on for the Bulgarla Enterprise Fund and $2 5 million for Hous~ng  Sector Ass~stance 
which 1s implemented b j  other USG Agenc~es 

l l~nc ludes  $9 9 millron for the Czech Enterprise Fund and $2 07 m~llion for Housing Sector Ass~stance 

'-Not ~ncludlng $10 m~ll ion in Food Aid and S10 rnill~on rn PL 480 Agricultural credlts 

1 Including $54 1 m~ll lon for the Bulgar~a Enterprise Funds and $3 7 mill~on In Housing Sector Ass~srance 

14~ncludes $200 million for currenck stabilization 523 million US4ID Hous~n Guarantee program $10 7 
million for Housing Sector Assistance $180 m~ll ion for the Poland Enterprise Fund an f a $2 million grant to 
the IFC for small enterprise development all o f  which require rn~nrrnal US4ID manasement support 

15Not including Sl 13 rn~llion ~n Food Aid 

1 6 ~ n c l u d ~ n g  $18 6 million for the CIS Enterprise Fund and 52 million for Housing Sector Assistance 



Freedom rn Support of Democracy Act Programs in The Newly Independent States (NIS) 

Through fiscal year 1993 USAID provrded appro\rmatelv $700 m ~ l l ~ o n  for the NIS For Fk 
1993 Congress appropriated a $2 bi illon pachage of economic cooperation and development, and FY 
1995 appropriation for NIS programs IS $850 m ~ l l ~ o n  As wrth SEED Act assistance, several government 
agencies are implement~ng the USG's NfS program, with USAID managlng the largest port~on" 

USAID's fact sheet indicates that USAID goals and objectives in the NIS region are very similar 
to  the SEED Act's, those belng "to work with NIS countries In their transitLon to democracy and a free 
market economy" USAID states that " ~ t  1s profoundly In the U S Interest to support NIS countries in 
their rad~cal reor~entat~ons, and to help the NIS permanently secure a shift to competition and productike 
~nvestment" '~ 

17 USAID Fact Sheet USAID Program In The Neuh Independent States September 1994 

"?bid 

- 
Country 

NIS 

Russia 

Armenia 

Azerbatjan 

Georgia 

Kazakhstan 

Kvrglstan 

Tajikistan 

TurLmenlbtan 

Uzbekistan 

Belerus 

Moldova 

ULra~ne 

14 NIS Tash Force Office of Program A n a l ~ s ~ s  and Coordlnat~on F> 1994 Budget Plannln~ Sun~vlan 
Sheet September 19 1994 

20~ountry Operating Expense Budget Requests pro~lded b j  Robyn Bwer USAlD Budget Anal\st 

Obligat~ons for FY 199419 
In Thousands 

$2 19 405 

O&E Budget for 1994'" 

n/a 

$1,611 175 

$82,820 

$1  1,800 

$36 923 

$137 715 

$57 593 

$18 112 

$8 090 

$22 590 

$10 115 

$29 815 

$2 1 1,600 

$6 182 5 

$1 950 2 

$4 095 9 

I 
, '1 

I I 
I j 

$ 1  834 7 



EN1 ORGANIZATION AND MANAGEMENT FUNCTIONS 

As descrtbed above, RME and NIS pursued very s lm~lar  goals and purposes In t h e ~ r  respectwe 
countries, as mandated through the SEED and Freedom In Support of Democracy Acts Gwen the high 
profile and priorlty that Congress placed on former states of the Sov~et  Unlon, USAID was under 
pressure to obligate hundreds of m ~ l l ~ o n s  of dollars to support democracy and the openlng of market 
systems In the reglon in a short amount of t ~ m e  Rap~d obligations resulted In the lnltiatlon of several 
large projects w~thout a strateg~cally established or well-defined rnaqagement structure Although not 
reg~onally repetltlve, REM and NIS projects were s~milar  In terms of techn~cal coverage Projects 
implemented under the two programs Included efforts In privatlzat~on, economic restructuring small 
bus~ness de~elopment, agr~business development enterprise funds, health and population, educat~on, 
tralnlng and exchanges soc~al sector development, energy and Infrastructure, envlronment and natural 
resources, urban development and housing, natlon bulld~ng, and publ~c administration and rule of law 

When A I D reorganized, comb~ned &ME and NIS efforts under the EN1 Bureau all eulstlng 
CEE and NIS projects were grouped under dlvlsions, wh~ch  were, in turn, housed In broadly defined 
technically-oriented program offices All n e w l ~  created projects and new allocat~ons slt under these 
same technlcal offices In summary, EN1 s structure IS  made up of fike Teclin~cal Offices, under whicli 
two to four dliisions s ~ t  Each technical divis~on manages several European and NIS projects and project 
cotnponents EN! s Techn~cal Offices ~nclude The Ofices of 

Econom I C  Restructuring and Pri\ atizatioil 
Enterprise Development 
Human Resources 
Enkironment Energk and Urban Development and 
Democrack and Go\ ernance 

EN1 s ibashington based d~rect  Illre statf numbers 206 and I,  authorized ro increase to 312 i n  F l  
1995 There are 46 personal s en  ices ccntractors Staff nark in elelen offices S I \  operat~onal offices 
and the fiie technlcal offices llsted aboie  Each techn~cal office e m p l o ~ s  between 19 and 43 staff 1s 
headed b) a Dlrector and Depuh Director and IS supported bq an office secretaq Technlcal offices are 
broken doirn into several dli lslons headed b a Chief and staffed b\ a secretan and 10-20 technicall\ 
orlented project officers All projects and programs are housed under ENI's fibe techn~cal dl\ isions and 
offices 22 

2 1 ~  Techn~cal Officer is assizned to one or seieral project compon-nts depending the cornponenl s S I Z L  

Project Officers slt In the technical d i ~  islons and currentlk number 1,0 

22~rorn E N l s  Staffing Pattern and discusstons ulth Supervisorv Budget Anahst Marcus RarlcL 
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Whereas the five tecllnlcal offices described above house aid are respons~ble for managing all 
technical aspects of EN1 projects, the Bureau has organ~zed operational functions into s ~ x  offices, 
lncluding The Oflces of 

Europenn Colintry Affnrrs IS staffed by 18 direct h ~ r e  personnel, asslgned by country to 
monitor and manage all program and project act~vity, logrstlc, admln~strative and other 
operational needs for each country In Central and Eastern Europe The Office of 
European Country Affalrs 1s broken Into five divisions, each of whlch contalns three to 
four Country Of f i ce~ /Desks~~  

NIS Country Afirrs IS staffed by 17 d~rec t  h ~ r e  personnel each of whom 1s respons~ble 
for rnonitorlng and managlng all program and project actn ity, loglstlc adrnlnistrat~ve 
and other operational needs for each country In the N e w h  Independent States The 
Office of NIS Country Affairs IS broken into four d r v ~ s ~ o n l  each of W I I I C I I  contalns 
between one and five Country Offices/DesksZS 

Program Office 1s staffed by 25 dlrect h ~ r e  and 5 non-d~rect hire personnel and is 
responsible for ( I )  seeking program budget authorizat~ons from EN1 senlor management 
and allocating those funds by Techn~cal Office project and country (2) monltorlng 
program backlog dran-downs and ot l~er  resource flows (_') settlng program pollc) and 
strateg\ b\ region and countn and (4) worhing \\ 1tI1 the Ccnter for De\elopinent 
Informat~on and E\aluat~on (CDIE) to d e ~ e l o p  and ~rnplerrent s\stems to etaluat~ng 
techn~cal program accomplishments This group 1s also re,ponsible for rnana_clilg 
program lnformat~on management needs 

Project Delelopr7rcr1t Office is staffed by 22 direct hire and I 1  non direct Illre personnel 
to pro\ ~ d e  support to in~ssion personnel In CEEwIS P r o ~ e ~ r  support comes In the forin 
of l o g ~ s t ~ c a l / a d m ~ n i s t r a t ~ ~ e  assistance contractor managen-cnt budget'project financial 
manasement and coordinat~on of contract negotiation 

FrnrrtrcrnlSerrrces is staffed b) si\ direct h ~ r e  and one non d~rect hire personnel and 1s 
responsible for rnanaglng all project related financial opersrlons U'h11e field controllers 
are respons~ble for managing operat~onal field budgets and expenses EZI s Financial 
Services Department manages all project-related financ~al needs lncluding budget 
preparation and expense monitoring invoice and ~ o u c h e r  processlns contractor 
pakment and other accountln_g funct~ons 

23 The number of EN1 Wash~ngton based staff chanzes rapldlq and although the number of emplo\ees 
descrtbed belou may no longer be exact the general level ofstaff suppon is accurate 

2 4 ( 1 )  Poland The Czech Republlc SlovaL~a and Hungar) (1) B, Carla Romania and 4lban1a ('1 
Llthuanla Latvia and Estonia (4) Slovenla Macedonla Croat~a and BOS-;a and ( 3 )  Turhe) Ireland and C\pru 

2c(l) Russla (2) Kazakhstan Kyrg~stan Taj~h~sran Turhemen~stm Uzbeh~stan (3) Armenia Azerba~jd? 
Georg~a, and (4) Uhra~ne Belerus Moldosa 



Opernrzonnl Servlces IS staffed by none drrect hlre and 3 non-drrect h ~ r e  personnel 

OtjrerA I D  OfficeSr~pporr EN1 draws heavllc on The Office of Contract 
Admrnrstratlon to negotrate and mange the contracting process for the Bureau's large 
portfolio of projects Whereas some indi\idual projects may be handled rn the field, The 
Office of the Controller st111 plays a large role in negotiating both long-term contracts 
and TDY delrvery orders 

Regional Orientation 

There IS now permanent A I D presence in almost e v e 9  ENI country Larger, reg~onal ' hub' 
mrsslons are located In Poland, Hungary and Moscow and provrde functional support services to smaller 
missions rn other CEENIS countries, as described aboke With the exceptlon of Moscow staffing 
patterns for other CEENIS countr~es ~ . r 1 1  not be available untrl 1995 In agpregate, EN1 employs 84 U S 
drrect hires rn ~ t s  overseas mrsslons, and IS authorized to ernplo) 1 12 I R  FY 1995 At the ratlo of 1 426, 
this lmplies a total overseas staff of 420, rislng to 560 next year 

In general smaller missions are usuaIly composed of an 4 1 D Representatwe or Director and a 
relatively modest non-d~rect hrre staff of project spec~allsts (USPSCs) and admlnrstratr~e personnel 
(TCN or FSN PSCs) As a general rule of thumb the ratlo of U S d~rect hire staff to local, non-d~rect 
h ~ r e  staff is one to four?' Typically an in-countrv Project Dekelopment Officer (PDO) t i i l l  manage a 
mrss~on's entlre ponfolro The PDO IS usuall, a generalrst and \r 111 manase three or four local or forergn 
nat~onal professlon31 staff is110 are technicall\ oriented and uho are responsrble for overseeing projecr 
~mplementatron at the field or operational lekei PSCb also pro\ id' project nionltorrng ~nforinatioli to the 
hlcssion D~rector and E h I  Project Officers regarding countn strategies and the de\ elopment of the 
mrssion s project portfolro 

Reponal hub rnissrons are much larger and ha\e staffs that can numbtr tip to 185 people 
rnclud~ng drrect and ind~rect 111res For Instance US41D/\l~jco\i IS broken into nrne offices ~ncludrng 
The Office of tile Director Tlte Euecut~\e Office The Office of Dernocrat~~ I~lrtra:r\es artd Huntan 
Resources The Office of Energy and Technolog\ Tile Office of En\ ironrnent and Health The Office of 
General De\elopment The Office of Prr~ate Enterpr~se and Econornlc Restructur~nz The Office of 
Program and Project Development and Tile Office of the Controller Each office rh sraffed by tuo to 
three direct h~res and the rema~nder are FSN or TCh PSCs The Elecut l~e  Office IS supported the 
largest number of adn~~nrstrat~\e staff rncludin~ fiie clerks and telepllone receptionrsts 12 chauffeurs, 
three supply clerhs 10 other general sen  rces assistants four information servlces assistants eight 
personnel assistants and four procurement assistants Each Tecltn~cal Office IS tvp~call) staffed b\ one 
or two secretaries and beh\een 10 to 20 te~hnical staff and Project Officers The Office of Program and 

27 hen EN1 IS In the process of establ~sh~nn a nen rnlsston a senlor Ekecurlbe OffLcr \ \ I I I  5 1 s t  the 
country at hand assess costs and research operat~ona~llog~strcs lssues and de\Ise a plan for irltratlng nexr 
A I D presence on an operat~onal level 

2 8 ~ r t h  the exceptlon of the Directors Office uhr~h nouses f i b e  LSDH rnclud~ng The D~rector and 
Deputy D~rector an Executive 4ss1stant a Legal Officer and a Contract Officer 



Project Development employs two secretarres, five program o r  project development assistants one 
supervising program officer, an rnternatlonal development Intern h+o  evaluat~on officers an information 
spec~allst The office of the Controller emplo>s one controller and depuh controller a budget and 
accounting officer, and accountlng analyst, two chlef accountants, h \ o  secretaries, one project 
accountant, one accountlng supervisor, four accountants, one cashier three financlal analysts, and erght 
voucher exam lners 

HOW EN1 IS MANAGED 

Authorlzatlons and  Obligat~ons 

To understand how EN1 operates and manages ~ t s  current portfolio of development assistance 
projects rt is necessary to understand the Bureau s allocatlon and obllgatlon process Some aspects of the 
process to be described below are cornmoll to all A I D Bureaus and some are unique to EN1 The entlre 
process 1s presented to Insure a tllorough con~prehens~on of EN1 procedure 

Every year EN1 approaches Congress to obtaln fundlng for its program portfol~o '~ Because of  
the polltical and strateglc Importance of  the CEE/NIS region, a senior State Department Coordinator 
oversees EN1 act~vltles and sets strateglc funding levels by reglon and country Once the Bureau has 
recerved author~zat~on and guldance from Congress on fund al locat~ons '~ EN1 senror management 
approprlates financ~al resources to the five techn~cal offices llsted abobe rnaklng sure to disaggregate b\ 
countn and de~eiopment  d l s c ~ p l l n e ~ ~  Tecllnlcal offices then dl\ ide their allocated fui~ds between 
drvlslcns These funds are further allocated to umbrella type projects based on count9 strategies 

prepared bt blission staff and EN1 Technical Officers Mlsslon staft broad]) outllne the h p e s  of 
projects they would llhe to access through ENI's menu of available contracting rnechanlsms and the 
l e ~ e l  of financ~al asslstance required to iinplelnent actlbltles planned for the upcomlng fiscal )ear These 
stratepes are negot~ated bemeen the mlssion and the EUI Teclin~cal Officer and include both short and 
long-term T D k s  and other forins of de\ elopment asslstance 

The most Important consideration here 1s that all financial and project resources are managed 
through the Technical Office In Washington I n d i ~  ldual rnlssions do not have access to techn~cal 
a s s ~ s t a n ~ e  or financlal resources except through the menu of project contracts asseinbled b\ EN1 
headquarters ~n Washington Altllough the menu of a \  allable contracts 1s broadlb defined and can 
lnclude a tihole host of dekelopment initiati\es all mlsslon projects must be designed contracted and 

2 9 ~  S asslstance programs In CEE h a t e  a hlgh proportion of grant assistance s h i c h  IS noteirorth) In that 
these programs do not contribute to the debt positions of beneficiani countries According to G 4 figures the 
U S is the largest donor of grant assistance in the region eken ahead of the EL' and all other bi lateral donors 

> a  Funds are appropr~ated for EN1 and NIS separate11 although the rso regions habe bene merged 
functionall) 

3 1  As mentioned many of these allocatlon decis~ons are based on polit~cal and strateglc objecti\es set b\ 
the Hlll 

3 2 Non-d~rect hlre technical staff (usuall\ PSCs) help A I D Representatlies and hllss~on D~rectors 
develop countn strategies and monltor the ~mplementatlon of on golng projects and act]\ itles 



cleared through tile EN1 Technical Offices3' M ~ s s ~ o n s  simply don't have their own financial or  contract 
resources they must "buy rnto" the Bureau's menu of projects and programsJJ 

Program and Project Deslgn 

In terms of desrgn, ENI's portfolio is determrned on a three trer level Design or  strategy 
development can be d~saggregated at the Program, Technrcal Office (TO) and M~ssion levels 

Program Developn~ent 
The overall programmatic directron of  ENl's portfolio IS based on ( I )  Congress~onal mandates 

regarding the allocatron of funds by country and technical rnterventron, (2) gurdance from the State 
Department regard~ng legislated strategrc ~ntervention requirements, and (3) country development needs, 
as identified by mrssions and EN1 Techn~cal Officers t l~ough bi-annual strategy documents Most of the 
time Congressional and State Department gu~dance  IS broad and can be refined to meet both planned and 
future country development needs Once EN1 has recerved general rnstruction regarding the technical 
and rezional allocation of  funds Techn~cal Offices work to assemble a porrfolro that IS responsrve to 
both missron technical assistance needs and Congressional mandates To be responsive to the demands 
o f  nearly th~r ty  A I D Representative Offices and Mrss~ons, In different countrres and ivith varying 
technical ass~stance needs, EN1 has developed a new contracting phllosoph\ and mechanism This new 
contracting mechanism IS effic~ent and effective and plays a key role In protect des~gn and mrssion 
portfolio development 

Project Des1g17 aj7d a 1. IL Form of Cot111 uclrizg 
EN1 has adapted the Indrfin~te Quantitb Contract (IQC) model to meet its requirements to fund 

( 1 )  a large number of technical assistance actrvitles (2) in a short amount of t~rne, (3) In a seceral 
countries s~rnultaneouslv Tllis net\ contracting inechanism IS a looselv defined umbrella project ~ h ~ c h  
can be broken d o ~ n  into inore narrowl} defined coniponents For example ELI has recent]\ ident~fied 
pri\atlzatlon to be an iinportant de\elopment inrtiatrbe In CEE?UIS Te~ l in~ca l  Officers dr \elop and 
design project coinponents to f i l l  more spec~ficallq defined prrLatlzation needs These component 
designs take the form of Requests for Proposal and include the illput of h i ~ s c  an D~rectors and other 
technical field staff Lihe IQCs component contracts can be awarded to se\eral contractors or to onlq 
one The number of contractors awarded an\ single component IS usuallq determined bv the slze of the 
component and its rmportance As 1% ~ t h  the authorrzation component contracrs are onl\ vehrcles to 
rmplement technrcal ass~stance initi3tries rdentrfied b) USAID rnlssions and technrcal officers At this 
point no specrfic projects have been desrgned 

3 3 In  fact most roject dec~s~on rnahlng (funding contract management allocation of roject resources) is 
managed b\  WDC base~~ro j ec f  Officers and Divis~on D~rectorr The AID Represenr~tive an i f  Vissron D~rector 
can prepare scopes of worh but the Project Officer is ent~rely responsible for appro\ Ins or re uorh~ng the scope of 
work negoriat~ng a budget and select~ng from the menu of contractors for the particular project or component 
M~ss~ons have some authorih In rerrns of lnit~ating the SOW and choosing from the m:nu of a\a~lable contractors 
but are reliant of the Project Officer for approval and management of project actr\ ltles 

7 4 Mrssions can buy into other Bureau programs when EN1 does not have an appropriate contract vehicle 
and does so frequentlv espec~allv for evaluat~on activities - - 

d 
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A fier component conrracts have been awarded3$, EN1 Technrcal Officers work w ~ t h  rn rsslon 
technrcal staff to desrgn task-related scopes of At trmes rnrsslons are able to prepare these 
scopes w~tliout EN1 assistance hlore regularly, rnlssrons rnfonn TOs of task-related needs, and 
Technical Officers tahe a lead role In preparrng SOWs and sollcitrng Interest from pre-awarded 
contractor(s)" The contractrng process IS greatly facllrtated by pre-awardrng large, loosely defined 
component contracts \\hlcIi can be more specifically ta~lored through ~ n d ~ v ~ d u a l l y  des~gned SOWs that 
meet speclfic mlssron needs at spec~fic tlmes If EN1 does not ha\e a component contract that fits 
mlssion needs, then The Bureau will conslder addlng one Howeker, economies of scale must be 
apparent in that there must be a strong reg~onal request for technical assistance contracts that are 
u n a ~ a ~ l a b l e  through EN1 s evstlng portfolio 

Misszon Dzrecrron Sertlng 
In terms of mrssion drrect~on-sett~ng or des~gn, A I D Representatrves and Mrss~on Directors 

s u b m ~ t  strategrc plans \\hrch outlrne project actlvlty and program drrection one to two years In advance3' 
M~ssrons prepare t h e ~ r  stratezles with the assstance of the EN1 Program Office, and present them to an 
inter-agency panel rncludlng the Deputy Admrn~strator of A I D and tlie Techn~cal Office Director 

Contract and Legal Support 

A small percentage of iontract negotiatron IS managed b j  the A I D Representatrve, Mrss~on 
Executrve Officer, or Reg~onaI Contractrng Officer At tllnes, EN1 allocates small project bud, ~ e t s  to 
~ n d n  rdual mlssrons ~ \ I i i ~ i i  the\ contract and manage rndependentlb Tlirs IS  usually for actrvrtles that 
are better hnndlcd from ti e field or that ma\ fall far outside the mandates of the component contracts 
funded through EhI \i asl11ngrc.q EN1 has placed controllers In Budapest Warsat\ and hloscou to 
handle all EN1 countn ccntrac ,ng requlrelnents of t h ~ s  sort 

Project Irnplementat~on 

Project ~mplsrnerl~at~cr  15 mana~ed  tlirouzli I\lrssrons and R e ~ ~ o n a l  Representatr~e Offices i n  

coordrnat~on w ~ t h  E\I  s Project De~eloprnent Office Srnce EN1 pla\ s a central role In des~snrn_c and 
contracting project actnltles ti-?\ also asslst mlsslons In managlng project rtnplementatron b\ 
coord~natlng w ~ t h  other Office> and Bureaus In Washrngton 

F~e ld  irnplementat~on 12 usuall\ managed b) PSC staff hrred b) the Miss~on Dlrector and funded 
through erther tlie \lr,s~nn optrational budget or througll the program budget The use of PSCs enables 

3 5 ~ ~ ~  EN1 component con racts are negotiated through A 1 D s Contract Office In Wash~ngton In fact 
because of the volume of a c r , ~  in 1.1 ,he re_rlon the Contracts Office has a dl\  lsion ded~cated entirel\ to ncgotlat~ng 
EN1 contracts 

3 6 ~ u n d s  for component ard mission project deslgn are usually suppl~ed throuzh the Technrcal Office that 
houses or wlll house the cornponer contract 

3 7 ~ ~ s s i o n  bu\ ins ( ~ n  th- form of SO\ s) to the component conlraci can be short or Ion: term snd are 
almost a l ~ a y s  des~gned b\ direct h re staff e~ther misslon staff or ENI TOs 

3 8 ~ ~ s s ~ o n  strategies can ~nclude a statement of the programs the Dlrector Intends to access through the 
upcommg two to three vears and ho\+ the) will allou hls'her countrv to ach~eve development goals 



Project implementatlon IS  managed through Missions and Regional Representatwe Ofices, In 
coordination 1~1 th  ENI's Project Development Office Since ECI pla\s a central role in design~ng and 
contract~ng project actlv~tres they also asslst mlssioris In managing project ~rnplementatlon b j  
coordlnat~ng u ~ t h  other Offices and Bureaus In Washington 

F~eld ~mplementation IS usually managed by PSC staff h~ red  by the M~ssion Dlrector and funded 
through e~ther  the Mlss~on's operational budget or through the program budget The use of PSCs enables 
Missions to malntaln a strearnllned direct h ~ r e  staff, n h ~ l e  allou Ing the flex~billty to respond to project 
management needs as they arrse As will be dtscussed below, rnonltorlng and evaluation of project 
implementation IS managed through EN1 s Project Development and Program Offices as well 

F~nanclal  Management 

There are two kinds of  financial management r e spons l~~ l l t y  at ENI, one 1s olerseen b) the field 
and the other b\ the Program Office In Washington D C T o  understand who manages what money and 
u l i ~  consider how expenses are allocated and obligated E v e r  >ear mlssions nesotlate both their 
project and operational budgets wlth EN1 headquarters P r o j e c ~  bzrdgets are based on country strategies 
prepared by fiefd and Program Office staff are negotiated w ~ t h  EN1 Technical Officers and are 
contingent on State Department mandates regarding the ailocatlon of  funds bv countrk and development 
lnitlative A m~ssion's operar~onal budger is also negot~ated a r d  IS a funct~on of the ~o lu rne  of project 
activib In country 

Just 3s project budgets are negotiaied independent of c7:erat1onal budzets rshponslbll~ti for 
rnanaglng those budgets is dlvided betueen \+ ash~ngton and tl e field Project blrti_ects are managed 
throuzh EN1 3 Program Office Project drau douns against component contract funds backlog 
obltgation? and resource flows are all nlana~ed b\ the Program Otfice with assistance from in-countn 
accountants and bookkeepers In essence project funds are not cnl\ authorized allccated and contracted 
In M'ashin~ton the} are also tracked and rr, iaged there hIisb -ns o n l ~  hake responx~bllrn for 
reqiiestin~ an lnltial project budzet and negzriatlng that budget \r  ith rhe appropriate Technrcal Officer 4 
project s financial administration IS mana_geJ in U ashington as  \,ell Re\ ten ~ n s  pro~esslng and pa) Ing 
project Inloices approving kouchers and all other project finanzial rnanazernent IS a responsihil~t_c of 
the PDO i n  I+ ashington 

Opcnlrrotial budgets are managed In the field b\ contrc lers lxho can be based In a reg~onal 
mlssion "hub As such, s e ~ e r a l  miss~ons ube the services of a reg~onal  controller to manage their 
operatronal budgets For example the Controller covering Romania Albania Bulgar~a and Slo\akia is 
located in i 4  arsaw, and the Controller covering Estonla L a h  la and Lithuania is located In Budapest 
NIS countries drau on mission resources in Russia or habe thel- o u n  financ~al manasers 

Audits and EvaIua t~ons  

Audits are conducted through The Inbpector General s (TG) Office and are funded there a> well 
In terms of e laluat~on EN1 is In the proces. oftlghtenrn~ its reFsrtlng requlrernents \lore spec~iicall\ 
E h l  s Program Office IS dekeloping a serles of objectike ~ n d l c a ~ - r s  baked on countn and slze of project 
which will be used to measure progress agalrst mended outputs and allocat~on of program resources I n  
short, the Program Office e~a lua t e s  nhether EN1 projects are rneetlng program object~kes - 



The Project Development Office (working wrth rnrssron-based PSCs) monrtors A I D 
contractors regardrng t he~ r  abrlrt) to meet delrkerable and rmpact requrrements as stated In negot~ated 
scopes of work Program and project goals are usually complrmentary, but in some cases, objectl!es at 
the project level have been ach~eved In EN1 M rthout meetlng those at the program level Thrs IS usually 
the result of the rapldly changlng development environment In the reglon 39 

Cornparaon of O&E Costs to Efficiency 

EN1 IS a dynam~c model, and a profile represents only a st111 picture subject to change 
, Whatever the changes, the Bureau devrsed an Innovatrve method for meetrng a drverse set of technrcal, 

polit~cal and development assistance requrrements, across one of the largest regronal programs ~n The 
Agency ENI's chang~ng model has requlred some lnnovatron and redefinrt~on, In terms of contracting 
managrng, desrgnlng, and rmplementlng projects The model they have chosen to employ tends to 
centralize authonl) and dec~s~on-mah~ng  power In Washington However, rt s~multaneously allous for 
maurnurn flexrbrl~ty In project des~gn,  and has been responsrve to a drverse set of missron needs and 
requests4' 

A I D budget directors use an informal rule of thumb for allocatrng O&E funds to Bureau 
programs and projects In  essence overseas programs of  $10-$15 rnrll~on w ~ l l  requlre 5 U S drrect hires 
lncludrng a Mrss~on Director, a Controller a Program Officer an Admlnrstratlve Officer and a local staff 
person For everv addrtional $5-$10 mrllion in program assrstance A I D authorizes the add~tron of 
another USDH Hoxbe~er on axerage e v e n  USDH that IS  located in the field costs $100 000 more than 
a \trash~ngton D C based staff person These evtra costs come froin post differentlal housrng and 
education and other a l l o~~ances  EN1 IS seen as Lery cost effectixe b) budget managers because under 
thelr 16'ashington based centralized model of organlzatron and management the Bureau's number of 
overseas staff 1s half that justified by A I D s rule of thurnb for overseas USDH staff support For 
eyarnple althou_gh EN1 s ashhrngton-based staff outnumber ANE" and other regronal bureau staff bb 
about half the e\cess costs (of 5 100 000 per ox erseas placement) are not Incurred Consider the 
follow~ng chart' 

'"PSC Executrbe Officers and Operational Serx ices Office pro\~Js  logist~cal support to EN1 rnls Ions 

- - - - 

I 

Lt'ash~ngton O&E Budzet 

OL  erseas O&E Budget 

Total 

40Because EN1 s technical assistance portfolio tends to target regions Instead of countries trachng 
count9 specific obligat~ons and accomplrshments is d~fficult and leads to trouble u ~ t h  congresb and different lobb~ 
grou s As wtll  be drscussed belou the Bureau is workrng to implement an information mana, oenient s\ stern that 
wrll Rlp to relreke these pr:blcms 

41The Bureau for Asia and the Near East 

- - - 

EN1 

$2 800 000 

$22 857,000 

$25,657,000 

4 2 ~ h e  following figures are estirnatlons glben bv USAID Budget Analvst Marcus Rarich 

ANE 

$330 000 

$>6 000 000 

$56 330 000 



U S AGENCY FOR INTERNATIONAL DEVELOPMENT 
REGIONAL MISSION IN AFRICA' 

AND LATIN AMERICA/THE CARIBBEAN' 

AFRICA BUREAU REGIONAL SUPPORT MISSIONS 

Goals and Objectives of REDSO East and South Afrlca (ESA) 
and REDSO West and Central Afrtca (WCA) 

The Regional Econom~c  Development Servrces Offices (REDSO) for East and South A f r ~ c a  and 
West and Central Afrlca are service organlzatlons Established In the 1970s when programs were 
eupandlns throughout Africa resources \+ere not a v a ~ l a b l e  to  fullj-staff bilateral m ~ s s l o n s  on the 
continent Thus, REDSOESA and VvCA were set  up as  separate offices to provlde a central pool o f  
experienced USAID officers and t echn~ca l  experts  available to a d v ~ s e  and asslst other USAID mlsslons 
In A f r ~ c a  and to manage USAID programs In a f e w  countrles w ~ t h  no res~dent staff 

REDS0 s most Important func t~on  18 to respond to requests for professlonal and technrcal 
support s e n  Ices froin some 27 countrles in East and South A f r ~ c a  and 16 countrles In \Vest and Central 
Africa R E D S 0  s r e l a t~onsh~p  \ \ ~ t h  each b~la tera l  rnlssion Lanes according to the author ln  granted to 
each l l l s s ~ o n  D~rector  b j  the US 41D Ass~s tan t  A d m ~ n ~ s t r a t o r  for 4frlca Most missions hake substantial 
authority to authortze and l~nplernent their o\\n bilateral programs These rnlsslons most11 looh to 
R E D S 0  for professlonal a d v ~ s e  and for c o n s ~ d e r a b l e  assistance In the d e s ~ g n  irnplementat~on and 
evaluat~on of  thelr prozrams Other mlssions \+~ t l i  rapidl\ ekpandlng programs but l ~ l n ~ t e d  staff o f  t h e ~ r  
o u n  must obtain REDS0 s concurrence to appro\ e projects negot~ate  and execute grants or  loan 
agreements grant u a l ~ e r s  and take various other ~ rnp lemen ta t~on  actlons 

'The Zimbabue Reg~onal hliss~on IS closing and rnovlng to Botsuana shortl\ A detailed 0& \1  plan has 
not yet been drawn up for Botswana 

21nforrnat~on for th~s  document h a s  gathered from The Reg~onal Office for the Car~bbean Act~on Plan 
1995-96 L~SAIDiCuatemala Central Amer~can Programs (USAIDIG CAP) Reg~onal Oken lew Staffirs Patttm 
and Br~efing Booh for the Reg~onal Econorn~c De\eloprnen~ Serv~ces Office for East and Southern Afrlca 
(REDSO/ESA) Regional Econom~c Development Serv~ces Office for tirest and Central Afr~ca briefing p3cLage the 
USAID Congressional presentation telephone d~scussions u ~ t h  4fr1ca Bureau emplotees Joan Atherlon \atak I 

Re~nolds B~l l  hlartin and Robert Hellker LAC Bureau emplo~ees  Rob~n Brlnhley Cec~ls l iango 

3Not includ~ng servlces for ,mall countrv or close-out programs 



REDSO\ESA Program and Project Portfolro - 
REDSO\E manages rt s 0v.n portfolro o f  count? programs regronal projects and reg onal 

contracts and lnltlatives 

Country Programs 

U S asslstance to the Cornoros IS rnalnly based on humamtarran grounds and Includes techn~cal 
asslstance grants to PVOs for asslstance In agricultural product~on so11 conservation, envrronmental 
protection and crop d~versrficat~on REDSO\ESA prov~des USAID representatlon for the Cornoros 
REDSO s Project Development and Program Support D~vrsrons are responsrble for oversrght and 
coordinat~on wrth the U S Embassy In Maurlt~us 

U S assrstance to Djrbout~ IS based on somewhat strategic Interests, as the country s sea and 
airport facllrt~es are at the junct~on of the Red Sea and the Gulf of Aden From 1988 to 1991 the U S 
Government prov~ded Djlboutl wlth a total of $13 5 m~lllon in cash grants Srnce 1992, U S assrstance 
has been prov~ded rn the form of an annual Non Project Ass~stance Cash Transfer grant of Ecorornrc 
Support Funds (ESF) for direct budset support to the Gobernment of Djlboutr REDSO\ESA provides 
USAID representatlon for Dj~bout~ and llhe Cornoros, the Project Development Office (PDO) provrdes 
all backstopprng and Embass1 lraison support 

Reg~onal  Agricultural Research %e tworh~ng  Projects 

REDSO\ESA manages and lrnplernents four re_gronal agrrcultural projects rangrng rn s ze from 
S3 6 mrll~on to 54 6 m~llron Ptoject> rnciude The CIP,PRAPAC Potato Research project Tlie Eastern 
Afr~ca Soutllern Afrrca Root Crops Research Net\\-orh The East Afrrca Bean Research Project and The 
4gro-Forestr) Research Nehiorh for Afrrca AII four projects are due to end rn 1995 REDS0 ES4 also 
manages a regronal farntlt plannrns project tot~lrng $9 6 mrllron and due to end In the year :Of3 

Reg~onal  Contracts and In~tlatr \es  

REDSO\ESA also marlazes set era1 regronal rnltratlces and Irldefinrre Quantrtj Contrac,, rn 
specific techn~cal areas Flee reg~onal lnitratrves procrde a total of $2 530 000 In program h n d -  and are 
rn the areas of the envrronment healtl~ and human resources trade de\-elopment \cornen in bus r~ f>s  and 
costal resource management4 REDSOs IQCs are axallable to rnrsslons rn the regron for specrfi. short- 
term t a s k  and ~nclude 

The Frnanc~al Management Senrces In Support of USAID Project Actrcrb In ESA IQC 
fundrng cannot exceed 5950 000 per contract perrod and IS  due to expire in 1997 

The Regronal Contractor 4hsrbtance Program for Techn~cal Services In Support of 
USAID Project Actrvrties In East and Southern Afr~ca  f~ndrng  is pro\ ~ d e d  at a 
maumum of $450,000 per tear and is due to evprre rn 1995 



The Prlvate Sector Development Support IQC, funding cannot exceed $950,000 per year 
and is valid for three years 

REDSO\WCA Program and Project Por t fo l~o  

REDSO\WCA manages two reg~onal projects from the field Mlssion personnel oversee and 
implement an African Development Bank (AfDB) cooperative agreement, which focuses on applying 
environmental assessment cuteria In the design and review of procedures for AfDB loans, and lendlng to 
the private sector Program Assistance under the AfDB project came to $ 1  8 mil l~on In FY 1994 and is 
budgeted at $700 000 for FY I995 AIl activities under thls project are managed through REDSO\WCA 
REDSO\WCA IS designing a regional health project, which is budgeted at $9 4 million for FY 1995 as 
well 

REDSO ORGANIZATIOh AND MkhAGEMENT FUNCTIONS 

East and South AfrlcaS 

With a staff of 1 17 including 29 d~rect  hire positions REDSO\ESA IS the repository of a 
sign~ficant portion of bS4ID s technical expertise In the reglon The REDSOESA staff includes one or 
more persons shilled in program development project design and implementatlon economic and 
financial analbsis legal senices priLate sector de~elopmsnt agriculture  forest^ natural resources 
management enLironmenta1 coicerns behavioral soclal a7d political sclence engineering contracting 
commodity management f amt l~  planning and health child s u n  i ~ a l  financing of health programs food 
for peace financial management housing and urban dekelopment, and llbrarv servlces 

REDSO\ESA staff a ~ e r a ~ e  at least 40 percent of tbe~r  time on TDYs pro\ iding serL1crs for 
s e ~ e r a l  dajb or neehs at a tlme In FY 1994 REDS0 staf~ probided appro\imatel~ 1 500 dats  of 
technical and prozrammatlc support s e n  ices ag3lnst a reponal demand of near]\ S 0 0  for the \ear 
Appro~imately 1 050 for APD 590 for PDPS -410 for Contracts and 235 for Legal According to the 
FY 1994 Congressional Presentat~on the REDSO\ESA offices described abo\e support dekelopment 
asslstance activih of $368 900 000 in ESA countries Folloi\ing IS a matrix of some of the funct~onal 
support s e n  ices provided by REDSOESA to countrtes In the reglon 

- - 

'REDSO\ESA Br~efing Book November 1994 

D ~ v c s ~ o n  

4nal\s1s and 
Plann~ng 
Dl\ lslon 

Staff 

1 C h ~ e f  APD 
I Economlst 
7 Techn~cal Ad\ lson 
1 M o n ~ r  E\a l  Spec 
1 Office Aut Tech 
1 Secret? 

Support S e n  ~ c e s  

Pro\ ~ d e s  tec+n~cal s t n  Ice n the deslgn lrnplernrntar~on and 
mon~tor~n_g e\aluxron of project and non project assrslance s t r a r ~ g ~ c  p l a n ~ n g  
and preparmon of CPSPs A P I  and the d ~ s l g n  and rnanseement o f  sec or 
ssessrnents  



W e s t  a n d  Central Afr~ca  

Projecl 
Development 
and Program 
S U P P O ~  
D~vtslon 

Legal Dlvlsion 

Flnanclal 
Mgmt Ctr 

Contracts 
Dik islon 

Assist ESA Mlsslons in the deslgn evaluation and lmplementatlon of project and 
program asslstance activltles 

I Chtef PDPSD Ofice 
I Deputy Chief 
3 PDOs 
I Prtvate Sect Advisor 
I Project Montt Spec 
1 Admtn Assistant 

1 Chlef Legal Division 
2 Reg Legal Adv 
I Legal Consultant 
l Secretary 

l Controller 
2 Fnan Mgmt Off 
2 Accountants 
1 F~nanclal Analyst 
1 Data Processor 
I VoucherPrl Ofcr 
1 Cntroller ~n Burundi 

1 Chief Cont Divislon 
2 Contr Officers 
2 Contrsct Nego 
1 Coni blgmt Spec 
1 Cont Admtn Asst 
l Secretm 

- -- 

Provides the full range of legal ad\lse and servrces to hllsslons ~n the 
REDSO\WES reglon tncluding preparing and tnterpretlng bl lateral agreements 
applylng prokisrons of the Foreign Assistance Act PL 380 and other leg~slatioq 
identifytng and resolving legal and related tmplementation problems durtng the 
enttre project and program process and other slmllar responslbillties' 

Provldes budgetlng accounting financial anal\s~s pakment reporttng and 
financial consulting services for USAID organlzatlons and/or acttvlties lo 
missions In ESA 

- - - -- 

Responds to requests from USAID rntsslons for suppon in mcetlng acqu~sltion 
requlrernenls u hich are be\ ond the Mlssion s let el of e\pen ~s of d~lcgated 
authar~t~ for contract or asststance actions 

REDSO\%CA procrdes  both technical a n d  support  services  to  m ~ s s r o n s  and courltrres throughout  

t h e  WCA regton In countrres  wtth n o  formal  A I D preserlce R E D S O i W C A  manase ,  all technrcal 

assrs tance and suppor t  n e e d s  In countrres  \\ rth permanent  bl lateral rnrssronsS R E D S 0  WCA helps  rtll 
functional suppor t  )\lien r e q u r r ~ d  (project des r fn  r ~ n p l e r n c r l ~ a t ~ o n  e l  7luatton) and pro\  rdcs I e ~ a l  

contractrng and  o t h e r  functronal  s e n l c e s  

R E D S O \ W C A  e m p l o q e e s  32 USDH 10 CSPSCs a n d  103 F S N s  In 8 teclinlcal and functronal 
o f f ices  tncludrng T h e  Off ice  of t h e  Drrecror T h e  E \ e c u t t \ e  Off ice  T h e  West  Afrrca Accounting 

C e n t e r  a n d  T h e  O f f i c e s  of Procurement  T h e  Regronal Legal 4 d \  rsor Project dnd Program 
D e ~ e l o p m e n t  a n d  Engrneer tng  Heal th and  H u m a n  Resources a n d  Product l \e  Sector  D e . e l o p ~ n e n t  

FoIlo\srng a r e  d e s c r ~ p t l o n s  o f  s o m e  of the  functronal support  servrces provrded t o  countrres i n  the resron 

th rough  REDSO\WCA A c c o r d t n g  t o  the  FY 1994 Congressronal  Presentatron the  REDSO\\iCA 
of f ices  descrtbed a b o ~ e  suppor t  deve lopment  assls tance ac t ] \  rn o f  approutrnatel\  S2OS ' 00  000 In \\ C A  

count r tes  

6 ~ e g a l  a d v ~ s e  IS also prov~ded  through USAID South Africa and USAID,Swaziland 

?Cape Verde Cote D lvolre BurLlna Faso Chad Toso Cameroon and The G a m b ~ a  are   lose^ or a r t  

being closed 

'Benin Cape Verde Ghana Gulnea L~berra  Mall Yiger hrgerra Senegal Toso and Zarre 



Support Serv~ces 
The West Africa Accounting Center Consists of four unlts The 
Controllers Office The Financial Analys~s Division The 
Account~ng D~vision and the lnformat~on Resources 
Management D ~ v ~ s ~ o n  

Responsible for provid~ng procurement services to 
REDSO\WCA client posts that do not have Contract~ng Offices 

Provtdes legal councli and adv~se to the rnanagernenr and staff of 
REDSO\WCA an all cl~ent posts 

This Office is d~vtded ~nto two d~vis~ons  Project and Program 
Development and Eng~neering PPD pro\ Ides project and 
program des~gn implementat~on and evaluat~on sen Ices to posts 
In the ii CC4 reg~on PPD is also respons~ble for plmn~ng 
progrm budget management for 311 RCDSO \i CA program 
act]\ ltrss The Engineerlng dl\ is~on pro\. ~des  all inpL for the 
design implementation and e\aluat~on of prolects throughout the 
reglon 

Pro\ ~ d e s  adm~n~s t ra t~ te  management and support sen ices to 
REDS0 M C 4  Respons~b~l~ties ~nclude personnel and contract 
adrnin~strat~on trabel and transportarron staff t ra~n~ng 
cornmun~cat~ons and records procureln~nt and adnl~r qrratl\e 
representatton 

Dn xslon 
West Africa Accounting Center 

Office of Procurement 

Ofice of the Reglonal Legal 
Ad\ lsor 

Ofice of Project and Program 
Detelopment and Eng~neering 

The E ~ e c u t ~ x e  Office 

Staff 
1 Ass~stant Director 
I Deputy Controller 
3 F~nanclal Analysts 
2 B&A Officer 
5 Accountants 
3 Budget Analysts 
I Voucher Examlner 
4 Info Mgmt Spec 

1 Assistant Director 
2 Contract~ng Officers 
2 Contract~ng 
1 Spec~al~sts 

1 Assistant Director 
2 Legal Special~sts 

1 Ass~stant D~rector 
3 Prolect Del Officers 
3 Engineers 

2 Execut~be officers 
I Personnel Ofticcr 



. 
LATIN AMERICA 4ND THE CARIBBEAh R E G I O h  L\L SUF'PORT ILlISSIO\S 

Goals  and Objectives of the Guatemala-Central A m e r ~ c a  Programs (G-CAP9) 
a n d  T h e  Reglonai Development Office for  the  Caribbean (RDO\C) 

Guatemala-Central A m e r ~ c a  Programs 

In collaborat~on w ~ t h  bi-lateral mlssrons, USAID\G-CAP supports efforts to protect the 
environment, build democracy and encourage broad-based economlc growth G-CAP'S portfolio can be 
broken down into elght strategic objectives, five of which are bi-lateral and three of which are regional 
G-CAP s bl-lateral strateg~c 0 b j e ~ t l ~ e ~  include promoting ( 1 )  strengthened democratic instltutlons, civil 
society and rule of law, (2) smaller, health~er families, (3) en\ lronmentally sound natural resource 
management, (4) increased trade and ~mproved labor relations, and (5) improved qual~ty, effic~ency and 
equlh of pr~mary educat~on servlces G-CAP'S reg~onal strateg~c objectnes are to promote ( I )  increased 
Central Amer~can partic~patlon in the hemispheric economv, (2) enlr~ronmentallq sound natural resource 
management and (3) more effect~ve and democratic local gobernance The m~sslon's program budget 
for accomplishing the above strategtc objectives looks as follows 

Reglonal Dekelopment Office for the Caribbean' '  

LTS411) De\eiopment Assistance From 1991-1991'0 
I n  Thousands 

RDOC has been slated to close donn  in 1996 I n  1997 tlie R D O C  rnlsslon de~eloped a 
strategk for the Eastern Carlbbean which li~nged on increased and diversified trade and impro~ed natural 
resource management A )ear later In ~ t s  FY 1994 1 9 9  actron plan the rnlssron proposed to end ~ t s  
Eastern Car~bbean program The phase d o ~ c n  process \$as \tell under \+a\ b> No~ernber  1993 when 
LISAID p u b l ~ c l ~  announced plans to close RDO\C LZ hllc seLen nen projects start-ups propobed In 1991 
have been abandoned the mlsslon IS  stressing rigorous adherence to planned scl~edules for complet~on of 
on-golng actlvltles The result of closing RDO\C will be a decrease In the number of actlve projects 
from 20 current l~ to sl'r b) the end of 1995 As of tlie b e g ~ n n ~ n g  of 199) RDO\C s rernalnlns portfol~o 

'ROCAP (the reg~onal mlsslon for Latln Amer~ca) Ira5 merged ~r lth the b~ lateral Guatemala r jss~on morc 
than a year ago and is now called The USAID M~ss~on for Gualsmala and Central American Programs (USAID G 
CAP) 

Bel~zc 

$22 333 

1 ° U S ~ l D  biiss~on for Guatemala and Central Amerlcan Programs Brlefing Document U o \ e ~ - s r  1991 

Guatemala 

$93 675 

l l~eglonal Office for the Carlbbean Actlon Plan for FY 1995-95 February 199.1 

Cost R1t.a 

$29 810 

Honduras 

$126860 

El Sal~ador 

$188 137 

h i ~ x a c u a  

SlOO>-lJ 

To131 

56-1-17~1 

Panms 

528761 

Reclonal 

$ 3 4 4 3 1  



wiII consist of nine projects with an LOP value of  over $70 mill~on and an est~rnated pipel~ne of about 
$20 mil l~on 

ORGANIZATION AND MANAGEMENT FUNCTIONS 

ROCAP's management functions and respons~b~l i t~es  were absorbed Into the bi-lateral 
USAID\Guatemala mission over a year ago Although a regional support capaclty st111 exists In 
Guatemala reg~onal support activities are no longer managed tl~rough an Independent mission G CAP 
staff is broken Into 33 offices and IS staffed by 13 FSN d~rec t  h~res, 144 FSN PSCs, 3 TCN PSCs, 2 1 
U S Direct H~res, 2 U S P4SAs and 10 U S PSCs, for a total o f  203 personnel Just as REDSO, G- 
CAP houses several legal, contracts financial management, and executive office staff that service both 
reg~onal  and bl-lateral projects and programs The Legal Office employs one specialist, the Contract 
Office employs nlne negotiators and admin~strators, and The Offices of Program D~rec t~on  and 
Manazernent, Project Support and Programs emplov 15 staff to design, ~mplement evaluate and manage 
regional and bi lateral debelopment ~nitlatives Most mlssion personnel iborh on bi lateral and regional 
programs and projects, so i t  is d~fficult to break out the percentage of O&E support that goes to 
managlng individual count? activltles 

As part of ~ t s  comrnitlnent to br~ng on-going acttblties to a successful conclus~on RDO\C 1s 
grvlng careful attention rn ~ t s  close-out plann~ng to Irnk~ng staff reduct~ons to portfol~o reduct~ons In 
short as RDO\C programs shrlnk RDO\C undergoes a continual process oforganlzatlonal consol~dat~on 
In FY 1993 seien RDO\C offices \%ere merged Into three those be~ng  Office of Program Development 
a General Deielopment Office and Trade De~elopment Office In 1995 the GDO and TDO Offices w ~ l l  
be merged n ~ t h  the Legal Otfice and The Contracts and ExecuttLes offices Ila\e alread\ started acting as 
one unit 

The mlsslon IS concerned that thetr O&E budget i~111 not prov~de for adequate staff to support 
the order]\ close-out of therr evstlng pipeline and backlog RDO\C s 0&E budget \\as reduced 
s~gn~f icant l i  betmeen 1993 and 1993, from $3 1 rntlllon to Sl 9 rn~l l~on Total O&E evpend~tures are 
expected to drop to $ 1  7 million In 1995 and do\+n further to $908 000 In 1996 Tlir mlsslon s actlon 
plan rndicates a mandated 1993 FTE of 4 USDHs, while the mlsslon requests a minimum of 1 1  4 FTEs to 
lnsure the effic~ent completion of ~ t s  portfolio Currently plans for rnovlng a fen project actlvltles to 
other bi lateral mlssions In the reglon are u n d e n ~ a y  

12US 4ID\Guatemala Staffing Panern as of September 30 1994 
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COMPARISON OF OSrE COSTS TO EFFICIENCY 

When cornparlng the cost and efficiency of the four reg~onal support mlss~ons a b o ~ e  two 
questions face USAID Budget analysts, ( I )  does the current level of program activlty jus t16  current 
O&E eupend~tures, and (2) would merging the reglonal mission w ~ t h  a nerghborlng countn mlssron 
generate cost sav1ngs7 Altllough these seem l ~ k e  srmple questrons, they requlre deta~led analvs~s For 
Instance, for the present, USAID has determrned that the hvo REDSO mrsslons prov~de needed support 
to thelr portfolto countrtes, and that movlng that support will not generate cost savlngs Whb have they 
come to thls c o n c l u s ~ o n ~  REDSO\ESA relres heavlly on the bi-lateral USAID rnlsslon tn Kenya for 
operational and admln~strat~ve support (drivers, guards, etc ) already T h ~ s  leaves only the baslc regronal 
support functions described above, whlch are st111 In great demand from REDSO's portfol~o countries 

Grven that the need for reg~onal support functrons wlll rernarn after REDSO\ESA IS 

hypothetrcally merged wlth USAID\Kenya, would the move generate cost savlngs3 The ansi\er is most 
probably no Absorption of REDSO\ESA activates into USAID\Kenya would reasonabl) result ln the 
creatlon of  a dlvision or department wlthln the bl-lateral misslon to handle regional support actlvltles 
Such a move would not result ~n h e a ~ y  staff cuts, or in decreased bulldrng and maintenance costs since 
buildrngs space and offices would be needed to accolnmodate the same aggregate number of staff The 
same a n a l j s ~ s  appl~es for REDSO\WCA, and has one add~tlonal rnotivatrng factor Several of the 
countrres covered under REDSO\WCA's portfolio are d~fficult to flv Into Cote D Iborre is one of onl j  a 
few locations that can accommodate dlrect flights to LI'CA countries Slnce several bl-lateral misslons ~n 
Afr~ca  are closing ~t ~rould seem that the hvo REDSOs ~rould actualli justih an increase In OLE 
support This IS not so since the b~ lateral programs In these countries are terrnlnating alon= i r  ~ t h  
rnlsslon presence 

Contrary to the hro REDSOs USXID\Z~rnbabt\e' The Regional De\elopmerit Of t ,e  for the 
Caribbean and ROCAP have been closed or are closing In the case of Zlmbabne tile closurc IS  a result 
of the termination of bi lateral programs rn countn and the mobernent of h i _ r l ~ l \  demanded r,gional 
support functions to Botsirana" In tile case of RDO\C and ROCAP the closure \\as t l ~ e  direct result of 
shrrnllng reg~onal prozrams When RDO\C closes In 1996 most of its countn programs \r 1'1 terminate 
Those that remaln \ + ~ l l  be managed bv ne~ghborlng b~ lateral missions 

13US~1D\Z~rnbabue has ali\abs been a b~ lateral rnisslon alrhough ~ t s  project portfol~o d ~ d  t - L ' ~ d e  
regional activrtles 

14The declsion to move reg~onal support funct~ons to Botli\ana lnstedd of trz~sforntrng 
USAIDLZimbabwe lnto a reg~ona! rnlssion %as made for political and logistical reasons 



THE WORLD BANKi 

Goals and Objectives 

The World Bank IS a mult~lateral development inst~tutlon whose stated fundamental objective IS 

poverty reduction The term "World Bank" actually refers to two legally and financially distlnct entrties, 
the International Bank for Reconstruction and Development (IBRD) and The International Development 
Assoclat~on (IDA) The World Bank's total comblned loan portfol~o IS $148 blll~on lnclud~ng $107 
b~lllon In IBRD loans, and $4 1 bllllon In IDA loans2 

The IBRD and IDA have three related functions those belng (a) to lend funds (b) to provlde 
economlc a d v ~ c e  and technical asslstance, and (c) to serve as a catalyst to investment by others The 
IBRD3 finances Its lending operat~ons predominately from borrowings In world cap~tal markets whrle 
the IDA4 extends asslstance to the poorest countrles on easler terms, mostly from financ~al resources 
proi ~ d e d  by ~ t s  wealthier members The U'orld Bank also provldes loans to help develop~ng countrles 
adjust thelr economlc pol~cies  In the face of structural dilemmas that threaten continuing development 
In 1993 the Bank was the largest slngle lending lnstltution w ~ t h  commitments of $23 7 blilion Of  t h ~ s  
amount, loans to rn~ddle Income countrles at near-market rates with repayment schudules of 15 to 20 
years amounted to $17 b~lllon These funds are ra~sed from world cap~tal markets \ x ~ t l ~  the backing of 
donor countries The remaining $7 billion were concessional loans or IDA 'credits to the poorest 
countries with annual per capita incomes belou $805 Tliese loans liabe 3 5  to 40 \ear  repatment 
schedules \ % ~ t h  annual service fees Instead of interest rates Soft loans are funded d~rec t l j  from donor 
country contributions 

The Influence and representation on the board of d~rectors IS proportional to contr~butions to the 
Bank The leading donor countr) contributors include tlie United States \r ~ t l i  tlie Isrzest ,hare at 17 
percent, Japan contributes 7 percent and German) 5 percent 

The Banh places hl_eh priorlb on the loan appra~sal process that estimates rates of return on loans 
for iarge projects such as economlc and soc~al  infrastructure I n d ~ ~ ~ d u a l  loans for large economic 
~nfrastructure projects such as dams roads teleconimunicat~ons ports Irrigation and dramage amount 

'~nterv~ew with Arnaud Guinard Chief of Miss~on World Bank Regional Office Bangkok Bradley 
Babson Country Re resentatlve Hanoi Khalld ]!,ram Chief Country Operations Division East Asla and Pacific 
Regional Office an f Sharnima khan Economist Count9 Operarions Di~ision East Asla and the Pacific Region 

2 The World Bank Annual Report 1993 

3 IBRD loans are provided to member countries at just under the market rate or at  appro\imatel\ 7 7 s 0 o  

4 IDA loans are soft In that they are probided to The icorld Ban!, s needlest rnerrber countries at an  
interest rate of about 75% (314 of one percent) 

 he International Flnance Corporation (IFC) and The klul t~la tera l  ln~esrrnent Guarantee Agencv (hlIGA) 
are affiliates of the World Banh The IFC promotes g r o ~ t h  in the prnate sector b\ rnobiliz~ng foreign and donlestlc 
capital to Invest with ~ t s  oun funds MIGA encourages foreign d~rect inbestrnent bv protecting Investors from ncn 
commerc~al risk 



to tens of ~nr l l~ons  of dollars Loans for economrc and socral Infrastructure requrre an appraisal of 
economlc rates of return that rnahe assumptlons about rates of  growtl~ in dernand for new production 
capacity and revenues generated by infrastructure 

The Bank develops relatlonsh~ps with governments to develop loan projects that support publrc 
and private investment In large projects Bank staff are dlrectly ~nvolved In project ~dentlfication and 
des~gn,  and conduct detarled ana lys~s  of  econom~c returns of return as part of the loan preparation 
process Countries vary In t h e ~ r  rnst~tut~onal capabllltles to accept loans and to provlde the reporting 
~nforrnatron requlred of the Bank For example, Thalland has over 20 years of experlence wrth Bank 
loans and has tile abrl~ty to accept large loans and follow Bank procedures for loan rmplernentatron and 
reporting Laos or Cambodla, In contrast have extremely l~mlted experlence wrth the Bank and do not 
have the lnst~tut~onal capaclty to  accept and manage Bank loans w~thout  srgnficant rnvolvement from 
Banh staff and technlcal assistance These poorer countrles are rnclined to accept technlcal assistance 
and soft loans 

The Wappenhans Report argued that the Banh's blas toward upward estimates of rates of return 
to ensure loan approval w~th ln  the lnstrtutron was a major cause of poorlk performing infrastructure 
loans Tlie Banh admltted that rt discovered a pattern of overestimation of demand by as much as 20 
percent for power andwater projects For railwavs the Bank found that rn 29 of  3 1 cases freight traffic 
farled to reach rts projected level and demand actually declined In one thlrd of the cases studled The 
Bank has also been c r ~ t ~ c ~ z e d  for ~ t s  overemphas~s on rates of return that Ignore user costs of resources 
and neglect local env~roninental and poLerty Issues 

Delelopment and Commercial B a n h n g  

The ii'orld Banh IS a comblnation d e v e l o p n ~ e ~ ~ t  and commerc~al bank W h ~ l e  donor natlons 
contr~bute funds for lend~ng pro_grarns and set broad p o i ~ c ~ e s  and directions to g u ~ d e  Banh lending 
practrces the irlst~tution Itself operates as a lending organlzatlon ~ ~ t h  finanLlal rates of return that g u ~ d e  
operatloris and decrsion rnahlns- The Banh 1s responsrble for and accountable to its Board of Directors 
for a c h ~ e ~  ing those rates of return the Board IS made up of countr) representatlves nhose influence IS  

proport~onal to Bank contrlbutlons * Balancing ~ t s  de~elopment  objecti\es and Board mandated return 
rate, the Banh Invests in countries through I D 9  and IBRD financed project Inltlatnes wli~le increasing 
~ t s  portfolio countrles propenslh for prompt repament  throush structural adjustment programs that 
strengthen tlie economic and financial en\ lronment 

' ~ o r l d  Development Reporr 1994 p 17 

7 ~ h e  large technrcal staff cons~strng of de\elopment economists enpeers  and other profess~onals pro\ ~ d t  
the technlcal a n a l ~ s ~ s  and loan preparation documents that are re1 ~ei\ed and appro\sd b\ the Board of D~recrors 

 he leadlng donor countrv contr~butors ~nclude the Un~ted States w~th the largest share at 17 percent 
Japan contr~butes 7 percent and Germany 5 percent 



Long Term F ~ n a n c ~ a l  Flows to Develop~ng Coun t r~es ,  1990-1992 
(B~Il~ons or US Dollars) 

1990 199 1 1992 

LT Aggregate Resource Flows 9 8 115 135 
Offic~al Development Finance 58 59 62 

Offic~al Grants 2 8 3 1 3 1 
Net Official Loans 30 2 8 30 
Brlateral 15 13 13 
Mulitlateral 14 14 17 

Net Pr~vate Loans I I 14 25 
Cornrnerclal Banks -4 4 na 
Bonds 3 7 na 
Others 12 2 na 
FDI 24 33 3 8 
Portfol~o Equity Investment 3 7 9 

LT Aggregate Net Transfers 24 3 7 58 

The Bank's South  East Asla P o r t f o l ~ o  

IDA lend~ng  to V ~ e t n a m  resumed In October 1993 wrtll the approval of  trio development credits 
for p r imaq  educat~on and hrghwa\ rehabilitation A thrrd major project for agricultural r e h a b ~ l ~ t a t ~ o n  
was  approLed In earl) 1993 b r l n g ~ n g  the total to about US $320 m ~ l l i o n  A structur?l adjustment c r e d ~ t  
IS being prepared for FY 1995" Additional project, are b e ~ n g  prepsred for future fiscal years in the 
areas oftransport  pov.er irrigation reforestat~on n a t e r  suppl, sanitation health educa t~on  urban 
~ s s u e s  and the financial sbstem About 70% of  V~etnarn  s p o r t f o l ~ o  is structural adjustment lending 

As  o f  hlarch 1994 T h a ~ l a n d  recerved 102 IBRD IOZIIIS and S I X  IDA credlts to t a l~ng  LSS 4 264 
rni l l~on In loans and US$ 115 m i l l ~ o n  rn credits N o  IDA credits  h a ~ e  been extended to Thailand since 
1979 The bulk o f  Bank lending has been for energ\ projects (36%) agriculture and rural de~e loprnen t  
(2  1%) and transport (20%) The  current portfolio is relatrvel\ small ( I3  projects under implementation 
In FY 1994) for total comm~tment s  of  about US$ 8 13 r n ~ l l ~ o n  Tharland does not borrow for structural 
adjustment 

'horld Bank Country Report for Vietnam 1994 

10 The Bank IMF and GOV are drafting a pollc\ frame\+ orb paper that covers countn de\elcpmrnt and 
financing requlrernents 

''world Bank Count? Report for Thailand 1993 



Laos I Z  

Since 1986 fourteen cred~ts  habe been extended fo Laos totalttig USS 300 mill~on About 26% 
of  IDA asststance has been provtded to support the economtc reform program through two qutck- 
dlsbursrng adjustment operations supporting the balance of payments The maln focus of Investment 
projects has been the rehabilitation of essential ~nfrastructure About 55% of IDA asststance has gone to 
energy, telecommunrcat~ons and roads The rest has gone to educatron (7%), agriculture (9%) and 
rndustry (3%) The proposed volume of IDA lending for 1995-1997 rncludes eight operatrons for a b ta l  
o f  about US$ 140 million About 25% of Laos' portfolio IS made up of Structural Adjustment Loans 

Although Cambodia became a member of the IMF rn 1969, rt did not borrow from the Bank until 
1993 for rnternal polrttcal reasons In 1993, the Bank approved the first operatton rn Cambodla, the 
Energy Rehabtiitation Project, amounting to approvlmately US$7 9 m~llion In additton, the Bank has 
provided technical assistance for institution building to Cambodia through Instttutlonal Development 
Foundatton (IDF) and Human Resources Development (PHRD) grants totaling about US$9  1 million 
Nearly all of Cambodia's portfolio IS structural adjustment lending " 

Organrzatron and Management of The World Bank 

The M'orld Bank s orsantzatton and inanagement structure IS  based on cost tile abtlittes of staff 
personnel and informatton technolog) The staffing pattern and autliorit~ of Resident and Regional 
hlissrons can be ad hoc and IS  often charactertzed b\ a count9  s loan portfolto In essence through 
some combtnatton of field and home-office staff, the World Banh manages three matn acttvities those 
being to (a) des~gn implement and evaluate teclin~cal assistance and infrastructure projects (b) asstst 
countrles in their structural adjustment efforts through cond~t~onal in  based Structural Adjustment 
Loans" and (c) l ~ a ~ s e  \\ttli  he\ goLerninent officials who inahe the ulttmate iniestmcnt/loan decision 
The Bank has chosen ro relegate prtme responslbiltt> for points one and h \o  to \i'aslitn~ton D C as 
descr~bed below'6 

- 

l2 world Banh Countrv Report for Laos 1994 

l3  world Banh Countn Report for Cambodta 1994 

1 4  The Bank has not lenr to Burma since 1986 

''The Ban!-. s Influence in develop~ng countrles goes be~ond its large financ~al resources Through IDA 
credits and structural adjustment lendlng programs the Bank prov~des cash asststance to allev~ate balance of 
pavments problems whtle countrles are undergoing dtfficult policv reforms Concess~onal lending and techn~cal 
assistance are incentnes for de~elop~ng countrtes to correct econorn~c ~mbalances and ~mplernent reforms such as 
cutting subsidles lowenng inflated exchange rates and trade barriers and reduc~ng goLernrnent spending 

16 Only 3 14 of the Banks 6 800 staff are based overseas 



Project Design, Irnplernentat~on and Evalua t~on  

The Bank's prlnclpal clients are developing country goLernments usuzll\. agencles such as the 
Central Bank or  Ministry of Finance The Banh develops relationships wlth goternments to generate 
loan projects that support publrc and private Investment in large projects Washington, D C and field 
staff become involbed rn Bank projects at different stages 

At the ~dentlficatlon stage, Reglonal and Resident M~ssions play a key role rn worklng with 
governments to recognize and define broad areas that require the Bank's development assistance They 
work wlth governments to conduct preliminary investlgatlons and narrow the Bank's posslble scope of 
lnterventlon to a manageable level called "prellmlnary mapprng" However, detalled expertrse is 
required for the design stage, and that expertise IS provlded by a battallon of U ashrngton, D C -based 
techn~cal stafF7 Banh staff are directly lnvolved in project ldentificat~on and deslgn, and conduct a 
detarled analysls of economic rates of return as part of the loan preparation processI8 As a result, Bank 
professional staff trakel as much as  50 percent of thelr time, to developing countrtes 

World Banh projects are implemented by contractors v.110 do not require technical oversight 
Accordlnglv, World Bank mission staff supervrse, manage and admlnlster project implementation as 
requ~red Impacts analyses and evaluat~ons are managed through Washington, D C , and sometimes 
involve the part~crpat~on of local rnisslon staff 

The decislon to locate technical staff in Washlngton ~nstead of in tlie field IS based on set era1 
Issues Flrst i t  IS appro\imatelv hi ice as eKpensiLe to field a staff person S r c ~ n d  since the Bank 
deslgns its own projects i t  needs to maintain a critlcal mass of technical staffti-st can t r a ~ e l  to s e ~ e r a l  
countries from Washinston Malntalning this staff in a regional l ~ u b  mlssion tiould be more e\peiislte 
and there is a strong feelrng that tlie Bank could loose many well qualified and experienced personnel bt 
forclng a regionalized staffing pattern 

Structural Adjustment Efforts and the Econornlc PoIlc, Di-dogue 

Structural Adjustment Loans (SAL) are usuall) used to support a countn s balance of patments 
posltlon and are almost always a straight cash transfer into a Countrq s Treasun or Central Banh 
Although specific evpenditures ma\ be requlred under condit~onallties SALs are ra re l~  used to 
lrnplement projects T h ~ s  IS where USAID and the Lborld Bank mandates d i~e rge  Altiiough US AID 
may attach cond~tionalitv to speclfic project initiatives ~t rarely emphasizes polls) condrtlonal~r) In ~ t s  
portfolio of development assistance inltlatives Contrarilq structural adjustment lending and monltorlng 

17 Unlthe USAID the World Bank des~gns all of its own projects and loan progr2rns inrernall~ A11 
important decls~ons on loan appraisals and approvals project identification and project d-~rgn are made from 
Washmgton 

18 The Wappenas Report argued that the Banks bias toward upnard estlrnares of rates of return to enqurs 
loan approval nithin the institution \\as a major cause of poorly performrng infrastructure loans The Bdnh 
admitted that ~t d~scobered a attern of overeslimarion of demand by as much as 20 percelt for pov,er and water 
projects The Bank has also I! een crltlcized for its overemphas~s on rates of return that {snore user costs of resource. 
and neglect local env~ronrnental and poverty Issues 



requrres substant~al Bank staff resources, both from the home office and the field As wrll be discussed 
below, field assrstance usually comes in the form of facrlrtatrng a polrcy dialogue between Washrngton 
and the countrv government The bulk of loan program des~gn,  apprarsal and monitoring is managed b j  
senror economists In Wash~ngton and housed In the dlv~srons and departments descrrbed above Several 
reasons have been grven for placrng SAL negotlat~on and management responsrbrlrty In Wash~ngton 
First, and as wrth the design of World Bank projects, SALs require a cr~tlcal mass of expertise that IS too 
expensrve and difficult to malntaln in each country Addrtlonallq, Country Drvlslon Chefs  value and 
depend heav~ly  on t h e ~ r  abr l~ t j  to draw from other Bank teclin~cal offices, to work wlth drvls~onal 
economists on SAL lnltlatlves In t h e ~ r  portfol~o countries The second reason for ma~ntarnrng SAL 
management respons~bllrty rn Washington, IS the coordrnatrng role that country economrsts must play 
wrth the International Monetary Fund and the United Natrons, u l ~ i c h  are also located In Washington and 
New Yorh 

The perception that: all SAL and project management must be marntalned rn Washrngton is 
changlng a lbe~ t  slowlv Informatron management and the a b ~ l r o  to find qualrfied staff who can and are 
wllllng to l~andle project lmplementatron and SAL respons~bil~ties from the field, may contrrbute to 
World Bank's movement from a h~ghly centralized management model to one that IS a l~ttle more 
reg~onalrzed For example, informatron systems that allow the home office to fill field needs qulckly, 
can also allow field-based economists to coinmunlcatlon with the IMF and UN easily and directly 
regarding a countn's demand for and adherence to condittonalit\-based loans Add~t io~~al iy  the Bank is 
entlcing more qualified home office based senior economists Into tile field b j  glvlng them the 
opportunltL to delineate thelr respons~bllitles as Chiefs of  Mlsslon If and as the Banh fields more 
qualified senior economists S4L appraisal and monitoring responsib~lity ma) _eradually rnobe to the 
field as well Honever, srnce the effort to relocate qualified staff to the field is based on findrng the 
rrgl~t" C h ~ e f  of  bllsslon the Bank's reg~onalization process IS ad l ~ o c  at present, and st111 in ~ t s  early 

stages In fact for thrs reason no precise unilateral staffing pattern can be applled to Banh missions at 
a1 1 

General Staffing Pattern and Support 
P rov~ded  to South East A s ~ a n  Countrres 

Headquarters  

Professronal techn~cal staffare housed under one of  several regronal or technical dl\ lsrons \slthln 
the M'orld Bank's home office In short the Banh 1s managed b\ slkteen Vice Presidencies (VP)  s i ~  
reglonal six technical and fi\e functronal Each VP houses se\ era1 departments and under each 
department srts one or more dl\ islon 



Six Regional V ~ c e  Presldencles19 

Between two and SIX sub-regional departments 
0 Several country dlvisrons for each sub-reg~onal department (one or more countr~es), 

A staff of one country officer and one or more country economists or  technical staff for 
each divrs~on 

F ~ v e  Technrcal Vice Presidencies" 

Between one to SIX sub-sectorai offices, 

Approximately twelve technical staff support South East Asla s loan portfolio through the above 
country d~vislons and departmentsz1, including one economist and one country officer (CO) for 
Cambodla, one econom~st/research asststant and CO for Laos four economists and one CO for Vietnam, 
and one economist and one-half time CO for Thalland Thts does not include staff drawn from the 
Bank's technlcal dlvisions 

The World Bank maintains 49 resident mlsstons, seven reglonal rnrss~ons and three lta~son 
offices to facll~tate technical assistance and lendlng actlvIties overseas Hov.ever, if one loohs just at the 
Bank's portfolio in South East Asla one gets a feeling for the degree of centralrzatton that still exists 

Llhe the S I X  other reg~onal rn1ssrons the orld Bank s office In Tha~land manages and oversees 
acttvlties In s e~e ra l  countrles ~nc lud~ng Laos Burma and Cambodia The Tha~tand hl~ssion s staff 
~ncludes a Cll~ef  of Mrss~on, who largely p l a ~ s  a government Ila~bon role n \ o  technical staff recru~ted 
from headquarters that rnanaze technlcal programs for Laos and Cambodla a technical staff person that 
handles work in Tha~land and a feu local admrnistrat~be personnel The World Bank has recently 
opened a I ~ a ~ s o n  office in Laos but that office 1s staffed ent~rel \  \\ it11 La~7113n a d m l n ~ s t r a t ~ ~ e  emplo~ees  
and probides pure]\ log~strcal support to teclln~cal asslstance and other prqect teams A ne\\ countrv 
representative was ass~gned to Vietnam o\er  a \ear  ago to suppor the grou ins progranis The 
representative office in Hanoi operates Independent of the regional office In Bangkok and reports 
dlrectly to headquarters in Washington 

The priman respons~b~lltles of the Reg~onal M~ssron in Tflarland and the representative office In 
V~etnam are to support headquarters and Impro\ e contact \+1t11 ( ~ n  Tha~land s case) a cluster of countries 
in the region Actlvlt~es Include 

l g~ f r l ca  East Asla and the Pac~fic South 4s1a Europe and Central A <  3 \.l~ddle East and horth Afrlca 
and Lat~n Arner~ca and the Caribbean 

2 0 ~ o  financ~ng and Advisory Sen~ces De~eloprnent Economics Human Resources Development and 
Operat~ons Flnance and Prlvate Sector De~elopment and Envlronmentai Sustah-i.ab111tv De~elopmenr 

 he World Banh has five operat~onal V~ce  Pres~dencles lncludlng ths Treasurer The Controller 
F~nanclal Pol~cy and Rlsh Management hlanagsrnent and Personnel Sen Ices a-J Operat~ons Evaluat~on Undcr 
The V~ce Pres~dency for the Controller for lnstance one can find the Depmme-*, of Accounting Internal 
Aud~trng Loans and Piann~n~audgetlng 



Working closely wltli task managers and drvrslon chrefs In Washrngton for the relevant sectors 
for each country In theory, the reg~onal representatwe reports to the drrectors of departments 
for each country, rn practrce, a relatronshrp wlth task managers of relevant sectors, who are very 
rnfluentlal, 1s c r ~ t ~ c a l  

Select~veiy provrdlng technrcal support, partrcularly In economlc matters, and workrng wrth key 
rnst~tut~ons, such as the Natronal Economrcs and Socral Development Board In Tharland, for 
country lendlng programs The reglonal representatwe generally focuses on the most Important 
sectors, such as envrronment and education in Tharland, or infrastructure and structural 
adjustment and macroeconomrc reform rn Cambodla 

Provrdrng external relat~ons wlth the medla, and Leeplng In contact wrth varlous donors, br~efing 
them on Bank actlvltles and coordlnatrng development actlvrtres 

Support~ng field mrsslons from Washlngton, prov~drng vrsas, technrcal rnput and loglst~cal 
support as requlred Thls has been partrcularly Important for V~etnam where lnvrtatlons are 
requlred for officlal mlssrons and there 1s no embassy in Washington 

The Bank offices in Thailand and Vletnam have no autllor~ty In decrsron-making All declsrons 
are made In Washington for d~sbursement, contracting project deslgn, aud~ts and evaluations and 
project rmplementat~on 

Reg~onal  Programs and Approqches 

The Banh generally does not implement reg~onal programs or reglonal programming because 
most actn ltles are based on loans to got ernments The Bank is increaslngl\l addressing reg~onal 
de\ elopment problems through projects that promote donor coord~nat~on and co-financing of 
de~eloprnent projects \\ ~ t l i  regional scope The Sub-Saharan Af r~ca  Transport Pollcq Prograrn (SS \TIP) 
IS ajolnt undertak~ng b\ the Bank and the U N Econorn~c Comm~sslon for Afrlca, w ~ t h  the support o f  
donors and pro\ ~ d e  seconded staff and financ~al support It ~ n ~ o l k e s  regronal institutions such as the 
Unlon of Afrlcan Ra~lwaks and the hlarlt~me Conference for b'est and Central Afrlca The project 
supports regional approaches among donors and countrles on road sector reform rarlway restructuring 

road safeh and ImproLement of the performance of urban pub l~c  transport 

I n  Februan 1995 the World Banh and World Health Organlzatlon w111 establ~sh a reglonal 
program based In the Bangkok office for AIDSIHIV prevention The project IS unique In that ~t IS a 
collaboratl\e effort \ + ~ t h  anotlier ~ n s t ~ t u t ~ o n  and ~ 1 1 1  cover all o f  tlie countrles In the reglon Tlie 
program n1I1 have nxo technical staff from headquarters local support staff, and \ \ ] I 1  p r o ~ ~ d e  pol~c \  and 
techn~cal adv~ce  to all the countrtes ~n South East Asla Tlie regional office \+111 sublet space to the 
reg~onal project lndlcatlng its arms-length role \+ ~ t h  t h ~ s  \\ash~ngton rnanaeed project 

Cost Conta~nrnent and Effic~ency 

Budget constraints are an Important consideration in the Banks dec~s~on-mahlng proce,, c l  
staffing and establ~sh~ng field offices In 1994 and 1995 the B d ~ h  \\ 111 ha\ e a reduced operating budget 
of five to s ~ u  percent In real terms each \ear The reduced budget comes at a trme when there 15 



lncreasrng pressure to have a greater presence In the field, and to provide lendlng and servlces In more 
sectors to address more development ~ssues  

The shear srze of the lending program is one important factor In determlnrng management and 
organrzation in the field The reduced operatlons budget forces some dlfficult cholces and tradeoffs 
when deciding whether and how to establ~sh bilateral and reg~onal offices 

Selectrng betweerr Irendqunrters staff andfieldstaff Some countr~es have skilled staff that can 
do a colnpetent job at much lower cost than relocat~ng headquarters staff from Washington In 
Tha~land, T h a ~  technlcal staff manage the educat~on program In Cambodla, there IS no local or 
expatriate staff In Laos, the reglonal representatlve IS setting up a support office of hvo local 
staff, but because of the lack of local expertise, spec~al~s ts  are requlred from Washington 
Headquarters staff travel on average four or five months each year, managing projects and sector 
programs Short term expertlse from Washington, such as a six month mlss~on In the field, can 
fill the gap if there IS rnsufficlent local expertlse and the cost of  relocating staff from Washington 
1s prohlbltive or full-t~me staff are not requlred One Important constrarnt to placing 
headquarters staff In count0 on a full-time basrs is that local staff do not have the same 
opportunrty to take on responsrbllitles In managlng de~elopment projects 

A fie!d presence wrtlr 11 endquarters staff; wrth ilre generous benefirs pncknge, rs r ery costly nrrd 
nzurt be weighed ngnnzst tlie specific requrrenzents m cou/ztr~~ Bank staff recelve 10 percent 
hardsh~p In Ban~koh and 25 percent in Hanoi The hrzh cost of fieldlng headquarters staff 
holiever ma\ not be the o n l ~  considerat~on For elample Tharland IS Ferq accustomed to Banh 
practrces for b ~ d s  disbursements a73 reportrng requrrements after 25 \ears of evper~ence a ~ t h  
the Banh There I S  v en  l~mlted requirement for full-t~me Bank staff In Tharland On the other 
hand Vretnam has very llttle experience worklng wrth the Bank and other multrlateral 
organlzatlons full tlme Bank staff are requ~red to pro\ rde ongorng support to counterpart 
agencles As the program grons In Vretnam the resrdelt representatl\e nrll brrng in a 
permanent oper3trons officer from \\ asli~ngton The Bank has a fi\e \ear relatlollshrp w ~ t h  
CIi~na nhrch has a large program Language barriers a ~ d  multl sector rn\estnlents are rrnportant 
reasons for ha\ Ing staff composed of sector specralrsts and resldent representatne for the 
lending program In Chrna 

Project :~~zpien~e~ztntron Lersus so fr /orrtrs Generall\. speakrn_e operatrons spec~allsts from 
oencres headquarters are requ~red \\hen project lmplernentatron Includes local \GO5 and a, 

~n\olved at the grass roots l e ~ e l  The slze of the loan IS not necessarll~ lnd~cat~ve  of the 
technrcal and operatlons support requlred from the Bank An englneer is110 can re\ re\+ bbls and 
construction sltes may be Len valuable In some countr~es A forestry conser\atron project with 
NGO and grass roots ~nrol\ement through a m a l l  loan ma)- require full-t~me teclinlcal staff 
from headquarters compared to a soft loan for structural adjustment Generally projects In 
enklronment health and education are labor ~ntenslve and require technlcal staff ~nkolvement 

. Brlateral versus Regronal Ofice It IS difficult to j u s t~ f i  the costs of establrshlng local 
representatlve offices In Laos and Carnbodla because ti-ere are lrm~ted programs A rez~onal 
office In Bangkok can pro\ lde the 05 erslght requrred The reglonal of i c e  u 111 ha\ e to pro\ ~ d e  
d~fferent levels of support for each countrj In Tharland there IS \cry llnle need for supen rslon 
but In Laos and Cambodla frequent trlps are requrred If Burma becomes more a c h e  then the 



regional office will need more resources, such as an economist, to cover the additional 
responsibil~ties At some point, rt wlll be more cost effectlve to set up an office in Burma or 
Laos or Cambodla, slm~lar to Vietnam, as the b~lateral program grows In some cases ~t IS more 
cost effectlve to place a regional teclin~cal expert, such as an environmental engineer is60 can 
serve all countrles In the reglon, in the regional office rather than a brlateral office 

Comparative Advantages and Disadvantages 

The World Bank's model for organization and management of development ass~stance programs 
IS largely determined by the large volume of disbursements, the large srze of rndividual d~sbursements, 
and the banking approach to disbursements The organization and management model of the Bank offers 
some Important comparatrve advantages 

. The ability to make larger loans and d~sburse larger volumes of assistance than any other 
development agency In the world, with over $20 billlon dollars in loans each year 

The Bank has a very talented pool of development economists, engineers and professionals that 
provlde some of the best data and informat~on of any development instlrutlon In the world 

W~th the largest financial resources In the world the Banh can influence other donors leverage 
its resources, and ~nfluence developing countrles to accept and implement difficult economlc and 
soclal adjustments 

However the headquarters model of the Bank has some important d~sadLantages as hell 

The Bank has been cr~t~cized as a "money moL Ing mach~ne" to address global ~mbalances rather 
than generating sustalnable de~eloprnent stratesies With the pr~mary objective of maklng loans 
the Banb IS cri t~c~zed for measuring success In terms of lending The tendenc~ 18 to oic ehtlmate 
rates of return emphasize more loans and preient default on loans rather than generati.1: 
creatlbe solutions to development problems 

The Bank is not responsive to the local environment Almost all declslons are made In 
M7ashin_gton, and dec~sions tend to ignore Important local constituencies In de~eloplng ~auntrles 

Greater impact tonard p o v e q  reduct~on and sustalnable de~eloprnent could be acllie\ ed 1% ith 
less resources disbursed through smaller-scale loans to local constltuencles lncludlng hGOs and 
communlt) groups 



AUSTRALIAN INTERNATIONAL DEVELOPMENT 
ASSISTANCE BUREAU (AIDAB)' 

GOALS AND OBJECTIVES 

The Austral~an International Development Assistance Bureau (AIDAB) is funded by the 
AustralIan Government to asstst dereloping countrles through fore~gn aid programs The prlrnary 
purpose of  the program is to help poor countries, and to lmprove Australia's "standing and its trade and 
commercial links with other countr~es " The fore~gn ald program re~nforces the Government's wider 
strategy of  engagement wlth Asla and the Pac~f i c  

Australla serves the needs of d e ~ e l o p ~ n g  countries through the comparative advantages of  
Australian techntcal and tralning services as well as comrnod~ties These cornparatwe ad\ antages 
include 

. Slmllar cllmat~c and agronomic condit~ons in Australla allowing easy transfer of technology and 
tralnlng to developing countrles 

Close pro\lrnln to 4s1a wh~ch  recenes the majorlh of AlDAB foreign a ~ d  a l l o ~ r ~ n g  easb 
cornmun~cat~ons and dellven of s e n  ices 

Close partnership w ~ t h  countrv governments and organizations ~ncluding sollcit~ng and 
recelvlng proposals in the local language and using local expertise, and 

Strong netv.orL~ng hlgh v ~ s ~ b ~ l ~ t ~ a n d  local contacts ~ r l t h  local organizations through small 
project fund~ng mechanisms s tm~lar  those used b\ foundations 

Programs and F u n d ~ n g  Le\els 

AIDAB s ~ r o r l d \ ~ ~ d e  fore~gn aid program In 1994 IS est~mated at US$] 05 b ~ l l ~ o n  Fore~gn ald IS 

d~rected almosh euclus~rel\ at Asla the region of greatest forelgn polic\ commercial and del elopment 
Interest to Australla The only region outs~de  of  Asla that recelves de~elopment ald 1s Afr~ca at $76 
m~llion Fore~gn aid IS  also dlrected at other reglons through contr~but~ons to mult~lateral organlzatlons 

' T ~ I S  profile IS based on A I D 4 8  s reports Australla s Overseas 41d Program 199; 94 and 
Austral~an Dekelo~ment Cooperat~on Program with Thalland 92-93 and Inten leu s n ~ t h  Andre\\ 
Rowell AIDAB Office, Australian Embass\ Bangkoh Tha~land No\ ember 8 1994 and December 14 
1994 



Over half, or 56 percent, of all fore~gn ald IS 

orams programmed through b~lateral programs Global pro, 
conslst o f  about 35 percent of all a ~ d  Global programs 
inlcude emergencles and refugees, lnternatlonal 
organrzations, and community and commerc~al The 
remainder IS funneled through other Austral~an government 
agencles and miscellaneous programs 

AIDAB programs include food ald and cornmodit~es 
asslstance, technical asslstance, training and some cash 
transfers Most of  Australla's foreign a ~ d  Includes technical 
assistance and tralning implemented by prlvate AustralIan contractors and unlversltles The largest 
b~lateral program, in Papua New Gulnea, conslsts of large cash transfers to the government T h ~ s  IS 

atyplcal of brlateral programs, however, and represents the unique historical relat~onsh~p benveen 
Australia and Papua New Guinea 

Purpose of Fore~gn Aid Programs 

r 
AIDAB Aid Flows 

1993- 1994 

Papua New Gulnea 4752 7 rnlll~on 
South Paclfic S 98 1 mill~on 
Southeast Asla $273 9 rn~ll~on 
Other Reglons $103 5 m1111on 
MDBs and Other $723 2 m~ll~on 

Total ODA $ 1  05 billion 

The forelgn pol~cy Interests of Australia are to improve relatlonsh~ps with AsIan countrles 
Improve regional stabll~tv by reduclng lnequallt~es t t~thln and across countrles and to IrnproLe trade and 
comrnerc~al IlnLs w ~ t h  other countries Australra sees its ne~ghbors In Asla becomlrlg more Integrated 
econom~cally, present~ng nen comrnerc~al and trade optlons as well as posing nett rlshs ~nclud~ng 
enc Ironmental degradat~on health Issues partlcularl\. HIV1AIDS and ~llegal mo\ernent of people and 
products Forelgn ard d~sbursements are an effort to address povertl liealth and en\ ~ronrneqtal r~shs  and 
econom IC development 

1 

One notable feature of the AIDAB program IS ~ t s  e\pllclt commerc~al object~le Australla has 
Increased tlie role of Austral~an co~nmerc~al  organizations In the fore~gn aid prograln b u ~ l d ~ l l ~  a ~ d  
programs around the strengths of Australian evpert~be These strengths Include educat~oll all.! tralnlng 
agr~culture, manufacturing transport mlnlng and energq 

The programs in education and tralnlng demonstrate the strong 11nh behbeen AustralIan 
comrnerc~al Interests and development o b j e c t ~ ~ e s  In develop~ng countries 0 ~ e r  $34 1n1111on In academ~c 
fees and $49 m~llton In st~pends IS spent b} fore~gn students In Austral~a through AIDAB prograrns 
There are three benefits from fore~gn a ~ d  for the education lndustrq Forelgn a ~ d  Improces research 
efforts by prov~dlng scholarships and postgraduate research and helps advertise opportunltles in 
Austral~a for prlvatelj financed stud\ Increases the lnternatlonal recognition of Austral~an rducat~on 
Instltutlons, and contr~buted to a threefold Increase In the evport of Australian educat~on sen lies and 
equlprnent The Indust? now has a value of  ocer $750 m ~ l l ~ o n  AIDAB does not hale reg~onal offices 
overseas but maintains e~ght  reg~onal offices w~th ln  Austral~a to manage partrciparlt tralnlnf programs In 
local ins t~ tu t~ons  and unl~ers~t tes  T h ~ s  unqiue partnership benveen AIDAB and local educarlon and 
tralnlng organlzatlons establishes a strong comparatl\e advantage In partlclpant tralnlng 

Foreign aid programs also open nen cornrnerc~al opportun~tles In nen mlrhets A U . ~ ~ ~ I I ~  funds 
the Development Import F~nance Facility (DIFF) \\ h~ch  pro\ Ides opporturlitles for Austral~an bus~nesses 
to supph goods and sen  ices to de~eloplng countrles for hlgh pr lor~n  developlnent project, DIFF 



combines export cred~ts wrth development grant funds allowrng Austral~an companies to partrclpate In 
larger development projects Country programs open new markets for Australian bulsnesses according 
AIDAB Through forelgn a ~ d  programs in China slnce 1980 more than 150 Australian organrzations 
l i a ~ e  benefited from $43 1 m ~ l l ~ o n  In new buslness In 1992 h e w  busrness Increased to over $630 m ~ l l l o ~  
through fore~gn aid programs In 1993 AIDAB states In ~ t s  1993 report "Every $100 of AIDAB funds 
spent on the China program prlor to June 1992 can be confidently expected to generate about $300 of  
busmess for Austral~an organlzat~ons by the end of 1993 " Benefits beyond followup busmess for 
Austral~an firms rnclude exposure and experience of Australian firms to ~nternational buslness, 
establishing an lnternat~onal reputation, enabling new research and development ~nitrat~ves to be 
~mplemented, staff development, investments In plant and equrpment, and establishment ofjoint 
ventures These figures are clearly stated in the foreign a ~ d  literature, reflecting the need to sell fore~gn 
as  a benefit to commerc~al interests 

ORGANIZATION AND MAhAGEMENT 

Headquarters hlodel 

AIDAB employs a headquarters-domlnant approach to managing forelgn ard programs AIDAB 
IS based in Canberra where headquarters IS dlrectlv involved in brlateral and reglonal programs Table 2 
summarrzes the staffing patterns functional responsib~l~ties and cost lndlcators for Canberra and 
bilateral programs In Thailand, V~etnam Cambodia and PNG 

Canberra is responsible for providrng almost all technical and adm~nistratibe sen  ices *o bilateral 
programs As indicated i n  the table, all services are provided by lieadquarters to field rnlssion, In 
contrast field mlsslons are primarrly responsible for monitoring and coordrnating act11 ltles in countn 
reportrng to headquarters on performance of coi~tractors and financial Issues and worhing v.ith host 
go~ernment agencies on agreements for de~elopment programs Final decisions on contractirz priLate 
srnlices drsburs~ng funds designing and implementing projects and audrting and e~aluatrng projects are 
Iiandled In Canberra Legal support 1s also based In  headquarters 

The b~lateral missions are staffed with $ e n  f a \  expatriate staff and appro\imatel\ four local 
staff fcr e\ erb exptrlate staff The responsrb~lities of field offices reflect the liin~ted funct~onal activities 

undertaken In count9 Tile prima7 functions of the bilateral office are monitoring coordination and 
de~elaping  relationships \\ith government agencies and local organlzatlons About 23 percen~ of the 
program IS managed In country, with support from headquarters 

Bilateral programs manage some programs that allo\t staff invol~ement in de~elopment 
actn itles and In contact IL rth local organizations In Thailand for example the AIDAB office manages 
several small programs that disburse grants direct]\ to local organizatrons The Northern Prc\ lnces 
AIDS Prekention and Care Program 1s a five \ear $ 2  6 million program with an office In Chia-g Ma1 
that funds HIVIAIDS initiatives implemented b j  local goIernment, 8GOs  and prlvate sector groups 
Grants range from $3,000-40,000 each The program has placed addit~onal adm~n~strat i \e  burden on the 
h \ o  elpatriare staff \\]lo OL ersee the program ~ m p l e ~ ~ e n t e d  through a personal services contra~tor In 
Chian? but the benefits of local nehvorhs and h ~ g h  \ ~h lb i l~n  projects is Lalued 



T l ~ e  Thai-Austral~an Community Assistance Program, ~mplemented through DTEC, IS another 
small grants program to Thai NGOs to promote collaboratron between Australran and V1a1 NGOs and to 
target poor areas These small programs are unlque rn that the AIDAB brlateral office drsburses small 
grants d~rectly to recrpients and does not rely on headquarters for d~sbursements or decisionmak~ng on 
grants 

These small programs allow the bllateral program flev~brllty to operate l ~ k e  a foundat~on, 
providing small grants to local organlzatlons, ~nvolvrng AIDAB staff in local networks and Issues There 
IS also a posltlve po l~ t~ca l  return for the Australian Ambassador who can polnt to these small projects 
wherever he travels around the country 

Reglonal Model 

Althougl~t AIDAB does not have a reg~onal office In Asra, it manages global programs--some of  
whlch are the equ~valent of reg~onal programs for other donors--from Canberra that complement bilateral 
programs These programs znclude emergency rel~ef,  ass~stance for refugees, agr~cultural research, and 
support for development activities implemented by Australlan NGOs 

Regional programs support reglonal Issues, such as HIVIAIDS, environment, women In 
development, scholarshrp programs and health, and instltutions wh~ch complement several b~lateral 
programs For the Tha~land program, reg~onaI programs that benefit Tharland include fundlng to the 
Colombo Plan Mehong Cornmrttee South East Asian M~nisters for Educat~on Organrzat~on (SEAMEO) 
Economic and Social Commission for Asla and Paclfic (ESCAP) amon2 others I t  1s estimated that 
Thalland benefits from about $6-7 m~llron through regronal programs The brlateral office In Bangkok 
works closely with Canberra to develop reg~onal programs v. ~ t h  reg~onal Institutions based in-country 
balanc~ng the need for local knowledge N rth the breadth of a reg~onal program The b~lateral office 
monltors and coordinates the elements of the regronal prozram that affect Thailand I t  can tahe 
correctlte measures to address problems but the programs are primar~ly managed from Canberra 

The advantage of lleadquarters managzng the oterall regronal prosram I+ ~ t l l  b~lateral offices 
managlng the slices reletant to their countn IS that ~t places minimal management burden on t l ~ e  
bllateral program and allows small staffing patterns One major d~sadtantage 1s that Canberra must deal 
with many sectors and countries and often does not allou cross fer t~l~zat~on across countrles and sectors 

In Afrlca AIDAB has two offices in Harare and Pretoria that manaLe the bllateral proerams in 
Zlmbabwe and South Africa, respectively and also act[\ ltles In ne~ghboring countrles that do not have 
AIDAB offices The geographrc dlstance from Canberra makes thrs arrangement most pract~cal 

COST FACTORS A.hm PROGMI11 EFFICIE\CY 

AIDAB has an informal goal of keeplng operating e~pend~tures  In o\erseas offices I~mrted ro one 
evpatrlate for e v e 9  $10 m~llron of program fknds The table Indicates the ratlos for four brlateral 
programs 1 $9 3 m ~ l l ~ o n  for Thalland, 1 $9 6 million for Vietnam 1 $7 2 m~lllon for Cambodla and 
1 $3 1 6 mrlllon for PNG Rat~os alone do not indicate real effic~encj costs The PNG ratlo for elample 
IS much hrgher because much of the funds are cash transfers The programs In Thailand are t e n  
effic~ent glten the small program grants delivered through the local office 



Almost 100 percent of all project des~gn and implementation IS contracted out to Austral~an 
contractors and organlzatlons The servlces are monitored by field offices and by Canberra to ensure 
quality Contract~ng these servlces not only involves AustralIan organizat~ons but also reduces operat~ng 
costs s~gn~ficantly for AIDAB 

There are strengths and weaknesses to the headquarters-dom~nant model and a l~mited field 
presence The lack of in-house techn~cal capab~lity l~rnlts the ab~lity of ~n-country programs to work 
d~rectly w ~ t h  projects At the same tlme, b~lateral offices have sufficient autonomy In the field to take 
correctwe act~ons with prlvate contractors and local organlzatlons when required, although Canberra is 
primarily responsible for most decls~ons and dellvery of admlnlstratlve and technical servlces The small 
projects place greater admlnlstrat~ve burden on b~lateral offices to d~sburse funds and manage small 
grants, but these programs allow prov~de Important advantages, ~nclud~ng a h~gher profile in country, 
more contact and networks In country, and substantwe contact at a mlcro level In key development 
issues The trend has been to lnvolved field offices more In reglonal and bilateral actlvit~es, although the 
operating costs remaln l~m~ted  



TABLE 2 

O r g a n ~ ~ a t l o n  a n d  M l n ? g e m e n t  

iridrcator 

I ot-il Drsbureements 

1 echnrcal Servrces 
Project D e s ~ g n  
Project Implementatron 
Project Evaluatron 
Monrtorrng/Coordrnat~on 
In house Techn~cal  Capab~ltty 
Outsource TA dellvery 

Zdrn~stratrve Servrces 
Contractrng/Agreernents 
Frnancral AudrtlControl 
Flnancral Report~ng 
Legal Suppol t 
Drsbursernent Authorrty ('$llrnlt) 
Logrst~cal Support 

.taff Srze 
Cvpatr~ate 
Total Staff 

llltlos 
Txp-i t r~atc/Prc~gri~i~ r)ol111\ 
Total Staff/Progr-iri~ Ilo11-11s 

I n d ~ c n t o r s  By 

Canberra 

$1 05 b ~ l l ~ o n  

Yes 
Yes 
Yes 
Yes 
Yes 
Yes 

Yes 
Yes 
Yes 
Ye\ 
Uni~mrted 
Yes 

NIA  
500 

I $7 1 r n ~ l l ~ ~ ~ l  
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No 
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No 
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No 
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No 
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CANADIAN INTERNATIONAL DEVELOPMENT AGENCY' 

Introductron 

Tlle CanadIan International Development Agency (CIDA) IS the CanadIan government 
agency responsrble for the delivery of b~lateral assistance for decelopment purposes The agency has 
undergone a number of  stgnrficant organ~zatronal changes over the past decade largely rn response 
to the perception that ard monles were not berng used effectrvely 

Like many large organ~zatrons of t h ~ s  klnd, wlth people and actlvltres spread out 
geographically around the world, CIDA has engaged In several attempts at decentralrzat~on In order 
to understand and evaluate the results of these efforts it IS Important to set the stage by rrltroduclng 
some of the constrarnts or real world r ea l~ t~es  that CIDA has had to operate under 

Frrst, unlrhe USAID mrss~ons operatrng overseas Canada decided that as part of ivllat was 
called the Consolidation Agreement, all overseas operatrons had to work under the Ambassador and 
as  part of the Canadran Embassy or H ~ g h  Comrniss~on Canada would speak wrth one vorce and just 
as the embassy had a polit~cal, cultural, commerce and consular sectrons, aid would be yet another 
sect~on reporting to the Ambassador 

Second while admrn~stratrve consol~dat~on overseas tooh place ar home CIDA n ~ o ~ e d  from 
reporting to an rndependent albeit junior M~nrster to the Senlor M ~ n ~ s t e r  of Foreign Affairs CIDA 
continued to maintain its oiin budget operating under the direction of a President but with its 
organizational mission and culture personnel rules and operatlng procedures ~nfluenced by the 
business of diplomacy and representarron of the min~strq that i t  was now a part o f  

oetan Tliough these changes have posed a nelt serrles of challenges CID4 s bud, 
illdependence has allotted i t  to enjoy a I~rgher level of financial resources than the M~nrstr) o f  
Forelgn Affairs Both In terms of program funds and the adrnin~stratrve support necessary to run 
these programs CIDA has benefited bq the nat~on's prrde In berng able to asslst other countrres less 
fortunate than Canada Ironrcallq suneys h a ~ e  revealed that most crtrzens bel le~ed that forergn 
asststance was used primar~lj for humanitarian and disaster relref purposes !+hen rn fact that 
represents but a srnall portion of the actual assrstance budget \l.'l~~le support remalns strong thrs 
srtuatlon IS about to change as rnountlng budzet deficits are forclng pa~nful polrt~cal cho~ces  In whrch 
b~lateral fore~gn asslbtance and the adm~nls t ra t l~e  mechan~srns for rts delner) are about to be scaled 
back 

Organiza t~on Structure and Respons~bllrtles 

CIDA has gone through several reorganrzations slirftrng from centralizatron to 
decentralizatron models of management In 1988 Parlrament \$anted to decentralrze CIDA because 
there was the vieu that the benefits garned from rnoLIng greater responsrbilities and more staff to 
field offices would justrf~ the Increase i n  operatlng costs Staff srze in field offices ~ncreased 

'Interviews wlth Michel Archumbault Counsellor CIDA S~ngapore November I8 1994, Ingrid 
Knudsen, Counsellor, CIDA Bangkok, Tharland November 15 1994, and CIDA publications on 
regional programs 



threefold Contract spec~al~sts  were placed In tlie field, along w ~ t l ~  more development staff 
Contracting and project des~gn and management funct~ons were sh~fted to field offices In Asra 
offices ~n Man~la,  Banghoh and Jakarta took on greater respons~brlrtres for programs that were 
generally project-orlented The top offic~al In each brlateral office was called "Counsellor and 
Dtrector", reflectlng the llne author~ty for dec~s~on-mahlng In the field 

In July 1993, CIDA began the process of recentralrz~ng its overseas operattons back to 
headquarters after Parliament dec~ded that operating costs were too hrgh The reorganrzatlon 1s still 
t ak~ng  shape Part o f  CIDA's recent restructuring ~nvoived a new development approach a shrft 
from an Isolated project-ortented approach to development towards broader pol~cy  ~nterventrons 
focus~ng on such strategic themes as pollcy dialogue, partnersh~p, ~nstltut~on b u ~ l d ~ n g  sustatnable 
development and human r~ghts  The pol~cy approach alloued reduced field staff to manage projects 
Overseas staff have been reduced from over 300 to about 100 worldwide Top offictals of field 
offices now have the t~ t le  of "Counsellor", but no longer "Dlrector", reflectlng the fact that they no 
longer have llne authority Most d e c ~ s ~ o n s  are made In Ottawa 

The reg~onal office In Srngapore monltors and reports on most reg~onal act11 ltres and 
provtdes advlce to headquarters staff for project design and management The office has no authority 
over brlateral programs tn the regron CID4 IS now revlewrng rts organ~zatron and management 
structure to determine whether or not some servlces prov~ded from the S~ngapore office would 
Improve the performance of reglonal and b~lateral programs There 1s exchange of lnforlnat~on and 
collegtal drscuss~ons about de\elopment Issues across field offices 

The Singapore office has seven staff tlie regronal counsellor an expatriate przgram officer 
a local program monitor and four support staff The Counsetlor reports drrectly to the Dlrector of 
Regronal Programs rn headquarters tn Orta~ba and Counsellors In b~lateral offices report to a 
Drrector in Ottaua who has responstbrlrt\ over brlateral programs All field offices In Asla report to 
tlie Vrce Presrdent for the Asla Branch tn Otra\\a 

The regional office does not pro\ ~ d e  an) s en  Ices to the brlateral offices hlost 
adm~n~stratrve servlces and support for o\erseas programs are prov~ded by headquarters lncludlng 
contracts d~sbursement legal ad\ Ice and personnel management rn addrtton to the management of 
project de s~gn  and ~mplernentation (CIDA does contract consultants for supporting s e n  ices project 
desrgn and rmplementatron) There are no techn~cal spec~allsts based ln field offices Some field 
offices contract out servrces to prrLate Canadran companies u h o  p r o ~ ~ d e  Iogrstlcal and becre ma1 
support and prov~de services to techn~cal mrsslons In the field 

The bilateral office focuses almost euclusrvel~ on tlie Tharland bilateral program ub~cli  1s 
about $16 mrll~on ln 1994 and lncludes 28 projects Thts IS a large portfolro for a sniall office u ~ t h  
only one expatrlate staff and local support staff CIDA IS no\+ trqtng to decentralrze some of the 
monltorrng, reportlng and dec~s~onmah~ng  respons~brlrtres to the field through Project Suppcrr Units 
(PSUs) (see Doing Decentral~zat~on Rrght below) The Bangkok office also has some responslb~l~rres 
for monrtorlng and reportlng for programs rn the reglon For example, the Counsellor rn Banphoh 
monltors and reports on lrmited ac tn~t res  In Burma and pro.( rdes some adm~nrstrattie cuppc* and 
reportlng for actr\rtres in Laos and Cambodla In t h e o ~  the btlateral office In Banghoh fee,, 
~nformat~on to the reg~onal S~ngapore office for de\eloprnent progranis In practrce tlw COL-,ellor 
spends lrm~ted trme provtdlng lnformatron to Singapore 



Precedents for Decentrallzat~on 

CIDA IS now undergoing its second major attempt at reorganizln_p Itself around a model that 
recognizes that the delivery of an aid program is a unique exercise of government This includes the 
need for both a strong field presence to deslgn, implement and monitor program activ~ty as well as a 
headquarters function that answers to the concerns of the donor government Before e\ploring the 
details of thls most recent effort and an assessment of the results, lt IS helpful to understand what d ~ d  
NOT work In the past 

The first go around lnvolved a major effort to address, in the words of one prominent 
CanadIan O&M consultant, the "plumbing issues" needed to Improve the agency's field operations 
This effort focused upon providing to the field staff the automated information management and 
communications systems necessarj to support a decentralized process of decision mak~ng that would 
provlde flexibll~ty, responsiveness and accountability needed in the management of a bilateral 
foreign assistance program The problem w ~ t h  this approach IS that there \(as more than just the 
plumbing that needed fixing 

Remember that CIDA's field activities operated as part of the Canadian embassy with its 
staff on loan to the Ministry of Forelgn Affairs while on overseas duty Their field staff reported 
adrninlstratlvely to the Ambassador but funct~onally to the CIDA Regional Vlce President back In 
Ottawa While on loan the ald staff served as Foreign Service officers entltled to the same benefits 
but held to the same set of responsibilities as those charged with handling a ver) different portfol~o of 
representational du t~es  

These same CIDA staff depended largel) upon the s3me support shstems pro\ rded to the rest 
of the embassy contingent CIDA poured about USS75 millron a year to the Ministr). of Fore~gn 
Affairs to support ~ t s  roughlq 200 people overseas \\it11 the tools needed to do their jobs These funds 
seemed to disappear into the larger but hopelessl\ inadequate pool of funds a ~ a ~ l a b l e  to support all 
of the governnlent s o\erseas functions at 11s eXtensiLe net~sorh of embass\ and high coinlnlssions 
around the world Efforts to "re plumb then \\ere made more complicated b\ the diffici~lh 
separating the CIDA support actn lties froin those of the larger Ministry of Foreign Affairs 

The effort to isolate and strengthen these field support systems \\ere estimated to cost 
roughly $1 billion and a proposal \\as presented to the Treasurj to authorize this elpenditure Strong 
support for the Canadian foreign assistance program helped the request recel\ e a fair hear~ng 
However, fund~ng constraints meant that only about half this amount was a~ai lab le  It $\as decided 
that rather than cut back on the o~e ra l l  package of supporting infrastructure made available to the 
CIDA staff CIDA mould debelop the full package of necessarq systems but onlj in half of its 
overseas representative offices - 

As it turned out the agencv underestimated the difficulty in ~solating the needs of its field 
staff and gaining the cooperation of the Min~stry of Foreign Affairs wit11 thelr existing ernbass\ 
facilities Shortly Into the implementation of thls program, Treasur), pulled the plug and the effort 
was abandoned Citing h~gher costs lack of responsn eness to Canadian Interests and polltical 
realities this approach of differentiating the aid function from that of other 01 erseas go\erninent 
operations and support accordinglv \\as rejected 



Doing Decentralrzat~on R~ght  

The second attempt at decentralizatron has taken on a decidedly different flavor Rather than 
tlnker with the CIDA operations that have been consolidated withln the embassy, where additronal 
support IS needed to handle the admlnlstration of  foreign assistance, an entity called a Project 
Support Unit is establ~shed The PSU offers several innovative features 

F ~ r s t  ~t is hnded  using program funds and not from the adminlstrat~ve support budget 

Second ~t sits phys~cally and admlnlstratively outsrde of the Canad~an embassy 

Thlrd, ~t has the flexlblllty to offer a set of serv~ces, contract modalrt~es, staffing 
arrangements, and manage ~ t s  affarrs in a way that IS directly related to the program, country 
and other unlque and definlng character~st~cs under which the aid program must funct~on 
The PSU's have a hlgh degree of freedom in respond~ng to the drverse management 
challenges found In the many situations that CIDA programs are operating 

The PSU's are all created in consultation with the host government and a formal 
memorandum of understanding srnce aid program funds are belng expended In this respect they 
resemble a development "project" however one whose purpose is to support a portfolro of other 
projects They also report to CIDA s countrq aid representative posted in the ernbass\ ard section 

With the rapid growth of t h ~ s  management structure an audrt has recentlj been completed to 
review the experience with the PSb s formulate recommendatrons for change and inipro\ernent and 
to identify what thrngs have been effecttce and worked so that therr contrnuation can be assured 
Among the changes suggested was a common management framework to rnclude a standard 
accountrng system simple and efficient cost-recover). system placrng all program support 
expenditures under PSU management and secondment of CIDA personnel to PSb  s 

There were s e~e ra l  important character~stlcs that the Freld Operarions \%or!-, Group 
recommended be marntained Chief among them uas  that no slngle field operations rnodel or 
structure be uniforrnl> applied everywhere Rather there should be fle\ib~llh rn the structure of field 
operations applred within a common management frarneaxorh 

RegronaI Programs 

CIDA has only two regional offices that manase regronal proprams rn the itorld One is 
based in Southern Afrrca the other In Southeast Asra The prrnclple rationale for justrfvrng a 
regional office and program IS based on the grouprng of countrres nltll~n a region and the dlnamic 
between those countries that allows for cross-countrv programming In  addltron there must be 
adminlstratlve receptlv~ty among countrles v.rth~n the regron to take on some responslbilln to 
manage the program In Southeast Asia ClDA supports rnanv development actla ltres b, fundrng 
and worhrng wrth ASEAN member countries and reg~onal organrzations through partnerships for a 
reglonal program CIDA leverages scarce resources b\ financrng programs that benefit several 

Tlna l  Report Effective, Accountable and Transparent Freld Operations Summar). Report of Work 
Group Discuss~ons, Management Reneual Everclse Fleld Operations Work Group Canad~an 
Internat~onal Development Agency July 1994 



countries Reg~onal programs reduce costs and optlrnlze resource ut~l~zatlon to ach~eve overall 
program objectives 

The reg~onal program In Southeast Asia has three parts the ASEAN Program, the Reg~onal 
Inst~tut~ons Program and the Reglonal Program Ac t lv~ t~es  are organ~zed under these three 
subprograms based prlmarlly on ~ns t~ tu t~ona l  respons~b~lities and c a p a b ~ l ~ t ~ e s  although there are 
exceptions to thts rule In some cases, activities are placed under a part~cular subprogram category 
because the funding IS most easrlv accessed from a particular subprogram's budget 

The total funding for reg~onal programs IS about $10 r n ~ l l ~ o n  per year The program 
actlvltles are monrtored e~ the r  from a b~lateral office, the reg~onal office In S~ngapore or headquarters 
In Ottawa, depending on convenience and responsib~l~t~es o f  the office lnvolved Almost all 
dec~s~on-making IS made in headquarters In Ottawa 

oram ASEAN Pro, 

The ASEAN Program has three program areas agriculture and forestry, sclence and 
technology and human resource development One characterist~c of  a c t ~ v ~ t ~ e s  grouped under the 
ASEAN Program 1s ASEAN member countrtes are ~nvolved In some financ~ng and management of 
the actlvlty w ~ t h  CIDA For the 12 multr \ear actlvrtles currently programmed, CIDA contr~but~ons 
are about $70 m~llion and A S E 4 b  contribut~ons are $2 1 6 mill~on There are jolnt comlnrttees 
conslstrng of part~c~patlng ASEXV member country representatives and CIDA offic~als that rnonltor 
and manage tlie actlvltles Manx of these actlv~tles also lnclude other donors For elalnple the 
Gra~n  Post Han est Program IS a collaborative effort ~nvolb lng the lnternat~onal De~elopment 
Research Centre (IDRC), CIDA ASEAh and at varlous stages USAID Australian De~elopment 
Ass~stance Bureau (ADAB) and the Ro\al Gokernment of the Netherlands 

Regional Inst i tut~on Program 

CIDA funds reglollal act]\ ltles tlliough estabilshed regional Instltut[ons that ha\e prlrnary 
respons~b~l~ty  for project ~[nplementat~on Most of the actl\ ltles under tl i~s program are managed 
prilnarrly b\ 4SEAN-based reglcnal orpanlzatlons ClDA had long-term relat~oiish~ps ti1111 man\ of 
these ~nstttutlons uI11ch makes rranagement of reg~onal actn ltles much easier because tliese 
organ~zatlons know CIDA requirements and procedures For example CIDA has pro\ lded fund~ng 
and program support to AIT for w e r  25 \cars E~ght  mul t~  )ear actlvitles are funded through grants 
of approvmately $49 m ~ l l ~ o n  

Regtonal Pro, oram 

A c t ~ k ~ t ~ e s  under the reglonal program are tqplcall\ managed and mon~tored b\ CID4 or 
~nst~tutions based In Canada The Counsellor in Singapore ohen IS not anare of prosram 
d~sbursements for these actrvlttes because they occur In Canada 

'Reg~onal organrzations funded by CIDA include the Asian Inst~tute of Technology (AIT), 
South-East AsIan Min~sters of Education Organization (SEAMEO), AsIan Inst~tute of Management 
(AIM) and Women's In~t~at lve Fund (WIF), Institutes of Strateg~c and Internat~onal Studies (ISISs), Asra 
Paclfic Ocean Cooperat~on Project (APOC), and Women's Inrt~atlves Support Program (WISP) 



Costs of Program Dellvery 

The Field Operations Work Group conducted an analysis of the costing information available 
on field operations in order to determine the cost-effect~veness of various field operations structures 
In their final report they concluded that ~t was ~mposs~b le  to determine actual Aid Sect~on costs 
within the Embassies and H ~ g h  Comm~ssions based on the Mln~stry of Fore~gn Affa~rs and 
Internat~onal Trade current costlng formula In addition there was no consistency In the way CIDA 
Project Support Units report costs, so  there 1s no basis of compar~son among countries or between 
embassies and PSU's 

When CIDA shifted from a centralized to decentral~zed organlzatron in 1988 by increasing 

staff threefold and givlng field offices greater authority and responsibil~t~es, the operating costs 
Increased from $56 million in 1988 to $94 m~l l ion  in 1989 for operating expenditures Since 1993 
when CIDA recentral~zed ~ t s  operations the Agency has an operating budget of about $75 rn~llion 
annually, with 1,100 staff in Ottawa, onl) 100 staff In the field, and a total prograin budget of $1 5 
billion 

One thing is clear regarding costs they are quickly becoming a larger percentage of the 
agency's program Faced w ~ t h  budgetary cutbacks, CIDA has recently frozen any new program 
initiatives and IS allowing current programs to explre While the portfolio shr~nhs the slze of its 
administrative staff of roughlv I 100 people has remained constant With the real prospect of a 20% 
cut in foreign aid nevt year alnlost all falling on its bilateral proyam so as not to affect its 
multilateral commitments i t  IS  certain that CIDA ~ 1 1 1  be forced to redress this imbalance starting 
v. ~ t h  ~ t s  large Canada based \borh force 

There are advantages and disadkantages to the two management models CIDA has emplojed 
orer  the past five years During the decentralized management per~od field staff could respond very 
qu~chl, to local needs and mahe decisions \vithin 15 days There \\as greater fle\ibilit\ to design 
projects that met the conditions in each country There were some negatike aspects 111 addit~on to 
the higher operating cost some CIDA staff some contend tended to lose siglit of some of Ca~lada s 
foreign policv Interests In the fore~gn aid program Headquarters also had much less control of man\ 
programs 

Dur~ng the current recentralized structure headquarters has regained control of procedures 
and activities In the field Ini t~al j  decisions often tooh up to 3 months and there \\as less contact 
with development needs in each countrj Operating costs uere reduced in nomlnal terms but the 
increased costs related to delayed decis~on-rnahing nere not captured in budgetan terins The PSU 
was an innovation that allowed ma\lmum flexibilib in the structure of field operations \\[thin a 
common management framework Telecornmunicat~ons capabil~t~es \+orldnide allo\\for 
recentralization of administrative functions and greater author19 based in Ona\va v. it11 increased 
flex~bility in the field to manage project design and ~mplernentation and admlnistratire procedures 



REGIONAL OPERATIONS IN 
JAPANESE IMPLEMENTING AGENCIES 

Goals and Object~ves 

In 1992, Japan's Offic~al Development Ass~stance (ODA) totaled $1 1 33 brllion, maklng i t  the 
largest bilateral donor by dollar volume In 1993, Japan announced ~ t s  "F~fth Med~urn-Term Plan" to 
drstr~bute $70-75 billion In ODA in the next five years T h ~ s  represents a steady annual growth rate of 4- 
5 percent per year, a fact unique among b~lateral donors in an era of "a~d fatigue" As of Japanese 
FY 1992, Japan was the top donor In 3 1 countrres worldw~de, has drastically increased its ratio of a ~ d  to 
developing countr~es and whlIe at the same time ~mplementlng a broad-based untied atd program (75 
percent untled to purchases of goodslserv~ces from the aid-g~ving country) Japan has clearly made a 
strong comm~tment to use Japanese tax dollars to foster internat~onal debelopment 

Japan follows a basic "Charter" for ~ t s  ODA whrch defines ~ t s  baslc philosophy and principles in 
admtn~stering forelgn assistance As defined in the ODA Charter of 1992, Japan seeks to contrrbute to 
the self-help efforts of developing countries towards the recipient country's economic ' take-off' It 
~mplernents ~ t s  ODA to help ensure the effic~ent and f a ~ r  distr~but~on of resources and promote 'good 
gobernance ' in developing countries through deteloping a w ~ d e  range of human resources economic and 
soc~al infrastructure The goals of the O D 4  program are to meet the basic human needs of impoterished 
people and promote broad-based economrc development In recipient countries 

Ald also has important fore~gn policv considerat~ons as Japanese ass~stance is expected to promote 
fr~endly and posltne forelgn relat~ons and help to fulfill Japan s comrn~tment to contribute to 

Table 
1997 Distribution of Japan s ODA b) Form (DAC Classrficatlon) 
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Beyond ~ t s  enormous sue,  Japanese ODA has several noted features F~rst, ~ t s  "request basls , a 
system where all asslstance must orlglnate as a formal request from the reclp~eilt country 331s official 
pollcy has h~storrcal roots ln the post-WWII perrod and Japan's sensltlvlty to reversing ~ t s  Image as a 
dominating reg~onal power I n  Asla through post-WWII reparations Today, tl11.s pollcy continues to have 
its merlt as rt helps re-enforce the prlnc~ple of  careful consideration of rec~pient countries needs and 
priorities In practice however, ~t rs difficult for many rec~prent countrres to clearly articulate tile~r 
prloritles, and t h ~ s  request based system has tended to plaq lnto tile strengths of Japanese trading 
companies w ~ t h  their abllrty to help identify" new projects and later win down-stream project 
procurement The request-based practrce has also proven to be slow rn execution glven the value placed 
on formal dlplomatlc cornmunlcatlons and requtrement for repeated mlssions to exchange Ideas and 
oplnlons 

Table 
Reg~onal Distr~but~on of Japan s ODA (1992) 

A second noted feature IS Japan's philosopliv to emplias~ze phys~cal infrastructure as a 
prerequlsrte for further economlc deieloprnent Tl i~s 1s an approach that Japan has follo~ved in ~ t s  own 
domest~c  development plannlng and Japanese policy places kalue on phys~cal infrastructure bel~evrng 
t h ~ s  IS crltlcal to prov~drng a viable environment for economlc growth This perspect~ve has had an 
obvlous, and large impact on the nature of the Japanese assistance and ~ t s  operation and rnana, oemen t 
structure And third Japan has adopted a 'tarlored ' or needs-based a ~ d  program that rather clearly 
defines the appropriate forms of assistance b\ a coilntn s income categon T h ~ s  IS iinlque to Japan onli 
in the manner ~n whlch they hake graduated' cbuntries In rnrung and n.latcl~ing human~tar~an a ~ d  grant 
asslstance technologv transfer and ~ a r ~ a b l e  rate loan programs Pl~~losopl~~cal lv Japan kalues loans 
over grants In the splrlt of self-Iielp and the Japanese ODA program has tended to not drop a country 
out of  its ard program as qulchlv as man\ other bilateral donors Instead, Japan has graduated to harder 
terms and less grant assistance as countries like Tha~land and Malajs~a have prospered and tlle~r Income 
lei els have grown 
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Japan's ODA is ~lnplemented b\ h \ o  prrnc~ple ard agencres, Japan InternatloiiZ! C'operat~on 
Agency (JICA) and Overseas Ecor~orn~c Cooperat~on Fund (OECF) JICA adm~n~sters  grant progranls 
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among several mlnrstr~es wh~ch ofren compete ~ ~ t h  one another for leadersh~p The h l ln~s tn  of Forergn 
Affa~rs  (MOFA), M~nrstry of Internatronal Trade and Indubtrv (MITI), Mlnlsrry of Finance (h1OF) and 
Econornlc Plannlng Agency (EPA) are the four prlnc~ple publlc agencies respons~ble for policv dlrect~on 
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and major investment decisions The first three Ministries are generally considered to ~naintain ult~mate 
control of Japanese ODA In total, more than 17 Ministries and agencies In Japan participate in various 
facets of the aid program 

JICA 

JICA is the grant-funding arm of Japanese ODA and delivers the rnajorlty of Japanese grant 
assistance through grants-ln-aid and technical cooperation JICA has approximately 1,100 staff worklng 
rn Japan, and 50 overseas offices in 48 countries JICA's programs include 

training in Japan, 
dispatch of  ~ndlvidual long-term advisors (usually from pubilc sector Ministries), 
provision of  equipment, 
project-type cooperation (equipment & construction) 
grant-funded construction and tecllnical assistance, 
development study (Feasibll~ty Study or  Master Plan) 
dlspatch of  Japan Overseas Cooperation Volunteers (JOCV) - slmllar to U S Peace 
corps, 
development investment (assistance to private sector) 
survey and administration of ODA, 
emigration services, and 
dlsaster rellef 

O E C F  

OECF 1s the loan-fundlng arm of Japanese ODA and in inam isals ~ t s  operations resemble 
those of the World Banh OECF administers several types of bilateral loan proyams project type non 
project-t~pe, Structure Adjustment Loan (SAL) Sector Adjustinent (SECAL) Sector Piogranl Loan 
(SPL) OECF has small grant facilltv for feasibility studies ( F f S )  and earl\ due d l l ~ ~ e n c e  on prlvate 
sector Investment 

Organization and SIanagernent Functions 

Japan's early foray into development assistance in the 1950s i\as admlnlstered by a mul t ip l~c~n 
of public agencies, each with separate agendas Thls divislon of respons~bilitv created a decentralized 
aid bureaucracq that largely persists today Tracing the management and decision inaklng responslbllih 
in Japanese ODA is complex, and is difficult to fully comprehend, as ~t 1s different from other donors ---- 
Foreign ald adm~nlstratlon IS not centralized Into one aid agency lihe man\ otlier b~lateral donors and the 
private sector plays a large role in helplng to shape the early stages In the project development cvcls 
Furthermore the system is In evolution in response to its enormous growth oier  the last ten years forcing 
considerable strain on management sjstems 

For ~ t s  size Japanese ODA IS administered by a very small number of go~ernnient ernplo\rr\ 
Dollar for dollar (or \en for yen) Japanese adtnin~strators are responsible for far more fundlng than tF.clr 
counterparts in A i D or even the World Bank For euample, both in Indonesia and tlie Phlllppines n*o 



of the largest recrprents of Japanese ard Japan wrth a staff o f  one-fifth the slze, dlrects a larger fund~ng 
program than that of A I D 

The Mlnrstry of Fore~gn Affa~rs (MOFA) through embassres overseas malntarns a wrde, but 
modest network of personnel charged wrth revrewrng offic~al requests for assistance, and revrewrng the 
implementatton of the overall ard program In a grben countrv MOFA, as the forergn drplomatrc arm of 
the Japanese government, takes the lead rn polrcy matters and audrts the performance of ODA 
worldwide 

JICA runs a large nehvorh of domestic branch offices In Japan, regronal trarnlng centers rn 
Japan, and generally follows a country / field representative office approach overseas Regronal offices 
are largely for adm~nistratrve, logrstical, and rnformatron-gathenn purposes These offices have rather 
I~mited responsibrlrty for leading reg~onal or count9 acttvrties Budgets and program d~rectlon rests 
firmly In Tokyo, and follows a central~zed management model 

One finds some slgns of a more regronalrzed approach ebolvlng, urth country and regronal 
offices havrng larger roles rn program and project management However, t h ~ s  \ \ i l l  be a slow process 
glven the small cadre of development spec~alrsts in Japan For example, a few JICA offices have a 
reg~onal scope Vrenna has responsrbrl~ty for CEENIS, and rn FY 1995, Turkey w ~ l l  oversee Central Asla 
programs These offices wrll play an Important role ~n admrn~stratlon of programs In these new 
geographrc areas, though wrthout full author~ty for dec~sron-mak~ng Also the number of research and 
planning" experts ass~gned to JICA offices overseas has groun from 3 rn FY 1988 to 24 In FY 1992 
These staff experts' are charged w ~ t h  the task of explortng assistance needs ~n de~eloping countrtes and 
coord~nat~ng new projects Thrs staffing pattern IS  11helv to cont~nue o\er the tmplernentat~on of the Frfth 
Medrum-Term Plan 

OECF In contrast to JICA, runs a v e n  small set of o~e r seas  offices (16) The rnajorlty of  these 
offices have admin~stratlve responstb~lrt~ for more than one country program and deal inostlv with the 
fir~anclal performance of OECF s yen credrt prozrams These oifices are s~ rn~ la r  to the \ilorld Bank 
Res~dent Representat~ve model The regional office netnorh includes 

Bangkok 
C a ~ r o  
Seoul 
Jakarta 
Beglng 
KL 
Islamabad 
Dhaka 
Colombo 
New De lh~  
Mantla 
Narrobr 

Parrs 
London 
Wash,DC 

SE Asra except Indones~a Ph~lippines M a l a ~ s ~ a  S~nfapore and Brune~ 
Egqpt Lrbya Sudan and AIrdEast 
Korea coord~nat~on 
Indones~a and Oceanra 
Chrna Mongol~a Hong Kong 
Malaysta, Brunei S~ngapore 
Paklstan and Afzhan~stan 
Bangladesh 

- -- 
Srl Lanka and h l3 ldr~es  
Southwest Asla (ekcept Bangladesh Pakistan Afghanrstan SL Mald~\es)  
Pli~lipp~ne, PNG 
East Afr~ca (except Rwanda and Burundr) and Soutl~ern Africa (eycept Lesotlio 
Swazrland S Afrrca and Narntb~a) 
Europe N Africa French bpeah~ng est Afrlca 
UK Ireland h Africa N Europe S Afrrca Ensltsh spe3hing M est Africa 
US, NorthICentral America Caribbean 



Rio de Janeiro South America 

For both the implementing agenctes JICA and OECF, overseas offices are thlnly staffed in 
compartson with the USAID management model Offices on average have 7-12 people csually sharing 
general management responsibtlities Overseas offices are vtewed as ~niportant sources of information, 
and serve public relat~ons funct~ons for the Tokyo home offices Yet, resource decisions, beyond an 
operating budget and small project activlty fund, are made In Tohyo headquarters For the most part, 
contracting IS directed from Tohyo for JICA activittes, and OECF procurenlent IS managed by host 
country governments OECF offices fac~litate an adrnrn~strat~ve revlew function and financial tnvoiclng 
for Tokyo headquarters Overseas offices of JICA and OECF oversee contract performance and legal 
compliance, but do so with very ltttle authority for independent action w~thout Tohyo approval Project 
funds are author~zed and allocated by Tohyo, and overseas offices do not have access to technrcal 
asslstance or financtal resources except through Tokyo headquarters 

Audtts for on-gorng work are superv~sed by field offices, but often with short-tern1 Inputs from 
Tohyo Evaluations of on-go~ng and completed projects under Japanese ODA are st111 the evceptron and 
not the rule Only a small percentage of total projects are cornprehensrvely evaluated, and MOFA takes 
the lead responsibtlity tn dlrectlng project evaluatrons OECF and JICA have relatively new offices of 
mon~torlng and evaluation that are conducting In-house evaluations, and gradually contracting work out 
to host country thlrd pa@ organizations or Japan-based consultants Agatn, due to small staff slze a 
small subset of  projects recelve monitoring or ex-post e~aluat ion s tud~es Japanese ODA has been 
sighted for rts absence of indrcators of performance and standardtzed methods for measuring project 
success This h o w e ~ e r  is an area of Japanese ODA admtnistration that IS  no\\ and u 111 continue to 
recelve expanded emphasis in the future 

Project desizns are an interesting feature of Japanese ODA As noted earlier the Japanese 
sFsteln IS based on a request-based approacli drtven officiallv by the host countrv bach tlirough 
dtplornat~c channels of Japan Ho~kever the Japanese private sector (trading companies and consultirig 
firms) and th~rd  sector trade associations play a large role ~n helping reciptent countries identify projects 
that they thinh will be attractwe to Tohyo helping appropriate ministries in reciptent countries formulate 
requests for asslstance and facilitating contacts bemeen the ministry and Japanese embassies After a 
project is requested tt is reviemed by MOFA then the implementing agencies (JICA and OECF) take the 
lead in suneylng the technical and financial nature of the projects These terificatlon and re\ iew 
mrsslons are staffed b\ Min~btn and agency staff often colnplimented b~ tndr\ tduals from other 
organizations 

Japanese O D 4  does not \et have contractins behicles in place lihe the Indefinite Quantltv 
Contract (IQC) or Central])-funded techn~cal or reg~onal programs that facllttate rapidsrgect 
dekelopment Agaln thrs IS  an area of study fol lo\~ing many of the models developed b j  USAID hl P 
or FIS actik ities are each contracted rndl~idually and tend to i nvo l~e  contracts of 12 24 months 
Contracting for these studies IS done b) Tohyo headquarters in the case of JICA as well as the small 
grant project design facillh of OECF Contracting 1s slow due to its project by project nature, and F/S or 
development studles are often much longer than those of other multilateral or bilateral donors 

F~eld  implementation of JICA FIS or MIP stud~es is conducted b) contractors JICA grant aid 
construction and OECF loan-funded implementation projects are also contracted out through competltlve 



bidding The placement of  long-term advlsors for teclin~cal cooperation IS usually conducted by 
lndivldual publlc sector M~nlstry staff sent out for 1 2 Fear assignment, wlth ltttle short term activlty 
connected u ith this ad1 lsory positlon 

Organlzatlon and Management Effect~veness 

Japanese ODA has been crrtrcized for its absence of clear princ~ples or an efficrent ard 
administration system Japan has made great strldes to address these weaknesses over the last 5-6 years 
A decentralized and cornpetltive Tokyo management structure, small total number of personnel, and 
rapidly growlng program in financ~al terms has presented many challenges Japanese ODA, and its two 
impIementln_e agencles I ICA and OECF are evolving to meet the changlng environment for development 
assistance 

The current model is a hlghly centralized command and control system led by the Tokyo 
headquarters of the various agencies, princrpally JICA and OECF Important characterist~cs Include 

Allocation and approvals for field actlvitles orrginate from Tokyo, 

H ~ g h  compartmentalization by function or sector following closely the structure of Tokyo-based 
ministries 

Lim~ted abilin to fund or act locallv eien for design technical monitoring or eialuation 

Pr i~a te  sector identifies projects glven the small aid bureaucracj 

Ebaluat~ons are llmited 

Project audits are modest from field 

Loglstlcal support for long-term ad\ isers is limited, and 

OECF field offices facrlitate processing loan \oucllers \ \ ~ t h  a minor role in technical o~ers ight  of 
projects 

The role of country and reg~onal offices ~f expanded, \xould contribute to improied financial 
effic~enck through benefits of closer proulmlt\ to the de~elopment activit) reduced mobilization time 
and cost sakings If staffed appropriately, there nould undoubtedly be galns in improied benefician -- 
participation and project management if okerseab offices had larger ~nvol\ement in the count5 a c t ~ \  itles 
Field costs are small ah a percentage of total actli ~h but thrs structure sacrifices qua115 control and 
ob erall effectli eness 

One interesting innovatron comlng from Japan is the South South cooperation pro, oram 
sometimes referred to as the tr~angular aid program Japan IS pro\ rdlng assistance to principall\ 
ASEAN member countries for these countries to then manage assistance to less developed countries 
Examples include assibtance to Turhev for further lendrng onto the Central Asian republics an3 grant 



ass~stance to Indonesra and Thalland for providing technology transfer In selected fields in Cambodla 
This scheme offers rnterestlng opportunities In capacity build~ng, through tapprng the resources of 
rapidly growlng countr~es wrth srmrlar economic and cultural setting to provide tecllnology and advrce to 
the~r  less developed nerghbonng countries 

Informat~on Management 

Japanese ODA admin~strat~on and management, l ~ k e  much of whrte collar work in Japan, suffers 
from llmited use of the latest communication and rnformatlon management technology The automation 
of records filing, storage, data sortlng, and reportrng capabrlrt~es is rn its Infancy anlong the wh~te-collar 
workforce The use of electron~c mail for communrcatlon and data exchange 1s rarely used among publlc 
sector agencres, and contractors In the development consulting buslness Implernentatlon of Improved 
information management systems wrll enhance management, monltonng, evaluatron and public 
d~sclosure 



FORD FOUNDATION 

The Ford Foundat~on IS a prlvate phllanthroplc lnstitut~on ded~cated to lnternat~onal peace 
and to advancing the well-belng of  people throughout the world Under the pollcy gutdance of a 
Board o f  Trustees, the Foundat~on grants and Iends funds for educational, detelopmental, and 
experimental efforts deslgned to produce slgnlficant advances on problems of worldw~de 
~mportance Occas~onally the Foundation ltself adlnlnlsters projects w~thout the help of lntermed~ary 
organlzatlons 

Through 199 1, the Foundat~on has made commitments totaI11ng more than $7 blllron to more 
than 9,000 organlzat~ons and 100,000 ~ndlvrduals located In all 50 states, the D~strlct of Columb~a, 
and varlous forergn countrtes The Foundation operates out of ~ t s  New York headquarters, and field 
offices In Asla, Afr~ca and Latin Arner~ca 

The Foundat~ons ph11anthropic work addresses problems and Issues In the US and abroad 
Much of its oterseas work IS concentrated In developrng countrles Grants are made through a 
Program Divls~on encompassing the seven broad categories llsted In Table 1 below Program 
act1vlties In ~ndivldual countrles are determined by local needs and prlorltles w~thln these subject 
areas 

For illustrat~ve purposes the Program budget for 1992-1993 totall~ng $634 5 mill~on 
represents an increase of 7 5 per cent over the budget for the prekious b~enn~um Annuallv, 
approx~matelj  35 percent of the Foundatlons program budget IS  allocated for itork in selected 
develop~ng countrles 

The organization of its 
domest~c  and internat~onal itorh w~th ln  
the seven areas reflects the 
Foundat~on s bel~ef that the US and 
developrng countries share many 
s lm~lar  problems and that the 
approaches taken ln one settlng often 
have reIevance beyond nat~onal 
boundar~es T h ~ s  transnat~onal 
perspective has strengthened efforts to 
resolve problems related to economlc 
development, rural poverty and 
refugees and mlgrants for example 

To create programs of broader 
scope and impact, the Foundation has 
turned rncreaslngly to the format~on of  
partnerships M ~ t h  other organizatrons 
both pub l~c  and prrvate, national and 
local In addition to managlng programs 
~tse l f  o r  makrng grants to enable other 
lnstitut~ons to establish and operate 

Program Budgets 1992 and 1993 
(rn~ll~ons of dollars) 

Major Program Areas 
Urban Povem 8-1 8 
Rural Povertv and Resources 56 9 
R~ghts and Soclal Justice 59 1 
Go~ernance and Public Pollcv 51 8 
Education and Culture 79 2 
International Affairs --- 63 9 
Re~roductlve Health and Population 13 8 

Other Program Allocat~ons* 63 6 
Program Related Investments 30 0 
Program Support 68 4 
General Resen e 70 0 - 
Total Budget $611 5 

*Includes allocat~ons for media projects speclal program 
act~ons and unanticipated needs ~ l rh ln  each malor 
program area 



programs the Ford Foundat~on added a third mechanism called "program-related ~nvestments' 
(PRJs) 

PRIs are usually loans or loan guarantees or equlty Investments Their dlstlngulsh~ng feature 
IS that they are drawn from a portlon of  the foundatrons cap~tal assets rather than from ~ t s  earnlngs 
Unl~ke  grants, they are recoverable As Investments, PFUs rnvolve relat~vely small returns and h ~ g h  
rrsks For reclplents, however, they help attract other sources of  financing, develop financ~al 
experience, and accumulate assets and Income to sustaln t h e ~ r  operations 

Management and Operations 

The Foundatlon operates rts programs w ~ t h  the assistance of a small nehvorh of Field Offices 
located overseas 

Afrrca and Mlddle East Programs 
Eastern and Southern Africa Kenya, Zlmbabwe (sub-office) 
M~ddle  East and North Afrrca Eg) pt, Sudan (sub-office) 
West Afr~ca Senegal, Nigerra {sub-office) 

Asra Progranzs 
Bangladesh Clzlna bld~a (~ncluding epal and Srr Lanka) 
Southeast Asla I17do17esra ThaiZand/sub-ojc Phil~pplnes (sub-office) 

Latln Amer~ca and Caribbean Programs 
Brazll, Mewco (including Central America) 
Andean Reglon and Southern Cone Chile, Peru(sub-office) 

Programs for developing countries are grouped into one of three regions Afrlcs and Mlddle 
East Asia and Latln Amer~ca and Car~bbean Each of the regional programs IS headed bl a Director 
based In Its New YorA headquarters with a Representat~ve In each field office Se\ era1 field offices 
for example Indonesia sen lce  programs in ne~ghborlng countles \%here smaller sub offices have 
been established as well In the case of Southeast Asla, the Representat~ve IS  a~ded  b\ Ass~stant 
Representat~ves who sorb out of the Thalland and Phtl~pplnes sub-offices 

The network of field offices and sub-office satell~tes h a ~ e  been deterrn~ned b) three factors 

1 a s t o r y  The Foundation has had offices to support large programs In places like Dhaka 
Bombay and Delh~ for many years These programs have surv~ved the test of tlme desprte - 
fluctuations In the endowment's earnlngs and agalnst the emergence of nen and promising locat~ons 
elsewhere around the world for program actlvirv The openlng of Ch~na rn 1988 and Vletnam In 
1995 result In the reallocar~on of field office resources to manage changing program prlorltles 

2 Country Needs Rspresentat~ves are respons~ble for beglmlng an analjsis of countr) 
needs These discussions move up to the Dlrector In NY Vice President and final11 ro the Trustees 
where dec~sions on the slze of countrv and regional program budgets are finall) made 

3 Endowment Earrungs The field office network as ~t exlsts todav IS much reduced from 
prevlous years The Foundatlon operates only on the bas s  of investment earnlngs of ~ t s  underlying 
endowment As market condlt~ons fluxuate, so too do the earnings available for the Foundatlon s 
programs Contract~ons and expansions In endowment earnlngs rnfluence the number and srze of the 



field offices needed to manage the Foundat~ons grants and more recently Its loan programs 

The Geographv of Funct~ons and Respons~bhtles 

Fleld Offices funct~on w ~ t h  a great deal of ~ndependence once country budgets have been 
established For country grants under $75,000, Reg~onal Representat~ves have approval author~ty 
Grant proposals for amounts over this l~mit  are still prepared IR the field office and then sent to the 
NY headquarters where a program officer presents the proposal to the Pres~dent While 
clarlficatlon change and lrnprovenent may be called for the proposals are sald to be never turned 
down 

As ment~oned earher, field offices report to one of the three reg~onal directors in NY The 
NY program staff 1s llkewise organized Into one of three reglons and operate under a d~rector 

In Asia for example, the Dlrector 1s supported by two program officers The program 
officers administer a reglonal program budget out of NY wh~ch provrdes grants to programs whlch 
cut across natlonal boundaries A grant to a university In Thailand to offer tralnlng to people from 
the four surrounding councr~es In the Asla reglon IS one example of such a reg~onal ac t~v~ty  For the 
Asia reglon In the year 1994 NY administered a portfol~o of between $1 5 and 2 million 

The field offices across all of Asla admintstered $30 mlllton for the same year To carry our 
these grant mak~ns actlvltles a program staff of 1 I people for South East Asla and a staff of 17 for 
Chrna India and Bangladesh were emploqed In the field offices In the current fiscal )ear 
program staff deplovment between offices was as ~llusrrated below 

Indones~a Reg~onai Office 5 persons 
Thailand Sub-Office 2 persons (one for Vletnam) 
Phllipplnes Sub-Offlce 3 persons 

China Regional Office 5 persons 

indla Regional Office 8 persons 

Bangladesh Regional Office 4 persons 

In headquarters the) do not have numbers available on the slze or composition of support 
staff in the field offices It appears that the Reg~onal Representat~tes handle local supporrstaff 
lebels w~titin the o~erali  budgets established for their programs 

Personnel 

All program staff positions In the Ford Foundailon are aurhorized by the Trustees These 
staff weather the] are worklnz In the headquarters or In a field office are hlred our of N Y  There is 
one salao scale and benefits package wh~ch is applied irrespect~ve of an employees own country of 
or~gln Employees who work m their own country do not requlre and hence are not e l~g~ble  for 
asslsted home leave There does not appear to be other categories of people uorking for the 
Foundation such as contractors mtermittants, temporaries or the l~ke 



Belng hired from NY, 11 would appear that most routlne personnel matters are handled In a 
centralrzed fash~on as well 

Operat~ons and Management Ratlos 

The US Internal Revenue Servlce requlres that the Foundatlon In order to malntaln its tax 
exempt status report on the slze of its O&M expendrtures relatrve to 11s grants program The 
Foundatlon malntalns a relat~onshlp wh~ch  meets the IRS s requlrements and as determined by 11s 
Trustees It does not report t h ~ s  relatronshlp to the publlc 

T o  shed some l~ght  on what IS golng on the Foundat~ons annual reports do ~nclude a 
Statement of Income Expendltures and Changes In Fund Balance Two llne items under 
Expendltures suggest the level of management and admlnistrat~ve overhead necessary to suppon the 
Foundat~ons programs These are labeled as General Management ($19 250,000 FY 1993)and 
Expenses Incurred In the Production of Income ($17 039 000 FY 1993) These admlnlstratlve 
expenses represent 17 percent of Program Actlvltj ($326 mil l~on for FY93) expenditures for 
general management and an add~t~onal 19 percent u hen factoring In costs of produc~ng Income 
Together, 26 percent of the program expend~rures for 1993 were requlred to manage and produce 
the necessary funds 

There are of course other ways to look at the relatlonsh~p of adminlstrarlve expenses to 
program A global lndlcatlon can be glven for the Asia reglon whereby the total professlonal field 
and supportrng Neu York headquarters staff are compared wlth the roughly USS30 rnlI11on grants 
program that was admlnistered In FY 1994 For [he fitld this ratlo amounts to 28 professional staff 
for $30 m~lllon or $1 07 mrllion per professlonal staff member posted In the field If we add the 
fhree additional staff In the NY headquarters the ratlo drops to just below $970 000 per program 
staff member 

Ratlo analjsls on a country speclfic basis more along the llnes of USAID ratios of USDH 
to program d~sbursements present a different plcrure USAID ratlos consider prozrarn funds In the 
pipeline, whlch can extend for up to elght years managed by USDH staff The annual ratios for 
Ford offices In Asla would be estimated at Manila office at 1 expatriate to $1 3 million Banhok 
office coverlng Thalland and Vietnam at 1 expatriate to $ 1  68 rnilllon and the Jaharra office 
whtch has reglonal and bilateral responsiblllties at 1 erpatrlate to $ 8 milllon If these are average 
annual ratlos and the plpeline of grant funds for management purposes 1s about file )ears then 
the ratlos for these same offices would appear as hlanlla at 1 $6 5 m ~ l l ~ o n  Banghoh at 1 $8 4 
mil l~on and Jakarta at 1 $4 mlll~on 

In order to use a ratlo llke thls In an j  sort of ~nter-organ~zational c o r n p a r l s o U a v e  to 
tahe Into account the nature of the work [hat these professlonal staff are engaged In In the case of 
the Ford Foundatlon grant funds are used In one of tiso ways 

. The first and most common avenue for grants disbursement 1s through prlmarlli non 
government organlzatlons In thls case the program staff In the field offices zre engaged In 
a partlclpatory process and lnvolved u ~ t h  grantees In all aspects of proposal del elopment 
nlonltorlng and evaluation Gwen the large number of relatrvely small grantc ( ~ e l o t t  



$75 000) that are adm~nlstered thrs generates a large workload for the program staff ' 
. A second means for adrn~nlster~ng grants are through a Program Suppon budget whereby 

Foundation funds are used to support actrvltles that are admlnlstered entirely by program 
staff wlthout ~nterven~ng grantees for unplementatron Worldw~de In 1992-93 these 
programs accounted for only $68 4 mlllron or 12 percent of the total amount of funds 
granted to beneficlar~es Desprte the fact that these account for only a small proportion of 
the total spent ($544 m~lllon) program staff can be expected to devote a disproportronate 
amount of tune to the rumlng of these actlvrties 

The measures emplojed above suggest that Foundatron program officers carry a relatrvely 
light load when ~t comes to rnanaglng program funds In comparlson to the portfolios that USAID 
project officers manage for example, ~t IS not at all uncommon to find a much heavrer' load 
frequently In the tens of rn~llrons of dollars Those figures would be revrsed downward rather 
rap~dly  however once the rnult~ple layers of program management are added Into the calculation 
It ma) we11 be that the total management cost numbers are better for ~nter-organ~zar~onal 
comparison wlth some adjustment on the amount of overhead expended to produce lncome This 
rnlght be adjusted Into something comparable u h ~ c h  USAID expends In ~ t s  dealing w~rh  the 
Congress whlch IS ~ t s  source of fundlng 

Arlthmetrc ratlos do not present the full plcture The load of program offices also 
depends on the management-lntensrty of drsbursements as rnentloned earher Most of Ford's 
grants are approx~mately $100 000 each Each office In Asla for example averages between 37 
and 40 reg~onal and brlateral activrties or grants each year In comparrson USAID and other 
brlateral donors generally dlsburse much larger grants and contracts resulting rn a much lower 
average number of actlvitres each j ear 

' A relevant comparlson wlrh USAID rnlght be to look ar the leiel of professional sraff needed ro 
admmsrer grants and other conrractual agreements u i r h  hGO s Cnforrunarel\ 11 IS not possible ro break out the 
$30 m~llion spenr m the Asla region m FY94 by the amount that u a s  pro\lded as grants ro BGO s kersus that 
w h ~ c h  u as admmsrered dlrectly by Foundation staff 

* The Foundar~on s NY headquarters was unable at r h ~ s  tune to provide a breakdown by funds 
admlnlstered m h e  form of grants under the Major Program Areas iersus those admln~srered under Program 
Support for the Asla reglon m the fiscal year endmg September 30 1993 


