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CHAPTER I
INTRODUCTION

The United States foreign assistance program has evolved from a
series of limited objectives, beginning in 1942, and a global objective
enunciated by President Truman in 1949, These were consolidated in
1953, reorganized in 1955, and further(;onso}idated in 1961. In its
metamorphosis, foreign aild has become recognized as a major instrument
of U.S8. foreign policy, while retaining in law, concept and practice
most of the objectives and folkways of its formative stages.1 Adminis-
trative procedures were devised or improvised to meet emergencies as
the program became increasingly complex.

Many studies have been made of U,S. AID programs, resulting in

the incorporation of proeedures which facilitated operations.2 However

lprank M, Coffin, Witness for AID (Boston: Houghton Mifflin,
196l) ppe 65-The

2Tbid., pp. 43, 82-37. The major studies were: Special Committee
to Study the Foreign Aid Program (Report No. 300, 85th Congress, lst
Session); The President's Committee to Study the United States Military
Assistance Program--Economic Assistance Programs and Administration,
Wm. Ae Draper, Jr., Chairman (1959); President's Task Force on Economic
Assistance, Henry R. Labouise, Chairman (1961); Committee on Foreign
Affairs Personnel, Christian A, Herter, Chairman (1962); and The
President's Committee to Strengthen the Security of.the Free World,
Lucius D. Clay, Chairman (1963).
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with the exception of the Herter Committee, which studied persomnel,

most efforts were centered on the administration of capital assigtance
and on Congressional presentations. Efforts to improve the administration
of technical assistance was largely neglected until 1963, when the U.S,
Agency for International Development (AID) commissioned the Syracuse
University Maxwell Craduate School of Citizenship and Public Affairs to
make a comprehensive study of the administration of techmical assistance,
with special reference to agriculture. (APPENDIX B) During the course

of the project, June 1963 tolDecember 1966, fifteen major preliminary
reports were produced. (APPENDIX F)

Although the prei!dminary reports include a number of observations
applicable to spocific procedures from top to bottom of the administrative
hierarchy, the final recommendations are restricted to broad questions
of policy. The need for an understanding of sound methods and précedures
of administering tachnlcal assistance remains, Thi§ is a common. require-
ment for all organizations. It is critical in AID field operations,where
the average personnel assignment is two years,

ose

The purpese of the present study is to draw from-the preliminary
reports of the Maxwell School project and other contemporary sources,
apparently significani, proposals for the improvement of the administration
of technical assistance,with special reference to agrieulture,which seem

to be applicable to AID.
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Scope of the Study

1. For this study the purpose of technlecal assistance is given
as nation building and/or socio~economic progress.3

2, I% may be assumed,and was indeed observed in the Maxwell
School studies,that there is no substantive difference between technical
assistance in agriculiure and technical assistance in general.h To
hold this exercise to managable proportions, analysis of technical
assistance at the sector level is restricted to agriculture.

3« The study is limited in application to technicszl assistance
fostered by the United States Government.

Procedure

Thé present study proposes to respond to the questions What seem:
to be the most effective procedures for administering the major functions
of technical assistance, with special reference to agriculture? The

prelininary reports of the Maxwell School project, which have received only

restricted circulation, will serve as the primary source, To this axtént,

the present study is a continuation of the Maxwell School series. (APPENDIX F)

It may be supplemented by later sources and pertinent empirical observations.

4\

Milton J. Esmen and Fred C. Bruhns, Institution Building and

National Development=-An Approach to Induced Social Change in Transitional

Societies, Inter-University Research Program in institution Fuilding
(Pittsburgh: GSPIA, University of Pittsburgh, 1965) Pe 22,

bjohn Lindeman, Preliminary /Final/ Report to AID on the
Administration of Technical Assistance, with opecial Heference to
Agriculture (Syracuse: Maxwell Scnool, August, 1965) hectographede p. l.




A Framework for Studying Technical Assistance Administration

Grenting that technical assistance is an external effort on the
part of the donor and an exiernal resource on the part ¢f the recipient,
these major components of the process may be identified:

1. A purpose setting, enabling body. For the United States this
is the Congress.

2. The prineipal agent for the process, who is charged with
carrying out the purpose, and his staff and its process.

E. 3. The field agent and his organization.

4, The recipient and its organization.

5. Other sources of technical assistance,

PRI ST -

These are the functions of the headquarters unit:
1, Communicate to the policy setting and finaneing bodys:

a., recommend policy and policy changes

P

v
TR - R

be request funds

ce. Teport,

TR

. 2, Commnicate to the field gulding policy and spending limits,

.t

-

3. Support the field mission, including:

e s st 18 b b

a, representing the mission program to the policy setting body

be providing personnel
ce technical backstopping

R o
[ IS TR TR PR P R .

d. procurement and forwarding of commodities and supplies

e. managing program connected participants and trainees.

R
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L. Evaluate the mission program.

5« Achieve popular support.5

These are the tasks of the field missions

l. Communicate to headquarters a summation of the resources
required to achieve the objectives of the donor.

2+« Orgsnize the resources provided.6

3« Commit the resources provic:led.."-f

L. Evaluate the effort and report the outcome.

The potentisl areas of the technical asslistance requirement may
be deduced from Esman's "task or action oriented model for development
a:e:sist‘.a.nce“B which has the following components:

1/ ha governing, goal oriented elite which bears the major
regponsibility for initiating and directing the process of
modernizing change;

2/ ™a doctrine or set of action commitments which establishes,
communicates, and legitimizes norms, priorities and styles
for operating programs;

27 Rg get of action instruments through which communication with
the commmity is maintained and operating programs are
implemented, (including)

5Coffin, op.cite pp. 75-89.

6BzaJ:'ns.rci sald, "™provide the system of communication%. Chester
I. Barnard, The Functions of Executive (Cambridge: Harvard University
Press, 1938) Pari IV,

"Tbid. Barnard said "promote the securing of essential efforts.?

Seman and Brumns, op.cite, pp. 22.
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"political eorganization
"the administrative system
Yassoeiated interest groups
"the mass media.™y

SIS

In underdeveloped countries, any one component of Esman's model may
be deficient to the extent of limiting national development and/or socio-
economic progress; hence, technical assistance for each component must
be considered. This determines the framework of the potential technical
assistance reguirement, which may be shown as follows:

1. Advicé to the poverning elite on goals and public policy.

2+ Technical assistance in political developments.

3+ Technical assistance in public administration.

4. Technical assistance in national development planning.

This includes research and aid to research. It includes coordination
with the hoat country's planning unit as well ag with aiding it in
coordination with line ministries and other aid donmors. It inclﬁdes
asgistance with progrém,implementation.

eSS B. Technical assistance in developing institutions. These

incigdé ingtdtutions for research, manpower development, educational
serviées, information, credit, supply and marketing.

6o Technical assistance in conducting campaigns for change.

7. Technical assistance in providing feedback to the development

-

program, This includes messuring and reporting the country's resources,

9Tvid.
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as well as evaluating and reporting the results of their use toward
achieving national goalsa

The present study eonsiders, first, the functions of the field mission
and, second, the function of the headquarters organization in providing
technical assistance in the above seven areas,

g

—_ Definition of Terms

Technlical assistance. Foreign or international technical

assistance méans aiding a recipient state in the effective exploitation
of resources for predetermined ends, which for the purposes of this
exercise is nation building and/or soéio-economic progresss. Foreign -

or international are generally inferred. Technical assistance connotes

the provision of appropriate knowledge, methods and technigues to

acquire, organize, mobilize and exploit resources.10
' Technical assistance is concerned with the provision of,

a) special;étudies~of the evaluative or enatbling type, b) advice on

policy, method and technique, ¢) training and d} scbolarships for

foreign study. Technical assistance does not involve capital assistance,

eXcept where a first round of capital equipment is supplied as a necessary

10porter Hardy, Jr., "The Proper Means of Foreign Ald: Tectnical
Assgistance®, Devere E, Pontony (ed.)}, United States Foreign Aid (San
Francisco: Howard Chandler, 1960) p. 120, Hardy quotes Section L18 (a)
of the U.S, Actoof International Development of 1950.

Earlier definitions restricted usage to economic development.
In the 1960's, application of the term came to include social and
political development, .

ayt
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means of demonstrating a technical process.ll On the other hand, capital
assistancé projects may specify technical assistance inpuils as a means

of execution. The provision of personnel for operational roles in on-
going programs is considered to be an act of financial assistance rather
than technical assistance. This includes the provision of teachers and
school administrators.

Administration of technical assistances Accepting purpose as

given, the tasks of technical assistance administration are, a) deter-
mining the resources required to achieve the given purpose, b) securing
the required resources, c¢) organizing and nobilizing the resources,
q) communicating the mission-purpose to the organization, e) committing
the organized, mobilized resources to the achievement of the given purpose,
f) evaluating the effort at interim, g) reporting to the purpose giver
on results of efforts committed and h) adjusting precedures in light of
evaluation,

Expert. '"Expert" is the term.used by the Unitéd Nations, the
ORCD and the Golpmbo Plan for personnel sent to aid reecipient ccuntries
for the purposes of national development. Webster's defintion applies:
*very skillful; having much training and knowledge in some special
field",l2 The "experth éroup includes %“operators", teachers and

"advisers".13

l1pid,

12yepsterts New World Dictionary (Cleveland: World Publishing
Compariy, 1964). N

13H11ard L. Thorp Devélopmént Assistance Effortis and Policies,
1967 Review (Paris: OEGDS Pr. 162-163.

ERT

.t
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Technician. The early U.S5. technical assistance crganizations
uged the term "technician™ in place of "expert® as used zbove.

Persormel in educatione OEGCD identifies in its count of Mexperts",

"personnel. in educaticn, meaning persons engaged full time in teaching,
school administration or advising on the improvement of education. 1t .
Operator. "ExpertsM, other than personnel in education, assigned
to administrative roles in the recipient government or its development
projecﬁé are designated "operators".15
Advisor, "Experts® who occupy ho official role in the recipient
government tut whose Jobs are to enhance the effectiveness of the system

16

and‘its members are known as Padviserst, ATD used the alternate

spelling, “advisor®,

Volunteer, "OECD counts Yvolunteers" as separated from Y“experis®,
International Voluntary Services and Peace Corps personnél are in this
category, In practice, they may or may not f£ill any of the above
categories, expertise not being a necessary qualificatione

Participants The term "participant” is used by AID for students
sent abroad for education and training to fill roles in their country's
defeIOpment prbgrams. OECD uses the terms "studenth and "rainee" as

synonymous with“participant".18

134,
15Thid. )
161144, . ‘

171pid.

181014,

- N
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CHAPTER TI1
THE MAXWELL SCHOOL PROJECT
The Maxwell School Technical Assistance Research Project flowed

from a Project Implementation Order for Technical Services (PIO/T), a

standard document used by AID to obligate funds for contract services,

which had the stated purposs,

", ..to conduct research for the improvement of the administration of
.‘ technical assistance, with particular emphasis on the administratien

of technical assistance in agriculture, such improvement being a

means toward Increasing the effectiveness of the United States

direct and indirect expenditure on technical assistance. The

principle objective of the research project will be to appraise

current practices in the administration of technical assistance

by A.T.D. and other donors and by a selected group of recipient

countries in ordsr to determine strengths and weaknesses, and

to recommend changes. Through collaboration with A.I.D. personnel

it is expected that the research process and results will be

directed in particular towards Unlted States problems in this

fleld. Speclal emphasis will be given to technical assistance

in agrimlture." {(APPENDIX A, Block 1h) :

‘ The terms of the PIO/T were restated as objectives in a contract
,_ . between the Maxwell School and AID, (APPENDIX B)
Four areas of specific interest were identified in the PIO/T.
Pertaininé to field operatjong, programming, institutional development
5: and manpower development (specifically, the management of participants)

were mentioned. The problem of personnel administration was mentioned

in global context. (APPENDIX A, Block 1h}.

12

Iyl :
RLNITEN



13

As the studies progressed the Maxwell School team identified
the following major problems, summed up by John Lindeman, project
director,
e have identified the three key problem areas as being: a) the
function of the field, b) personnel administration, and ¢) programming.
Other problem areas...are subsumed under one or more of these
categories, or periphéral to them."
Lindeman identified these problems in the subsumption: a) coordi-
nation of technical assistance efforts with other donors, b) evaluation,
¢) project phase-out and d) MWscatteration versus cohcentrationt.29
In addition he listed six problem subjects identified as of
interest to AID in particuiaf: aj employment of third counitry nationals
in technical assistance roles, b) use of third country facilities for
training officials of recipient countries, c) use (employment by the donor)
of recipient country citizens to provide technical assistance to that
country, d) encouragement of the privatqﬁsegtor of donor countries to
provide technical assistance, ‘€) vocatioﬁal agricultural education(a

re-examination) and f) relationships between agricultural extension and

communi ty development.21

lngndeman,.gE.EEE? Pe 13.

20rbid, pp. 22-2).

2lThid, pp. 3b-35.
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A comprehensive study of the administration of participants was
omitted by agreement, according to Lindeman22, although this was not
reflected in project correspondence.23

Methods and Sources

The Maxwell School studies were diagnostic and prescriptive.
Viewing the whole process, presumably, the team selected functions to
study in which significant problems were identified. Little if any
space %as given to funetions wherein debiiitating problems were not
identified.

The expert observation and prescription method may be justified
on the grounds of speed and efficiency. It permits rapid movement and
minimizes description as well as the need for final documentation. The
dominant style used in the project is exemplified in Lindeman's statement,
"Dacumentation in this paper is minimal, for the sake of brevity and
readability, /footnote/ However, we have ‘the documentation®, 2l

The method has limitations, however. First, the validity of the
study rests largely on the reputation of the investigator. Second, the

report is biased in the direction. of the dysfunctional. That it is

22Tnterview with John Lindeman, Syracuse, April 16-19, 1968.

- 23y,8. ATID, Office of War on Hunger, Agriculture and Rural
Development Service, Files (Washington: AID), There would be a tendency
not to register a verbal agreement as an amendment to the contract where
neither funding nor the time span of the project was affected.

2hLindeman, op.&it. p. 1.
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necessarily ecritical tends to generate nostility on the part of the
subject operators, which if the client is included will tend to limit
its acceptance. Third, the usefulness of the study is limited to
knowledgeables, which may extend little beyond the client.

Lindeman's description of the team's method was, "We interviewed
as many people as we could, reviewed the literature as best as we could
and we had to make value judgements".es The following major sources
were revealed in the preliminary reports:

1. The litergture. ‘

24 _AID Technical Assistance Study Group files. This is a
collection of interviews of technical assistance personnel returning
from foreign assignments.26

3. A questionnaire circulated to 33 resident representatives of
the United Nations Technical Assistance Board and two U.S. AID mission
directors.e’

lie Field interviews, Ten members of the team took extensive

field trips. (APPENDIX E) Lindeman reported that they conducted over

25Lindeman, Interview, op.cit.

26,5, ATD Techrical Assistance Study Group, John Ohly, Chairman
(Washington: AID, 1962) Uncirculated files.

2?ch‘nn P. White, Technical Assistance and Coordination by
Underdeveloped Countries: Analysis of a Questionnaire (Syracuse: LeMoyne
Gollege, 1967). This is one of tne Maxwell School project preliminary
reports, published under the copyright of the author,
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1500 interviews. The responses were treated as privileged information;
hence they were not appended to the preliminary reports. Iversen's
management of the field data is representative for the project:
"MWhile the interviews dealt with common problems--and the ways in
which they were met--no effort was made to structure the questioning
in such a way that the interview data might be guantified or
treated statistically. While records were kept of each interview,
the information discussed was usually of such a nature &s to make
identification of sources inadvisable. The author assumes full
respongability for the accuracy and typicality of the information
used,"
Members of the team exchanged information gained in the field.2?
S A research advisory council composed of distinguished
administrators and students of technical assistance. (APPENDIX F)
6. Client review, Each working paper and preliminary report
was submitted to ATD for review,30
The project organization consisted of a full-time director
and a secretary-tfeasurer-bookkeeper. The studies were effectively

commissioned or subcontracted to, mostly, professors and graduate

students at Mawxwell School, who sandwiehed their trips, research and

28Robert W. Iversen, Personnel for Technic¢al Assistance (Syracuse:
Maxwell School, 1966) mimeographede p. L.

29Ib:'.d. . R
ET B
30Review<by the client included notatioms in the-marginéﬁbf:the
review copies, letters varying from acknowledgement to, in some cases,
challenge or refutation. Lindeman complained that he got no response
at all from his Preliminary /Final/ Report, which was prepared specifically
to provoke discussion. He interpreted this as a manifestation of loss. ;...

of interest on the part of AID (Interview, gE,cit.). The client's kﬁk-f_‘“

reviews were consulted in the present study.

eF
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write-ups with primary endeavors. The last report submitted was dated
Dette: » 1966. The project was extended to June 25, 1966. There were no
further amendments to the contract.

ATD officials charged with monitoring the contract maintain that
the project is incomplete. They view tne preliminary reports as tentative
and in their present format, while coniaining much valuable information,
of limited use.3

Lindeman agreed in April 1968, that the project was yet
incomplete, but he held that it was mot dead: in fact he was at that
time drafting a final report.3?

Disgussion

The interviews and the project correspondence revealed a vast

difference in the views of the two parties as to tie job called for,

The author of the project and its monitor for 30 months was Frank W,

Parker, an agronomist with vast practiéal experience in the administration
of technical agricultural projects, but with no professional training in
public administration. (This is cited in inference that Parker was not
necessarily hep to the concepts and ways of public administration scholars.,)
There is evidence that he expected something on the order of a manual

for agrieultural technical assistance.33

-

1

Nlinterviews with Xovert T. MaMillan, AID monitor of the Maxwell
School contract, Washington, July, 1967.

32Lindeman, Interview, op.cit.
33mhis was deduced from interviews with Mcfillan and Douglas

Caton, ATD, July 1967, from the wording of the PIO/T (APPENDIX A) and
the project correspondence,
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On the other hand, Lindeman sought senior adminisbrators as his
auwdience, as a means of afferting change. Consequently, he endeavored
to provide answers to questians of concern to them, He stated,
"What is required.../for/ improvement in the administration of
technical assistance...is to promote attitudinal changes,
strengthen some recent innovations, implemeni many things that
are already on the books, and obtain some minor changes in
legislation,”3
He believes the effectiveness of the research project would have
been greatly enhanced, had it been monitored by the AID Office of Admini-
stration, rather than by the Offire of Technical Cooperation and Researcha 35
This becomes obvious if it is conceded that the Intent of the project
was limited to improving AID operations, as is indicated in Lindeman's

statement above,

The language of the PIO/T suggests a producf less noble, with

- wider application than fo AID reorganization, with a greater life span

than a one-shot reorganization study. (APPENDIX A) Whether such an
undertalding is feasible remains open to question, There are at least
four continuing research projects which AID has suppcrted completely or

in part, each addressed to no more than a single item in the PI0/T.36

BhLindeman, -O.E.EE;EO Pe 30
35Lindeman » Interview, op.cit.

36A Michigan State University Project is conducting field tests
on theories of social change in representative underdeveloped countries;
Massachusetts Institute of Technology is studying mass media in relation
to rural development in Turkey; the University of Wisconsin has a study
of land tenure in Latin America; a consortium composed of Pittskurgh,
Syracuse, Michigan State and Indiana Universities is studying institution
building; and another consertium composed of Illineis, Indiana, Minnesota,
Missouri, North Carolina State, Ohio State, Purdue, Utzh State and Wis-
consin Universities, is studying the contractual use of universities in
agricultural technical assistance.
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CHAPTER ITI
ORGANIZATION OF THE ADVISORY TEAM

That a country sbeks technical assistance attests to felt
deficiencies in its manﬁpwer relevant to achieving its desired goals.
The very earliest respondes of the United States in this field were in
the introduection of singlg crops.3? Conversely, immediately following;
World War II, German rocké@ scientists were eagerly sought by both the
United States and Russia. EMore recently it is known that the British
economist Barbara Ward has served as an advisor to President Johnson,
These are cases where the rdeipient state selectively sought technical
assistance in specific endeavors. The cases illustrate that technical
assistance may be sought and éan be upseful at all levels,

To reverse the sequence, let us assume, as policy statements
attest, that tne United States is interested in the accellerated economic

and social development of a number of presently underdeveloped countries.38

3TIn response to a request from the Sultan in 1846, the U,S.
Secretary of State sent Dr. James Bolton Davis of Fairfield County,
South Carolina, to Turkey to introduce cotton culture. The venture was
a faiiure for the Turks, but Davis brought back Angora goats. A representa-
tive of Great Britain spent the year of 1853 on the plantation of Richard
Barrow, St. Francisville, La., learning cotton and sugar cane culture,
which he subsequently established in India, American Brahman Breeders
Association, American Brahmasn Cattle (Houston: ABBA, 1954).

3By.s. AID, "Program Guidance Manual", AID Manual, (Washington:
AID, 1962) M.O. 100101, p. 1.
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Arbitrary, piecemeal assistance cannot be relied upon for such achievement.
Rather, it seems that therc must be a readiness to provide teehnical assistance
to the underdeveloped recipient country at any and all points along the

scale of Esman's model.,>” The question is how can a mission best be

organized to respond to such a ‘wide scope of assistance. It is obvious

from the outset that except for rare cases no one donor will in fact

rrovide all of the advice that a government receives. But the fact that

by defiﬂition it stands in need »f advice calls for discussion.

Advisiqglthe Chief of State

The Chief of State will seekeolnsel where and when he chooses.
President Johmson is an example. At one time, the late Bernard Fall was
an influential advisor to Prince Norodom Sihanouk of Cambodia. In other
countries, the role has been nobly, yet quietly filled by United States
ambagsadors, It is the task of first order in technical assistance.
Regardless of his power role, the Chief of State controls the symbols of
state which are so alle~important in mobilizing people and governments,
It is important that he becomes development-goal oriented.tC If he should
have conflicting values and objectives, the cause of development is greatly

handicapped.

39Esman, Op«Cite

lLOIn studying success in agricultural development in Greece, Mexico
and Taiwan, Wade Gregory found that one of three common attributes of the
three countries was a stable government with commitment. Wade F. Gregory,
Agricultural Development in Greece, Mexico and Taiwan (Washingtoms: USDA,
September, 1967), Mimeographed, p. 32.
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Advising the Prime Mipister

Prime ministers seek outside advice in making £heir many kmotty
decisions, including those concerned with d¢velopment programs, That it
is important that the prime minister have sound advice is attested by
Roscoe Martin, who found effective government to be the key to development.

It is said that prime ministers préfef not to seek technical advicge
bilaterally for fear of the "puppet® labfl. The instances of independent
advisors to prime ministers are well kn&%n. Again, however, ambassadors
may contribute in this role. ;

The U.S. AID mission director m@y find himself advising the prime
minister. According to protocol, thq&'may be considered “counterparts".

£l

It behooves the mission director teo make sure that the prime minister
is aware of the country's developmenit potentials and the essential steps
required to exploit them,

There i1s room in thils relayionship for subordinate association,

for example, of the executive secdretariats of the two offices.

Advice on Planning

Development planning is a new, eXCeedingly“édhpléi process for
developing countries, for which few have qualified personnel. Yet, the

national plan can be the crucial factor in a national development program.

thoscoe Ce Martin and Mildred E, Martin, Technical Assistance in
the Field (Syracuse: Maxwell School, February, 1968), pe. 20.

il
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Although a national development program is concgivable without a national
plan, a sound program is not likely to flow frgm an unsound plan.

Richard Duncan found that often times recipient governments
hesitated to request hilateral assistance in developing their planning
organizations, primarily from fear of foreign political interference. He
noted that while bilateral donors, includimg the United States, provide
planning advisors, the United States encounrages recipient countries to .
make direct arrangements with private individuals or organizations,

Other sources are the United Nations aml the private fourdations (primarily
I‘l‘mrcl).h'2
Recipient government officials complained that the United Nations
_did not provide effective support for its planning advisors and that they
lacked the "influence to meet and deal with continuous project problems?®,
Short term consultants were criticized for lack of descrimination.h3
Duncan noted these common complaints by the planning advisors:
"Their most common comment was the difficulty of obfaining
adequate and accurate data, the complications of the recipient
government's structure, and the lack of adequately trained staff,

A number were also critical of the many delays invgﬁved in donor
action where agreements had already been reached,*

lhzﬁichard L. Duncan, The Programming of Technical Asgistance
(Syracuse: Maxwell School, December, 1966) Hectographed. pe O7e

W31yp1¢,

Lltpid,
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Tnese observaliions imply that the developing countries are in
fact not getting the wadvice on national planning they need. Such problems
should be expected,as a definition of underdevelopmént. Tt is the routine
Jjob of the advisor to {#vise ways and means of overcoming such handicaps.

While there are immediate advantages of contractiqg for private
plamming advisors, ther& are serious disadvantages. The chances are that
the recipient governmentﬁwill contract for a planning advisor when it is
the job of a team and morle, DBesides assisting the senior cfficers in
getting organized, there }s the jobh of organizing a large technical-office

and building whole subordimate institutions to colleet, feed in and

. process information. Equally important, there iz the job of implementation,

which reaches throughout the‘govérnment and the country. The private
contractor is likely to be without the advisory organization to follow
the plan through implementation. A comprehensive mission such -as AID
is capable of fielding has this reach.

ATD should offer planning advisory assistance to countries-in
which, 1t maintains missiong. The nature of the program would vary wi£h
the circumstances. It is concelvable that the aid package might include
a team of specialists and a quantity of data processing -equipment to be
located in the planning offiice proper. Other advisors would. be assigned
to developing or improving the statistics gathering organization. In-

service training would be provlded for planning office workers. Key

-employees would -be sent abroad for additional training., Assistance would
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be provided the line ministries in urganizing their planning units.
Through linkage with project adviscirs, the chief planning advisor may
extend his efforts to project implpmentation and feedback.

Advising ¢he Line Minister
1 -

In the AID higrarchy the Jine division chief is responsible for
advising line minist.ers.LLS (Thﬂ% is not to be confused with negectiating
project agreements, which is the director's domain,)

The division chief shou}d meet the minister at regular intervals,
perhaps one hour 2 week. At ihese meetings, the division chief should
have something substantive to discuss, bearing either on the ministry
program or the improvement of operational procedures of immediate concern
to the minister, ' |

The Chief of Cabinet

A large number of ministries include the position of Chief of

Cabinet, which is number two to the minister and roughly equivalent to the

military position Chief of Staff, It is occupied by the senior civil

servant of the ministry. As such, he is extremely influential and
relatively permanent. In most cases it 15 he who commands the chiefs of

the functlonal departments. As llkely as not he will be present at the

hsAlthough the titles vary, this is the general heirarchiml
ranking in the USAID mission: 1) director, 2) deputy director,
3) program officer, L) line division chief, 5) deputy division chief,
6) branch chlef, 7) project advisor and 8) operator.
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'
minister's meétings with his advisors. Whether/ or not this 1s the practice,
the advisor should devote some time to assistihg the chief of cabinet in his
area of special interests.

Protocol does not pernmit the advising/division chief to maintain
formal relations with both the' minister snd/the chief of cabinet. In many:
cases this may be done by the deputy division chief, However, the gstute
division chief will mainta;n a cultivated /casual relationship with the
number two man in the ministry. Many "cdsual" opportunities will be
presented as the minister is unable to keep his appointments,

Assisting the Line Minigtry'!s Planning Effort

The office of Chief of Cabinet Should include a small plamning group,

whose Job 1s primarily coordinating
hé

e functional departments with the.
national planning authority.

Coordination is given extended meaning here. It includes, a) gqthérj:;
information requested by the central planning authority, b) assessing domestic

: Faf
demand over the plan perled; c) segtting production goals, d) deteimiiiing

the nature and location of alternative development investments, e) negotiating

sector proposals with the central planning authority,-}) adjusting the sector
plan to the outcome of negotiations, g) assisting the functional departments
with, project planning, and h) hssisting the minister with implementation

of the plan.m For an inexperienced crew to haccomplish this requires the

"
ST

full -time~attention of a development planning advisor., ~—™.°

l“““J:.“gbr—zrt. de Vries, Planning and Organizstion of Agricultural
Development (Pittsburgh: Univ. of Fittsburgh, GSPIA, 1968) Hectographed.

bTTpsa,
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Advising Depart.r:pent Chiefs

The operations of an agriculturdl ministry are usually divided
into departments according to product or function. They may inciude,
agronomy (field crops, tree crops and vegetables), animal production and
veterinary public health, forestry, fisheries (marine and inland),
irrigation, research, vocational er,h_lcation, higher education, agricultural
and home economics extension, agricultural information, agricultural
cooperatives, agricultural credit, marketing, and agricultural economies
ana statigtics. It is in these departments that development projects are
conceived, proposed, planned and impiemented.

The AID system provides for an‘advisor, Branch Chief, to assisti

the chief of each department in which the Agency has specigl interests.
The advisor's job ié to assist the department chief in plamning and

implementing projects and programs. In projects réquiring capital inputs

f from the United States, this is where basic pegbtiations take places In

day-to-day operations the representatives of the two governments literally
hammer out project proposals for their chiefs later to approve.

Advising on Project Operations

A ministerial department mzy foster a number of activities in
which the United States is interested. These consist mostly of developing
service institutions,_although they may include capital projectss As the
magnitude of the project and interest warrants, specialists may be assigned

to advise on specific projects or sub-projects, For example, a USAID
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extension branch may éonsist of a branch chief, a rural youth advisor, one
or more home economics advisors and any number of area extension advisors.
An agricﬁ:ltural education branch may consigt of an agricultural advisor
and one o} more, university contract teams.

Adigsors operating at this level are concerned with progress in a
specific a%tivity without themselves participating in the operation. If
advice to the Chief of State and the Prime Minister is important to pave
the way for‘?ational development, advice at the project implementation
level is esséptial for its achievement,

\ o ;
\ .

1
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CHAPTER TV

RELATTONS WITH THE HOST GOVERNMENT

The problem of donor-host government relations is so intense that
undoubtedly the effectiveness of much aid effort is greatly reduced. In
its severest cases (Burma and Cambodia) the uUnited States was asked
to discontinue its assistance programs. Martin found friction in U.S.
mission«recipient relations at all levels, 48 Nor is the problem unigue
to the United States. The Ford Foundation and the Asia Foundation were
also dsmissed from Burma., Soviet missions also have encountered relations
friction, in at least one case up to the breaking pointe

Neither are multilateral agenciés exempt. Ronald Nairn found
a United Nations Educational, Scientific and Cultural Organization
(UNESCO) project in Thailand so replete with relations friction that
progress was all but impossibles Continucusly strained relations exd.sted
between the experts and counterparts as well as among members of the

advisory team, who represented 17 different nationalities.h9

iBMartdn, opecit., ppe 35-52.

thonald Ce Nairn, International Aid to Thailand: The Hew
Colonialism? (New Haven: ~Yale University Press, 1905) Ppe 17-02.

28
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The reasons for donor-recipient relations friction are manifold.
Pelitieal policy ranks high in bilateral aid relations. Donor pelicies
in allecating and administering aid contribute to friction. Ineffective
communications is a frustrating block in relations, 0

If for no other reason, relations friction may be expected from
bringing the members of an aggressive social system to bear or the roles
of stable systems where the values of each-group are almost inconceivable
to the other, as is the case with developed countries aiding the less
developed. This may be illustrated by the following generalized examples:

The valves held by the American btechnician may be centered in the
Protestant Ethic,sl the contractual agreement and technical achievement
within a time frame, while the values of English and French technical
assistance experts may center X% self respect, scnolarship and leisure,
East Asian values may be centered in family ritual, status and harmony.

Status and the motivation for holding public office are greatly
misunderstood and unappreciated., The defimbion of roles is a source
of friction. The American advisor may see nimself as a lone operating
prime-mover, It is said that the English and French often display a

memory of Colonial Office days. On the other hand the East Asian

501pid,

) SlHax Weber, The Protestant Ethic and the Spirit of Capitalism,
translated by Talcott Parsons (New York: Charles Scribmer's Sons, 1958).
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government official sees himdelf as the servant of his superior and the
mastér of his subordinates, dpriving status from both rolés.

It is a#iomatic that tdch£ical assistance to the developing
countries requires bringing pe&ples of different and strange cultures
together under strenuous workink relations, Means by which the aid donor
may,in pursuit of its objective%,maintain optimal relations with the host .
government are considered in thi% chapter.

Role ofgthe Advisor

1
The job of the foreign advisor is greaitly complicated by the

circumstances that he is alien to "the culture in which he is working,

excluded from the social éystem he is charged with influencing. He has

A

no role in the system--no prestige¢, no authority, no power., This poses

the question, what can the adviscr do to most effectively pursue the objective
of his presence? It is proposed that he may function in these roles, in

the order given: a) research and writing, b) training and ¢) counseling

or advising. These functions will not gain him membership in the social

LR

system. However, it is postulated that 'if he performs these functions in
the environment of the system in a mammer not antagonistic to it but
complementary to the goals of its members, he will be awarded prestige and

ultimately status by the system to the extent that he may influence the-

. actions of ité members,

Research and Writing

When a new advisor arrives on the scene he is not the only one aware -

of his almost bewildering ignorance of the job ahead: +the chances are that

Waesanm

. v
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the people he is to advise have conducted “acauaint myself with the fieldn
trips for many before him. How is he to learmn the job at hand? The
technical asslstance program ls oriented to problem solving: why not
research the problem? The advisor may enli;st the aid of a host government
counterpart and teach him to do suwrvey regearch in the process. They can
publish the report under a joint by-line, thereby establishing equality
between the two and building prestige for the counterpart.

Cross~cultural conversation is far from perfect communication,
regardless of whose language 1s used, 52 Bayond face~to~face discuésion a
government officialst needs his advige in writing. He can study 1t and
draw his own conclusioqs. Recommendations in written form provide a ready
reference for implementing change.

During his tour of duty an advisor should be able to write the

essentials of his philosophy concerning his area of assignment, as well
a3 his finds, his major recommendations and the progress of the gndeavor

during his presence. To do this nay provide well-grounded, consecutive

recommendations to the host govermment and a record for the succeding advisor.

It 18 a common? complaint of technical assistance advisors that
the host officlals they are assigned to advise have many responsibilities
other then the one of particular interest to the advisor, that it is

difficult to get to see the client,>3 This may be due to high demand

52Martin, op.cit., pp. 92-93

53erbert . Hyman, Gene N, Levine and Gharles R. Wright,
Indueing Social Change in Developing Countries (Geneva: United Nations
Research Institute for Social Development, 1967), pP. 152.
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placed on the time of people with profeésifnal qualifications in developing
countries. The p?actice of writing recomdendations greatly reduces the

. :
amount of necessary face-to-face counterdart relastionships.
Training ’

The notion of technical cooperatfion expressed in the Point Four E
Speech was based on the principle that‘technique is indestruectible and
that it multiplies by communicatione /Training is the true multiplier
of technical assistance.

If the advisor does well with his research and writing, he may be
invited to teach, especially if he/gromotes the Opportuﬁity; He will not
be invited--should not attempt-~tb teach his counterpartsor equalyin the
host government h&erarchy, techqécal qualifications not withstandinge.

/
Rather, he may be invited to t?éch subordinates. Ye should share the
professorial role with the coqﬁterpart.

If the training goes qéll the counterpart will arrange additiomal

i
courses and invite the adviqbr to perform as guest instructor. ﬁéter he
may hear of %raining schedqied to which he is not invited. This may be
considered‘a mark of accomplishment, as it signifies that the counterpart

feels confident to produge a short course on his own, aithough he fears

his advisor's evaluation of the effort.Sh

’ 5T“These and the above observations are based on the author's ~ !
experience as agricultural information advisor, USOM/Brazil, 1957-1961,
" agricultural education advisor, USAID, Cambodia, 1962~198l and senior
agricultural advisor, USATD, Vietnam, 19641966, Unpublished papers in
personal filss.
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Advising

If the advisor establishes that he is skilled and informed in his
field of responsibility and if he has proven preﬁictably safe--that he
will not embdprass his counterpart before superior or subordinate--he may
be called on for counsel., When it comes the occasion will be private, and
it may concern a private matter. It might not. If the meeting enhances
the pursuit of 'the legitimate goals of the host official the foreign
visitor has becéme an advisor. He may expect more visits and weightier
consultation,

The reputdtions of skillful advisors grow rapidly (they were oncé
known as prophetsb. The successful advi;or should expect this. Where
possible, he shoul¢ avoid consuliation above his assigned level in the
host hiéerarchy. Rsather, he should respond through his counterpart in the
nhost government and through his own superiors on the advisory team.

Envirommental Relations

1t is a common finding of visiting evaluation teams that thé USAID
migsion establishment is overwhelming in size and that the technical
advisors remain isclated behind guarded doors and air conditioners., It
ié further reported that the American enclaée overruns the elite residential
sections and sports clubs, that the Americans isolate themselves from the
host popnlation, totally indulged in cocktail parties, bridge and pgolf.

Martin corroborated this.>® The relevant quéstions are: 1) In light of

SSMa.rt.in, Op«Citey pps L3-lhL.
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the purposes of the mission, are these situationsdesirable? 2) What are
the alternatives? é) If there are potentially undesirable features, how
may they be managed to best further U.S. interests?

Should the foreign adviéor have a desk in the host government
establishment? With & glance the answer is easy, Yes. After all, why is .
he in the country? But there are deeper involvements to consider,

The. answer lies {in the degree of involvement in operations. If the
donor agent is operating, he should be centered in the cperation. However,
the scope of this study rules out operations.

Offices are designed to acpomgaate heirarchial status. There
can be only one number one office in an organization. Foreign technical
assistance advisors are assigned to advise chiefs of organizational units.
Suppese an advisor is offered a desk in the organization he is assistinge.
Where would it be located? e cannot share the head office, as this would
deprive the chief of status. Iflhe is assigned the number iwo desk, he
announces to the world that he is subordinate,status-wise, to the chief,
This is a handicap which must be overcome for effective advisement to énsue.
wOrse; ﬁe deprives the number two actor of his rightful station in the
system. This does not promote growih of the organization. It could
cause ann?éiétion from the foreigner, beginning with the number two man

of thé organization.
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There are political qonsiderations. What degree of visibility
should the advisor maintain? Tt is likely that the host officigl has
callers from other governments who may or may not be sympathetic to the
advisor and his government. ‘

To what extent can the organization chief claim control of the
organization with the man with the ideas constantly present? To what
extent can he claim credit for the success of the operation?

In the course of 16 technieal advisory relationships with host
government officials, I found an average of one hour a week to be optimal

for consultation. This does not include time used in joint activities,

such as travel, project planning, training and demonstration, which are

-

products of consultation.

In summary, two points have been advanced: ‘First, for a foreign
agent to occupy a desk in a host govermment esteblishment creates social
and politicai difficulties vnich may be couwnter-productive to the objectives
in pursuit. Second, considering the inevitable shortage of office facilities,
the amount of facgnto-face consuliation between the host government
official and the foreigh advisor is not sufficlent to Jjustify a desk in
the establistment for the latter. In most instances it is best that he
malnbain his office apart from the host, where he has adequate support,
including secretarial assistance, to prepare for his advisory sessions.

Such arrangements im fact facilitate qualifying as advisor-to more than

one.host official,
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tousing

The Ugly American is a woox of Fiction containing serious technical
errors, whose authors were not authorities on technical assistance.56
However, it has greatly influenced the American image of Americans overseas.
The truth is that Americans demand and come close to achieving living
standards (housing and the like) overseas comparable to what they had
at home. The problem is that what would be middle class housing in the
United States is limited to the wealthiest sections of the capital cities
of the developing countries. So this is %here the Americans settle.

Politically it is perhaps good disposition, because it locates the
enclave in the more spacious, less congested part of the city. . That the
Americans and other foreigners occupy such quarters portrays the impression
that they are "“weree reech", which in comparison fo host citizéﬁs of equal

status, they indeed are. Few Americans are aware of it,

Social Relations

One of Martin's respondents seecmed to take a dim view of cocktailing

as a means of socialization,57 as conld be expected ‘in-Buddhist and Muslim

56Nilliam Jo Lederer and iugene Burdick, The Ugly American, (New
York: W.W. Norton, 1958). Tor example, the old women got bent backs from
tuberculosis of the spine, rather than from sweeping with hand brooms,
and John's wife did not remedy the malady by growing long broom handles,
Bamboo preceded the couple to the village considerably.

STwartin, op.cite, pe L2



¥

37

countries, Most serioﬁs advisors try to establish social equilibrium with
people with whom they have professional contact. It is a difficult task,
due to vast differences in the culture and in the wealth of the two groups.

The fellowing guidelines have proven helpfﬁl in establishing
equilibrium with host country citizens and officiéls:

1. The foreigner should aveid socially rushing the host official.
He should allow the host the opportunity to make the first moves.

24 HReciprocate in near kind. If the host has used a restaurant,
it signifies perhaps that ﬁis domestic facilities are inadequate for the
occasion, It would be proper for the reciprocation to take place in a
restaurant, also.. A party in the home at this occasion might be
interpreted as a slur.

3. Uhen entertaining groups, make sure that host citizens are in
the majority. They will be uncomfortable as a minority.

i« If it is desirable to entertain host officials and their wives,
entertain them one couple at a time, OCtherwise, the wives may not show.

Counterpart versus Program Oriented Assistance

The earlier U.S. technical assistance programs were concerned
primarily +ith establishing new institutions in countries having near
adequate technical skills, All that was needed, it was believed, was
technical orientation. 3o, for example, the U.S. agency would employ an
agriculbtwuwral extension official from a land grant college, who would
organize a national extension service and serve as advisor to the new

director, whom the U.S. agent referred to as his "counterpart.® In two
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to four years the orientation was completed and the American moved on,
This established a pattern, a mode of oﬁeration which cuntinues,

As the program-spread t0 the less developed countries, the supply
cf technically trained people sharply diminished, Ralph Gleason found the
lack of competent counterpart personnel to be the most seriously limiting
factor in the way of success in the case histories of 19 out of 26
agricultural development projects in the Near East-South Asia.>8

Being employed and assigned by project allotment, American technical
advisors generally expect the institutions they are to nurture to have at
least seen daylight by the time of their arrival., If neot, frustrated, they
may be prone to wait it out.

The truth is that personnel may not be available, and it takes a
long time to train them to a level approaching Western standards. This may
suggest the need for alternative approaches, ﬁsing institutions already
established. It suggests the need for great flexibility in the advisory
system. Equipping government officials to perform effectively in
institutional roles is the essence of the technical assistance goal, In
the absence of "counterparts" the advisor should work with the leadership
of the people, whatever their roles. & village chief makes a fine "“commter-
rart"s If the people can establish cbjectives they can make progress

toward reaching them, and technical assistance helps.

8 .
5 Rglph N. Gleason, Technical Assistance to the Agricultural Sector
of Developing Nations (Golumbus: Ohio State University, May, 1963} Pe 3h.
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Joint Uperations

The U.S. aid agencies have experimented with three methods of
managing technical assistance in recipient countries. One method, the
principal practice today, is providing direct assistance to recipient
governments on the basis of prior agreements. Twoe forms of joint
operations were employed for divergent purpcses. The Joint Commission for
Rural Reconstruction (JCRR) was established by the United States and the
Republic of China to provide China a voice in administering aid funds from
the United States. The other system was the servicio, established in
Lzatin America to provide a mechanism whereby the United States might contrel
the spending of its conuributed funds.

The JCRR was headed by three commissioners named by the President
of China and two named by the President of the United States, who disbursed
U.S. and Chinese funds in support of rural development prajects. Nineteen
years after JCRR was established in Taiwan, the last U.S. AID employee,
Commissioner Gerald Huffman, was transferred., John Montgomef;_gsund the
venture to have been a hugh success. Agricultural output increased six
per cent annnally over the period and per capita income increased L7 per
cent fram 1952 to 1962, Montgomery's qualifications for the future use of
joint operations were, a) high caliber administration and b) substantial

contribution by the donor.59

59Jo‘nn D. Montgomery, Rufus B. Heghes, Jr. and Raymond H. Davis,
Rural Improvement and Political Development: The JCRR Model (Washington:
ATD, June, 196lL) pp. L, 67-75.

P
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On the other hand Roscoe Martin, recognizing the success of JCRR
in the short run, suggests that its existgnce precluded the formation of
an agricultural ministry. Thus he doubts the country's capacity to deal
with its agricultural problems in the future, 0

In the 1940's, joint agricultural development organizations were

set up in Central and South American countries, with U.S. Operations

Mission (USOM) agriculture division chiefs serving as director. Bragzills.

servicio had co-directors, a citizen of each country.

The servicios enjoyed great popularity for the first decade or so
of their lives, They'we;e free to pay salaries above the civil serviee
scale. With ready cash they could launch projects instantiy. Thelr
menopoly on U,S. aid dollars made them admirably conspicious for vehicles
and other imported hardware.

However, it was noticed as the years passed that the recipient
governments never substantially increased their support to the servicios,
rarely if ever tooi over the projects as was hoped.61

If joint operations are not supported they wither on the vine. If

they are, Martin sees them, "if carried very far, lead to the ereation

of parallel and almost inevitably a competing administrative system®.562

60Ma1"tin, 92.&:.&., PP 73"?1-'-.

6lRobert J. Schafer, The Servicio Experience (Syracuse: Maxwell
School, Juns, 1965).

62Martin, Op.cite, pe 764
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He concluded:

"Tn seeking to strengthen tne machinery of government, full use
should be made of the existing structure before recourse is taken

t0 new organizational forms. The temptation is to circumvent the
traditional ministeries in favor of new agencies which, it is hoped,
will be free of the cobwebs of time and the constraints of entrenched
bureaucracy. There may be occasions that warrant this procedure,

-but they are not as numerous zs past practice wouwld suggest. The

presumption should be that the existing array of departments is
adequate to normal needs. Only after a contrary finding based on a
careful assessment of the ministries-in-being should a decision be
made to create a new agency."03

631pid., p. 1004 :



CHAPTER V
PROGRANMYING TECHNICAL ASST 3TANCE

In 1962, AID established a new, comprehensive, integrated programming
procedure designed to ng¥ its activities to ;dministration policy and to
provide a more managable budget presentation.61L Subsequent usage nas
proven the title of the document, "Program Guidance Manual®, to be a mis-
nomer, Its application has been limited to budget 'presentation. The
documents which flowed from these Manual Orders annually were limited
strictly to project proposals (as they went to Washington) and project
approvals (as they cleared Congress).65

Although it was the clear intent that the Manual Orders serve as
a framework for program building, the emphasis on budget presentation
completely overshadowed the programming function. Operating under Washington
instructions, the mission program office forced the technical divisions to
submit draft project proposals on deadline, Having fought the project
propesals through six Congressional committee hearings, Washington did not
demand that project approvals be expanded to operational plamns, so the

missions did not,

6hn.s., AID, Manual, op.cit.

e
65The predaégor program document was called Project Proposal and
Appraval (PPA).
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The contention that through Fiscal Year 1968, AID operated without
téchnical assistance programs rests on the definitien of program. The
Manual Order does not define the word.66 Duncan proposed an all~inclusive
definition:

"Programming is therefore defined as an administrative process by

wiich differing objectives articulated | by the participants in technical
assistance are resolved into meaningful and accepbable courses Of action.
More specifically, it is the meanss 1) by which donor objectives are
formulated and translated into program goals through common agreement
with the recipient; 2) by which specific project activities are
developed and reviewed in accordance with these goals; 3) for obtaining
continuing commitment by donor and recipient for the initiation and
continuation of project activities; 4) for assembling the information
necessary for an overall view of the total program at required intervals;
5) for modification as required by changes in policies, or conditions

of the environment; 6) for developing a strategy of transfer of
techniecal a551stance activities to the recipient organizations; and

7) for coordinating activities with other donors, %67

In simpler form, an operations program is a scheme for reaching

. a get of objectives. In the project econcept, ohjectives or goals are

crystalizations of interests, and a program is a group of projects designed
to reach the goals. Although the literature does not provide leads as to

the scope of technical assistance projects, students of capital assistance
list these necessary steps in the formulation of capital assistance projects:

1) proposal, 2) approval, 3) detailed plan of action and k) implementa‘bion.68

66U,8., AID, op.cite
6TDuncan, op.cit., pp. 150-151,

68U.N., Department of Economics and Social Affairs, Public -Administra-
tion Division, “Some Aspects of Administration of Projects within the Context
of Development Planning.® ECLA Seminary on Administrative Aspects of Plan
Implementation, Santiago, Chile, February, 1968 (New York: U.N., 1968) pp. 1-25.
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The ATD technigal assistance programming process generally did not gb beyond
the approval stage. A search of the shelves of the AID/Washington (AID/W)
agricultural division offices in 1967 revealed only four technical aésistance
plans.69
Recognizing this wealmese the Agency designed a new programming
procedure to be implemented for Fiscal Year 1969, calling for post approvai

project design. 70

There are additional problems in clarifylng U.S. aid purposes and
procedures, however, The United States applies three major forms of aid —-
capital assistance, technical asssistance and supporting assistance -~ to a
multitude of ends, which are included in a long 1ist in the introduction

of the Congressional Foreign Assistance Act. Coffin believes this to be

confusing and advocates simply,

", ..2 broad based assistance program on the principle that we are
interested in the security and development eﬁorts of all nations
firfmly commitied to their own independence."

Duncan found the need for a long range, well understood, widely

72

accepted program, Martin recommended well defined goals in more realistic

(longer) time :t‘rame:a.73 Max Millikan advocates long range cbje:ct.:lvesac.'m

69Near East-South Asia Region not researched.

. 10,8, AID, "Project Documentation®, Manual Circular Noe 10234267
(Washington: AID, June 2, 1967).

Mgoffin, op.cit., ps 166e

"?Duncan, opscita, ppe 117-118,
"Martin, op.cite, ppe 93, 97

7]"Heutc Fo Millikan, "™ew and Old Criteria for AID", Proceedings of
the Academy of Political Science, Vol. 27, No. 2, January, 1962 (New 1ork:
Columbia University), p. 11,
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On the cther hand, U,S5. officials gé::_that extreme caution must be
used in publishing national interests. As Haviland said, ™Such statements
are used as virtual claims against the U.S. Government."75

An ATD mission is constantly concerned with three éifferent programs.
One is the activities of the host country. Another is the program the
missicn proposés to Washington. The third is the program approved by

Washington.

Long Range Interests and Goals

- Technical assistance programs flow from the donor's interests in
recipient countries, in this order, a) global interests, b) regional
interests, c¢) specific .country interests, d) goals, 8) programs. The ATID
Manual calls for this procedure, It contains a global policy statement
strikingly similar to Coffin's proposals (o

"The major objective of U,S. féreign policy is the development of
a communlity of free nations cooperating on matters of mutual concern,
basing their political systems on consent and progressing in

economic welfare and socizl Justice. Such a world offérs the ‘best
prospect of security and peace for the United Statess™ 77

This statement does not materially influence ATD programming, however.

Annuslly, the State Department sends out "Country Guidelines™. from which

754, Field Haviland, Jr., "Foreign Aid and the Policy Process",
American Politicel Science Review, September, 1958. .

6Cofrin, opacite

77y,5., AID, Manual Order 1000.1, op.cite, ps l.
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the next year's program is to flowe The mission!s function is to propose
means of pursﬁing the prescribed objectives within the limits of expected
funds. The Manual specifies the analysis of political, social, security,
economic and self-help situations and trends. The next step in the process
is drafting a "Country Assistance Strategy" (CAS) -- goals and how they are
to be pursued. Finally, the "Country Assistance Program® (CAP) expends the
goal statements into project and activity proposals. (APPENDIX H)

It is suggested that U.S. long range interests and objectives in
specific countries are not well known for the following reasons: First,
technically, U.S. objectives have been set or reaffirmed annually, which
in effect precludes the existence of long range goal statements. Under
pressure to get the proposals approved by Congress, there is a great
emphasis on brevity, short-term activities and guick pay-outs In the paat
there has been great hesitancy to mention long range programs. Second,
the "Country Guldelines" and the CAS are classified documents. Very few
ATD employees outside the Program Offlce ever see them. Certainly no host
citizens ever see them, Third, the éﬁﬁ;cal changes brought about by ths
reorganization of the agency in 1961-1962, the subsequent shifts in regional
emphasis and annual budget difficulties may cast doubt as to the reliability
of any long rénge Interests that may be gleaned from neéotiations and public
statements.

U.S. mission representatives have exercigsed extreme precaution in
suggesting general national development strategy for fear of expressed

sentiments being taken as commitments.TB There are three disadvantages

78H3.'Vilﬂnd, 9_2- Citu
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agssociated with this practice, First, it leaves U.S. interests and presence
unexplained, if not unclear or suspect. Second, it may deprive the host
country of assistance in formulating its general development philosophy and
strategy, Third, it precludes the establishment of long range, well under-
stood, widely accepted goals and programs.

The Manual Order policy statement was amplified by President Johnson
in 1967:

"We Americans are deeply concerned about the recognition of the right

to self determination. ‘This is what each of you demands for yourself.
30 let us help your fellowmen in other parts of the world to enjoy it

too. LI B I A B B B O I B I I B B A B N A N I B RN R NC R Y RN NI Y R N R A R A BN N B B B B N RN KN )
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We believe that for the peoples of the 122 nations of the world,
speaking now of the underdeveloped nations specifically, real self
determination only comes when hunger and disease and ignorance and
poverty are overcome. We believe that the peoples of all of these
nations are entitled to that self-determination. They won't have it
until we can conguer ?gose anclent enemies~-illiteracy, ignorance,
disease and poverty.®

It is i1lustrative to characterize the necessary achievements of &
given country to satisfy U.S. valuesllas proclaimed by the Bresident. The
principal purpose of the speech was to explain U.S. interests in Vietnam.
An internal analysis indicated that to fulfill these principles required

the following achievements in the Vietnamese rural sector.BO

. T9address of President Lyndon B, Johnson before the National
Convention of Chambers of Commerce, Baltimore, June 27, 1967. The Washington
POS‘b, June 28, 1967. P. A—]J-Ll

80Baged on a review of the USAID/Vietnam Country Assistance Program
=« Part IT (Agriculture)} Fiscal Year 1967-1968, by the author, August,
1967. (Washington: AID, VN/ND, Files) Unpublished,
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1) a total population, including the rural element, that is
reasonably well fed in terms of technical nutrition standards

2) a progressive land-water development program which has
resulted in the efficient utilization of mosat of the land
and water resources, or at least as much as is required for
the achievement of other related goals, which continues to
function in view of contempory and future needs

3) sustained, equitable, efficient exploitation of the adjacent
sea

4) national self-gufficiency in forest production on a sustained
yi&ld basis

S) an equitable, efficient production supply system
6) an equitable, efficient agricultural marketing system

7) adequate rural communications systems, including roads,
water transportation, mail and electronic curmunication

B8) nationsl self-sufficiency in food and rough fiber production
with an advantageous export surplus equal in value to the
foreign exchange requirement

9} a family of responsive, government sponsored service
institutions manned by professionally skilled people, which
are well known to the rural population

10) a clear alliance between the rural population and the central
government through representation from the village upward

11) adequate schools, accessible through daily commuting, to
qualify rural people for government service

12} an efficient, up~to-date agricultural research service of
adequate dtmension to keep the country's agricultural
program reascnably progressive in world terms

13) an agricultural education system with adequate dimensions
to supply the required number of gqualified professional
manpower for pertinent educational and service institutions

1}4) individual farm efficiency compargfle to contemporaries
in (other) modern Asian countries

817he Manual Order policy statement uses the Atlantic Community
as the standard,” op.cit.
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15) enough net income by farmers, fishermen and woodsmen, over
and above that required for food, medicine and work clothing,
to permit savings for capital formation and the purchase of
modest items of comfort and lwrury

16) multiple means of national identification, including viable

farmerg'! organizations and rural youth organizations; a
sustained program of rural youth leadership development.

This is first purely 2z technical exercise to elucidate to the donor '
the implications of stated global poliey in a given setting. Second, if
the donor really ascribes to the statement in the expanded application,
the resulting document might be presented to the host Head of State in some
sort of well-wishing ceremony..

The migsion and the host govermment, cooperatively, might assess the
counitry!s resources, and from this project a kind of feasibility statement
for a list of aspirations derived as was the above list, as the World Bank
did in Kenya.82 This. document should become the basic text for development
planning and the basic guide for the programming of aid by donors.

All of the aspirations in the above list imply long range development
activities, Rural development is a long range activity.. The AID Manuval
suggested ten years, but this was for budget forecasting purposes.83

Martin observed, MAside from natural phenomena, little ever happens in a

hurry in an underdeveloped country."eh

82 ternational Bank for Reconstruction and Development, Development
Prospects for Kenya (Washington: IBRD, 1963). Kenya's national plan

flowed directly from this document and a political document, Sessional Paper
No. 10, October 23, 1963 (Wairobi: Government Printing Office, October, 1963).

83y.5., AID, Manual, op.git.
Bh‘Martin, OpeCite, Pe 97s
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Priorities
That the above aspirations may exist does not establish priorities
for the allocation of scarce resources. Recently, according to Leroy
Wehrle, ATD Deputy Assistant Administrator (Vietnam Bureau) AID adopted the
"principle of concentration on dynamic growth elements," With increase in
output as the goal, the programmer searches for or endeavors to create the
following conditions for the concentration of his resources:

l. Output leverage. An example may be a large rural population
with basie farm skills, coupled with a technological brealk-
through, such as the development of I-R-8, a high yielding
rice strain recently reieased by the International Rice
Research Institute, Los Banos, Philippines.

2+ Freedom from roadblocks. Tﬁis is a first screening as to
whether in the existing setting the sucecess of the under-
taking is feasible.

3. Politiecal tie~ins, This is a determination of whether the
host leadership wants the activity in question, or whether
they could be brought to want it.

he Confidence. This is an inquiry as to whether the host
government and the people have confidence in the prospective
venture. Unless there is ccnsidered io be a reasonable chance
for success, it may be betier not to undertake the project.ss

Current Program

Historically, programmning has been viewed by AID and its predecessor
agencies as, first, a funding exercise and, second, a means of central

centrol, There is little evidence that programming has been viewed as

operations planning,

85Lecture, University of Pittsburgh, Development Institute for
ATD Mid-Career Officers, June 6, 1968.
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Operating after the fact of appropriations, the Economic Cooperation
Administration required project proposals for technical assistance as a
means of holding field activities within the 1limits of the enabling
legislation and to provide documents against which funds could be allotted.86

Stanley Andrews, Administrator of the Mutual Security Administration,
12597}953, stated, "We divided the money up according to their needs and
checked to see that they didn't steal it.n87 ’

The Foreign Operatlons Administration devised the FPPA as the basic
technical assistance program document. It consistéd of a narrative of the
scope and intent of the activity, an indication of commitment by the host
government, and a personnel and cost worksheet covering up to five years.
The PPA was followed by a project agreement {ProAg) with the host govermment,
covering the life of the project up to five years, with often the tacit
understanding of an option of renewal. ~BEmphasis was placed on the Justifi-

cation for funds,

Beginning with Fiseal Year 1963, AID adopted the Country Assistance

- Program (CAP) presentation, requiring an annual fresh statement of proposals
for both existing projects and prospective activities. The CAP required

this format:

86U.S., ECA, Horace Bruce, Deputy Administrator, Memorandum to the
Representative, Paris, September 10, 1948. (Washington: AID, Archives).

87Interview, Danang, Vietnam, October, 1965.
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Goal Flan

1. Goal Statement
(Example: to increase corn production in Country X by Y
percent in five years)

2o Goal Plan Analysis and Schedule
(an hypothesis supporting the feasibility of the goal)

3. Goal Plan Summary
E"l- - .5. Tables
(showing multi-year cost projections)

Activity

1. Activity Target
{a narrative statement of an intermediate goal--for example,
to train 200 extension agents in five years)

2. Course of Action
(a statement of requirements and costs, including personnel,
comiodities, training and host country contributions, worded
as proposals)

3. Progress to Date

(4 statement of prior achievements, applicable v old projects)
(APPENDIX H)

The document was sent to AID/W, and, after review, a digest was
sent on t& Congress. When approved, it went back to the mission as an
authorized budget document,

Perhaps because of the pressure on the mission to meet AID/W deadlines
and to fight for appropriations, the annual drafting of the CAP became an
exercise in rhetoric with thé technical advisors acting as students and the

progran officebts as paper graders. The role of teacher in this setting is

not knowm,
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That the system dié not provide for implementation plans was
recognized in 196l. (APPENDIX X} Subsequently, the Agency adopted an
integrated system for proposing, planning, implementing and evaluating
non~capital projects, which was phased into action for Fiscal Year 196%. .

The process begins with a Non-Capital Project Paper (PROP) dovering
the life of the project from the mission. It may be subtmitted at any
time of year, and amendment proposals may be submitted at the discretion
of the mission. It is the intent of AID/W that as long as annual project
reports reflect reasonable progress, requests for continued funding will
auntomatically be included in the annual budget proposal. At the discretion
of the mission, a Preliminary Pro;}ect-. Proposal (PEP) may precede the PROP,

Assuming the average life of projects to be five years, this could
cut out 80 per cent of the field time required for budget presentation. It

provides for ah extension of the program time frame, recommended by Hartin,ss

and flexibility, recommended by Du.ncan.89

Next in order, the system requires a Joint Project Implementation

Plan (PIF), which is a detailed plan expanded from the PROP., It is to

88Martin, op.cite, pe 97.
89Du.ncan, 22.021-3., PP 206-208, |
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cover the scope of thé project for its entire life, including the scheduling
of inputs, processes and outputs. It is to be planmned jointly with host
country officials, It is changable in the mission "...within the scope

of approved country strategy, sector goal plans and project authorization,®
Washington approval of the PTP" is not required. (APPENDIX K)

The PIP satisfies Duncan's recommendation of host count::y cooperation
and congruence in programming.go It also responds tc Martiﬂ's recommendation
of "“properly planned® projects.91 It should contribute to continuity of -
effort in face of high persomnel turnover and unforeseen fMghuations in
environmental conditions.

The Manual Order alone is not sufficient to produce good programming,
however, Although instructions are given in detail, the Manual Order still
assumes that project advisors are skilled project planners. This is over=
optimistic. AID/W should send a project planner trainer to every mission
to conduct a workshop on project planning and evaluation {The Vietnam
Bureau has adopted this approach in part)e. -

Evaluation

The fourth document in the new programming system is a Non-Cgpital

Project Appraisal Report (PAR), which is in lock-step with the PIP. It is

an gnnual report which reviews, a) project purposes and design, b) project

outputs in terms of project, sector and U.S. objectives, ¢) implementation

90Thide, ppe 18li, 192-193.

9lMartin, op.cit., p. 103.
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and use of inputs, and 4) the role of the host country in implementing
the project. The instruments include: checklists of criteria, provisions
for scaled value judgements, backed by narrative explanation, pre-goal
progress evaluation and accounts of relsvant events. The PAR replaces
8ix major reports. It is on the basis of this report that funds for the
projects are o be cantinued., {(APPENDIX L)
The PAR responds to Lincoln's definition of evaluation, which
", .s3tresses the need to evaluate both the performance of AID activities
in terms of specifiec, planned achievements and alsoc their signifleance
in terms of U.S. objectives.?92 (Col. Lincoln conducted a year's study
of the problem in 196}4-1965.73
In May 1968, AID Administrator William Gaud adopted an evaluation
gystem developed by Joel Birnstein whom Gaud had named his special
assistant for evaluation. Gaud revealed the following plant
*Establishment of a management structure /for evaluation/, including
evaluation officers in missions, regional bureaus and certaln staff
offices and a Special Assistant for Evaluation in the office of the
Admini strator,

Year-round evaluation activity by misslons and simultaneous
submission of evaluation plans with program proposals for each year.

iTntroduction by late 1968 of a Project Appraisal Report to be
submitted at least once 2 year on every non~capital project.

s mission and consulting resources permit, more evaluation of
specific economic sectors ar sub-sectors, e.g., agriculture,

92(.‘130rge A. Lincoln, roving A.J.D. Program Evaluation, Report to
the Administrator (Washingtont , OctoDer, 1905), P. 1le

93Ibld., PDe L1-h3,.
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agri=business or agricultural production; education or vocational
education; manpower development; savings institutions; power; small
and medium industry.

#An AID/W 'memory bank' to make rsﬁdily available the best evaluative
studies in major program fields,."

Beyond the new hierarchy for evaluation and the PAR, there may be
something yet missing, John Lindeman observed that the major requirement.
for the improvement of the administration of technical assistance by AID
was M"attitudinal change".95 Athough his observation was directed toward
cent?al administration in general, it seems fully applicable to misslion
personnel in relation to evaluation and reporting. Egqually important,
evalugtion and reporting 1s a professional skill which is farifrom
universal among other professions. It is best acquired through systematic
learning experience. This suggests the need for special training.

Coordination of Technical Assistance Amoqg_Donors

That there is peed to coordinate technical assistance to the deweZoping
comntries is attested in the diversity of sources, which, even S0, stand
in obvious short supply. At least 2} countgiés, inecluding China and the
Soviet Union, provide bilateral economic aid ten UN Regular and Expanded
programs and four regional programs prov{de diract technlcal assistance;
two regional cooperative programs admiqister technical assistance among

their memberships; and there is an unknown number of private organizations

\) S4y,s,, AID, Front Lines, Vol. VI, Now 13, May 15, 1968 (Washington:
po 24

95Lindeman, Op.cits, p. 3.
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in the business throughout the wz:»rld.g6 Martin reported that for example,
in 196L, the Philippines received aid from 120 sources, including,
LN UAited Nations agencies, 18 bilateral assistance countries
{excluding the United States), L United States agencies, 3 regional
cooperative groups, 3 financial institutions, T voluntary asscciations
registered with AID for operations in the Philippines, and 79 private
agencies, foundations and organizations."?7
These organizations have highly divergent motives for their presence.
Each independent and bilateral agency holds it's own professional view,
and each multinational organization holds many.98 '
The Development Assistance Committee (DAC) has reported progress in
coordinating capital assistance in recent years. This started with reviews
of the flow of funds (including terms of flow) to the developing countries,
as well as the suggestion of lending standards by DAC. Subsequently, DAC
has encouraged its members to hold discussions on the aid needs of specific
countries in which there existed common bilateral interests. Discussions
have been initiated in Thailand, Liberia, Ceylon and Sierra Leone.??

Consortia have been used to muster financial aid for specific

100
countries., More recently, the World Bank has advocated "consultative

e

Prechnical Assistance Research Project, The Magnitude and Complexity
of Teehninal Assistance (Syracuse: Maxwell Sechool, February, 1965),
Hectographed, ppe. l=115.

9fMartin, op.cite, pps 16-17

98Nairﬁ, gg.cit.

99Development Assistance Committee, Development Assistance Efforts
and Policies, 1967 Review, Draft Report of the Chairman (Paris: OECD,
July 10, 1967), Chapter VIIT.

1007p14,
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groups" having development interests in specific countries, The Bank

proposes to provide the organizational effort, chairmanship and executive

secretariat,.

Michael Hoffman of the Bank said,

"In agreeing to organize az consultative group, the Bank assumes the
following general responsibilities:

"(a)

“(b)

u(c)

"(d)

n(e)

making periodic comprehensive reports on the countryls
development possibilities, problems and performance
as a basis for the group's deldberations;

commenting on the country's estimate of its aid require-
ments, wmaking recommendations as to the types and terms
of aid sppropriate for it, and highlighting any problems
arising from unduly burdensome debt accumulation;

helping the reciplient govermnment to prepare or revise a
development program, or advising on problems of executlon,
where such assistance is desired;

assisting the government, as may be necessary and desired,
in identifying projects, in their preliminary screening,

in arranging for feasibility studies, etec., and in relating
other technical assistance to the needs and priorities of
the investment program; and

adviging the government and group members as to the sectors
and, where adequate feasibility studies exist,_ the projects
that deserve priority for external financing.®

Considerable technical assistance is implicit in Hoffman's proposal.

Martin observed succinctly, "The organization at the headguarters

level gets the tone for coordination or non=coordination of efforts and

02

activities throughout the hi.erarchy.“1 The opportunity to coordinate

techmical assistance at the top are limited, however. As for AID, its

Multilateral Assistance Staff works closely with the U. N. technical

101M3 chael L. Hoffman, Aid Coordination, (Ditchley Park, Enstone,
Oxfordshire, England: The Ditchley Foundation, June, 1966), p. 1l.

lonartin, 2209&0, Pe 126,
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assistance agencies. The trouble is, according to Martin, "...the
specialized agencies of the United Nations are not themselves well
coordinated.“103

Martin recommended that in-country coordination might best be led
by the U.N. Resident Representative.lOL On the other hand, Duncan asked,
*,..might it not be better to leave this part of development activities to’
the innovatorznl03

John White found that in the majority of LO aid recipient countries
surveyed, U,N, HResident Representatives reported informal coordination to
be either adequate or the best arrangement that could be hoped for under
the circumstances., Host governments clearly resent secret consortia on
their soil, and donor representatives feel that they can accomplish little
in the way of coordination in the presence of the hosts.l06

Besyond informal relations, the hope for in-country coordination of
donor effort seems to rest with.the host government., It can be achieved
"through the central planning and aid coordinating facility. This rests on
the propo;ition that if the national plan is good, all resources, including
foreign aid, are drawn to their proper places—~hence coordinated., It
follows that the major effort toward coordination should be devoted to

improving the plan and its imp:[:ementation.lo7

1031414, , p. 129.

10thid., pp. 16-'.]."168.
105Duncan,. 22,'9_5-_1-’,'! Pe Ml.
106mite, cpecits, ps 28.

10Twhite counters this view from the position that underdeveleoped
countrises tend to elect technical assistance on bases other than the
teconomic rational-allocation-of-scarce resources." (Ibid,)
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Hoffman said,
"Assistance to developing countries in improving their coordinating
efforts in these key areas Zof 5lanning, investment control and
coordinating requests for technieal assistancez should, in my
opinion, be viewed as a more urgent task than tinker%ng with or
elaborating international coerdination machinery."lo

Coordination by the host country may be achieved at the sector

level by the Minister holding periodic meetings of his staff and donor

representatives. This practice was followed by the Cambodian Minister of

Agriculture in 1963,

108Horfman, op.gites Pe 6s



CHAPTER VI

INSTITUTION BUILDING
In contrast to subsistence agriculture, the development of
comiercial, industrial age agriculture implies surplus production. It
also implies specialization. Thus, it calls for sustained linkages with

systems beyond the farm domain. These involve, at a minimum, a) means of

- creating, festing and delivering technology and other non-indigenous

inputs, b) means of enabling the farmer to use these inputs, and c) means
of exchanging the resulting surplus for replacement inputs and other
valuable goods and services. These are institutional functions which are
alien to subsistgnce societies,

- The PIO/T called for a study of ways and means of aiding the
development of such institutions: "With respect to administration per se:
«+.The arrangements for institution building." In context of the complete
document, this infers research of the administration of technicai assistance
for institution building, (APPENDIX A) The PIO/T specifications were
incorporated in the project contract, and twg. . institutions, agricultural

extension and vocational agricultural education, -were examined.lo9

10%pon v. Hart, The Organization, Administration, Training Programs,
and Dissemination of Moderr Agricultural and Community Development Technology
in a Bisayan Munjeipality, Philippines (Syracuse: Maxwell School, February,
1965), mimeographed; Manouchehr Safa-Isfahani, Technical Assistance for
Community Levelopmenit and Agricultural Extension (Syracuse: Maxwell School
September, 1905), tectographed; and Jerry Minor, Rural Education in. Under-
developed Countries (Syracuse: Maxwell School, February, 1966), hectographed.

61




62

Current Studies in Institution Building

Near the initiation of the project, Maxwell Schocol joined Indiana,
Michigan State and Pyttsburgh universities to form the Inter-University
Research Program in Institution Building. This is a long range program,
having particular interest in tectnical assistance in the development of
institutions. One of the hypotheses of the study is,

"Tt is possible, through systematic and comparative analysis
of institution building experience, to derive elements of a
technology of institution building that will be useful to
persons engaged in introducing innovation into developing
socleties, whether EBey be indigenous change agents or
foreign advisors,

In an interim report in 1967, Milton Esman, who conceived the
program, stated, "Although the basic model does not deal explicltly with
the role of external technical assistance it is very much on the minds of
those who designed it."lll

Institution is defined as "an organization which incorporates,
fosters, and protects normative relationships and action patterns and
performs functions and services which are valued in the environment.mll2

The definition is amplified by Selznick's statement: " To
institutionalize is to infuse with value beyond the technical requirements

of the task at hand,'nll3

H0geman and Brutns, opscife, pe Te

. Miton J. Esman, Institution Building Concepts —= an Interim
Appraisal (Pittsburgh: University of Pittsburgh, GSPIA, March, 1967),
mimeographed, p. e

U 2kemen and Bruhns, op.cit., pe 5.

1137bid. The quotation is from Philip Selznick, Leadership in
Administration (Evanston, Ill.: Row, Perterson & Co., 1957), Pe LlT7e
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Esman defined institution building as,

Mt also concentrates the effects of internal and environmental
factors on the development of innovative, viable organizations.
Special attention will be paid to {strategic decisions! which
appear to be of mfiﬂr importance in the establishment and operation
of institutions."

Esman and nhis colleagues identified the following elements or
"elusters of variables“ pertaining to the institution as a soclal systeml}J?
Meadership, doctrine, program, resources, and internal structure.
Within each of the variable clusters, in turn, a number of elements

and properties have been identified which appear significant for
the analysis of the institution building process.

"The analytical framework also includes the concept of institu-
tional Iinkages, or points of interaction with the environment.
These linkages have been grouped into classes of relationships
which affect the establishment and functioning of an instltution
in different ways. These classes are:

*], Enabling linkages——pertaining to institutions which control au~-
thority and resources required by the subject ‘institution;

2, Fanectional linkages--relating to organizations performing active-
ities and services which are complementary to those of the
institution, which provide its inputs or take its outputs;

"3, Normative linkages--referring to institutions protecting
norms and values which constrain or enhance the new
institution;

M. Diffused linkages~--channels for the crystallization and ex-
pression of in ugigidual or public opinion not reflected in formal
institutions.

11hIntér-Univer51ty Resezrch Program, Hllton Esman, esearch
Director {Pittsburgh: University of Plttsburgh,fh IA).

1157 pi4,




The study "focuses on the process of creating or reconstituting
organizations in low income countries which introduce new wvalues, functions
and technologies."116

The first four studies completed were case histories of progress
toward "institutionalization" by universities or schools receiving
"institution building® assistance from U.S. universities under contracts
with AID.117

The principal value of the four studies seemed to be in their
function as preliminary field tests of the research concept. As for the
resolution of the problem, the studies proved inconclusive, as could be
expected at this stage. Esman reported:

"They were particularly interesting and produced insightful results
with the variables of leadership, linkage relationships, and especially
with tests of institutionality. They devoted relatively less attention
to the variables of doctrine, program, resources, and internal struc=-
ture, particularly the latter ghich relates to the internal management
of the organization {taelfnll

From the case studies, Esman drew ten hypotheses, which are

abbreviated here:

*l. Institutional leadership must often choose between protecting
the organization and promoting its change objectives.

1167pid.

117Esman, Opecite, Pe 7o The four cases were of the Central
University of Ecuador, by Hans Blaise; the Institute of Public Administration
of Thammasat University, Thailand, by William Siffinj; the Institute of
Public Administration for Turkey and the Middle East, by Guthrie Birkhead;
and the College of Education, University of Nigeria, by John W, Hanson.

llsIbid » De 61,
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u(a) Given this choice, they will act to protect the
organization,

®{b) This is a rational choice, because the survival and
viability of the organization is necessary {though not
gufficient)} condition to the achievement of its change
objectives.

"2. There is an inherent dilemma between (a) institutionalizing an
organization, and (b) ensuring its capacity to0 continue to innovate -
its "'innovative thrust.*" ...Innovative thrust can be achieved only -
when (a) it is an explicit and prominent theme in institutional
doctrine, and (b) it caters to interests and needs which are
perceived in linked organizations or which the subject institution
has helped them to perceive,

"3, Specificity in doetrinal themes provides firm guides, high levels
of predictability, and *'stable reference points'® for leadership in
making program decisions and in managing relations internally and
with linked institutions. ..

. Leadership will adapt program priorities and content to ensure a
steady and reliable inflow of resources, particularly of funds but
also of staff, informatlon, and of other raw materials such as students
for educatlonal institutions...

n5, Program content depends on (a2) the doctrinal commitment of
leadership, (b} their estimate of the technical capacity of their
organization to sustain the program, (c) the estimated effects of
alternative programs on access to resources, and (d) the anticipated
consagquences of the reactions of linked organizations and groups to
particular program elements..e

"6, Leadership normally places highest priority on cultivating and
satisfying enabling linkages...

"7, The more an organization is diffusely structured and complex,

#(a) the more likely it will cater to a network of mutuwally
reinforcing, self-serving vested interests with stirong
external links;

#(b) the more lezdership autonomy and initiative are constrained;

"(c) the more difficult it is for new leadership to redirect
the institution's doctrine and program.

"8, In institution building situations, the development of effective
and coherent doctrine varies directly with the value congruence, ease
of communication, and homogeneity of the technical assistance group,
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and inversely with the variety of national approaches represented in
the technical assistance team. Therefors multi-national technical
assistance teams tend to be ineffective instrumenis for institution
building tasks.
19, In institution building situations, external technical
assistance teams tend to be spearheads of change and the carriers and
purveygrs of change doctrine. These doctrinal themes tend to be
progressively attenuated as they become indigenized...
"10. The receptivity of linked institutions and groups to the new
Anstitution will vary directly with their perception of the benefits
they are likely to gain, minus the cost to them in any salient values.
In establishing such linkages, the institutional leadership mugt
attempt to probe and to estimate this benefit-cost perception,.
In 1965, the Committee on Institutional Cooperation, composed of
10 universities, with AID financing, undertook a study of methods and
techniques of developing or changing institutions, using Inter-University
Research Program Institution Building concepts.lzo This study is yet

incomplete and unreported.
Discussion
Historically, institutions have been created to stabilize, immortalize
and diffuse innovations to the realm of universal practice. First comes the
innovation. Then there is the leader, or champlon, who may or may not
have been the innovator, who expresses value and prescriﬁes ritual and

doctrine, Following the doctrine, the members of the institution take the

197 bid., pp. 62-65.

1207.x. McDermott, Jshs Rigney and Austin Haws, "A Conceptualization
of the Technical Assistance-Institution Building Process,™ Administrative
Procedures and Strategy of the Technical Assistance Complex (TAC) in
Institubion bBuilding Lontracts, Hesearch Draft (Madison: University of
Wisconsin, November, 1966}, mimeographed, p. 18 ’
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innovation into the enviromment. Secular immovations have generally
taken place apart from schoeols and have been subsequently institutionalized
through the assignment of value, doctrine and a host for its perpetuity.
Mathematics and agricultural extension are examples.

-

One characteristic of institutions implicit in the four case studies
is that in effort to institutionalize an innovation the benefit-cost
advantage is so stressed in the indoctrination that once the innovation
achieves institutional status it is discarded with the greatest of
reluctance. By the same token, the leadersnip with its doctrine tends to
resist subsequent innovations.121

The Institution Building Program is obviously searching for a
dependable procedure for developing organizations that will systematically
seek out, stablize and diffuse innovations useful to the social environment
and at the same time discard institutional practices and outputs which
serve no useful purpose to society. This seems to call for centering
instititional doctrine in the welfare of the client society, rather than
in the innovation, With this orientation the viability of the institutiocnalized-
innovation should be limited in proportion to its contribution to the client
society, With doctrine centered in the society the institution leadership

could be expected to seek innovations as a means of continuing service and,

hence, enhancing survival of the institution.

121ESTTI.3.TI, 9_2.91-_20, P )-I.To
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Conclusion

In summary, although tne study of the processes of noermalizing and
stabilizing innovations is yet incomplete, Esman's ten hypotneses offer
useful insights for the administration of technical assistance in the
development of such institutions,l22

The U.S. approach to technical assistance in the development of
institutions,generally, has been to take a complete sample(seed or scion,
so to speak: leadership, doctrine, resources, program and linkages) of
one of its domestic institutions to a host country and there plant it.
The assumption seems tc be that it will contaminate the new enviromment and

spread, something like mold could be expected to spread in soil, for

example, The rate of spread, according to bsman, would be affected by the

 compatibility of the enviromment with the-institution.'?3 Continuing the

botanical allegory, the agronomist would contend ﬁhat the overriding
limitation of ¢he spread of the innovation lies in its adaptability to the
envirorment,

From the work presented, it is proposed, tentatively, that the
following conditions will enhance the development and utility value of
multiple=and=-replacable lnnovation, client-serving institutions:

1. A clearly articulated, client-centered doctrine which is

accepted by the organization,

1221h14., pp. 62-65,

1231414, p. Lo.
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Solidarity within the organization,

Multiple reinforcement., This includes recruitment, initiation,
training and other means of reassurance. It also calls for
mass involvement and multiple means of identification.
Innovations which promise substantial benefit-cost advantages’
to the client system. #lthough economic advantages are of
paramount importance, they are not exclusive, Social profits,
including the enhancement of status, are important. To
minimize social losses by avoiding the violation of social

norms, for example, seems important.



QHAPTER VII

+ INSTITUTIONAL FUNCTICNS

The task remains to examine the institutioﬁﬁl functions consgidered
to be requisite to adequate performance of agriculture in a commercial,
industrial society, It is the ﬁurpose here to suggest the major
institutional services required, not to prescribe how they are to be
provided, There is almost no primary research available to substanthate
suéh a listing; hence, the statements in this chapter must be considefed
tentative.

National Policy

Milo Cox, ;hief of the Rural Development Division of the AID Bureau
for Latin America, maintains that the major factors affecting agricultural
productivity is effective demand and incentive to produce. He sees these
directly influenced by national policy. It is his contention that farmers
nearly always produce enough to satisfy é;ggéffective demand-—i.e;, suﬁply
equals demand at free market prices. If an increase in demand is reflected
by an increase in prices, which is passed back to the farmer, Cox believes
that preduction will increasse, Incentives may be dampened by price ceilings,
often imposed by governming elites catering‘to the urban populstion. Or
both the effective demand and incentive to produce may be limited by an

expensive marketing system., On the other hand, the incentive to preduce

may be intensified, either by decreasing the cost of marketing and sharing

70
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the savings with the farmer or by government intervention in favor of the
farmer., The latter course may take the form of either guaranteed prices

above the laissez faire system or by subsidizing farm production inputs

(frequently-fertilizer, irrigation water and teconical guidance).lzh

In accounting for almost equal success in agricultural development
in Greece, Mexico and Taiwan, Wade Gregory found that the farm policies -
of all three governments included "...economic incentives, improvements 1ln
supply conditions of new inputs, and education of how to apply the new
technology as well as the economic consequences of using it."125

A policy setting apparatus is implicit in the central govérnment -
establighment., What is important from the standpoint of "nation building
and socio-gconomic progress" is the existance of a reference system
(pressure groups) to orient the establishment to such a course, which

126

includes the rural sector, The rural sector may be represented through

national political parties, to be sure. In addition, a national farmers!

organization can be helpful in articulating their interests,
Research
A primary requisite for agricultural developmen£ is a research
system addressed to current production and marketing problems. Professor

De Vries sees research as necessary in low income countries to assure a

lzhLecture, University of Pittsburgh, DIAMCO, June 11, 1968.

125Greg0ry, EE.EEE-, P 38.

120Esman and Bruhns, op.cit., p. 22.
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continued supply of food,127 Douglas Ensminger, director of the Ford
Founcation program in India,lists research as one of five requisibtes for
agricultural de\relo}:pment.14’28

The first research required is collecting and comparing the
performance of indigenous and foreign strains of crops which respond to
national needs. Later the process advances to phenotypic selection of
plants, then crossbreeding, selection and hybridizing. Performance testing
and selection of livestock and pounltry follows, as does the analysis of the
farm enterprise and the marketing system.

Manpower Development

The administration of development requires a multitude of special
skills. More, as Esman pointed out, it requires an attitude favoring the
129 . : i

process. This is an abbreviated list of personnel categgories proposed
byDean Stone as essential for development administration:

"ieneral leaders ~- political and administrative -~ who must

know something about the strategy and processes required to

foster rapid development and to develop citizen participation

"Personnel from central planning, programming, budgetary, and

other central policy offices; economic development ministries;

development and central banks; and other agencies concerned
with major development policies and programs.,

27 ecture, University of Pittsburgh, GSPTA, April 12, 1968.

128Douglas Ensminger, "Overcoming Obstacles to Farm Economic
Development in Less-Developed Gountpies,“ Journal of Farm keonomics,
Vol. XLIV, No. 5, Vecember, 1962 (Madison, WisconSin], pps 1362-1383s

1298 sman and Bruhn, op.cit., p. 22.
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"Program planners and supervisors in ministries or departments
concerned with development in specific sectors, such as publie
works, agriculture, education, health, industrial development

"Personnel in the ministries and central organs who deal not
only with design and evaluation of prcjects, but especially
with scheduling, management, control and operation

"Professional and technical personnel,..having supervisory roles
in ministries, departments, and agencies who also need training in
management, administrative processes, institution~building, program
development and operations, and administrative problem-solving

"Personnel concerned with community develcopment and rural action

"Statisticians, agronomists, and other specialized persons who
engaged in some particular aspect of development and need also
general or special training in the application of their technical
skills

"Instructors for schools and institutes which fisgs on the
training of the above categories of personnel.®

Dean Stone elaborated:

Most of this education will need to be mid-career and feature

middle level operational and technical work as well as planning
and implementation at senior levels. Some of the education Wwill
be comprehensive, academic in character, and geared to long-term
needs. Much of.it must be short-term, specialized, intensive,"

"To serve the needs of these diverse categories of persons, a
variety of educational, training, and conference programs are
needed -- some on an international, but most on a national and
even local basis, Educational policies designed to prepare the
next generation for the administrative and technical infrastructure
must be paralleled by various and intensive short-term courses,
workshops, and conferences designed to upgrade the present
persomnel. Some of these Rrograms must utilize overseas or
international facilities,ml3l

130ponaia c. Stone, Education and Development Administration,
Pittsburgh: University of Pittsburgh, GSPIA, 196L}, mimeographed,
pp M 1?‘18.

1311bid,, ppe 17, 19
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AID and its predecessors have ;ssisted with%training in nearly all
of these cataéories with varying degrees of succes:; (no case of negative
results from in-country training is known). In Gle‘..ason's 26 case studies
of technical assistance projects, workshops and on-the~job training were
rated second among 15 factors contributing to the success of the projects.132
No one method of training may be rated above anothér, as there are places
and times for all. In'countries already possessiné corps of technical
personnei the obvious starting point would be to establish temporary
centérs to provide pre-service training for whatevér institutional
innovations that are to be intreduced, Agricultural extension is an
example., This is often necessary, because the inherent resistance to change
in the established institutions preélu@es the use of its resources for
such training in the beginning.133 '

Where no corps of professional perscnnel exists the first step is
to develop academic training for the preparation of agricultural administra-
tors, researchers and extension workers. ;

The following principles, which embrace the Inter~University
Institution Building model, are proposed as guides to developing both short
courses and_longer academic programs for professioﬁal personnel in the

developing countriess

1. Approach the task with dominant impact.

. 132Gleason, opecit., p. 33.
133this was observed in Brazil, 1956-196l.
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2. Articulate and teach a single ooctrine centered in the client

society.

3« Teach practical skills in "packages™.

L4+ Teach self-confidence and confidence in the system.

Foreign study is widely used in manpower development. The practice
has proven valuable at all personnel levels, from farmer to President,
under favorable circumstances. The advantages lie in the exposure to
institutions, ideas and skills which do not exist at home.

There are certain disadvantages attributed to the participant
training program., Among these, often because of differences in customs
and goals, the foreign training received is to varying degrees not applicable
to the problems at home. Due to cultural difference, students in foreign
settings have fewer references with which to relate their learning
experiences to problem situations than do domestie students. Further, to
trainian individual does not change the structure of the employing
organization. Katz and Kahn affirm that it is necessary to change
arganizational structure and roles to get organizational change.13h

Groups studying-abroad in preparation for common, associated

activities appear to profit from mutual reinforcement, both during training

~

13hpanse) Katy and Robert L. Kshn, The Social Psychology of
Organizations (New York: John Wiley and Sons, 1966) Chapter 1l. A former
participant in the ATD training program reported that as head of a government
agency he was unable to institute innovations he had learned in foreign study,
due to uniform resistance to change exerted by clerks and others under his
cogg?nd (Jamil Jreisat, Lecture, University of Pittsburgh, GSPIA, April 11,
1500).
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and later in operation. This was concluded by bsman in the case of a group
of future te&chers training for service in the In5£itute of FPublic
Administration at Thammasat University, Thailand,135 Similar conclusions
vere reached by the author from the observation of gréups of agricultural
information speciaiists and poultry farmers whe had observation tours in
the United States, 1959~1961, and a group of Cambodian future agricultural
extension workers observing in the Philippines, 1961.

An advantage claimed for developing domestic training institutions
is that they -- The Inter-University type,at least ~- grow in competence
through the accumulation of experience and they take on additional
innovations as the years passy hence, they become capital growth assets,

Finance

The most important aspect of agricultural development, according
to Professor De Vries, is the supplementation of the farm enterprise with
production inputs. The greatest bottleneck to the expansion of the use of
technologl eal inputs, he says, is the lack of availability and the high
cost of credit.136 Farmers need credit to finance production inputs and
to finance their consumer needs (food deficit and other necessities)
between harvests. Farmers are widely dispersed from the financial centers,
ungnown to institutional lenders, and their unit recuirements are small,

Hence, the management of farm credit is costly.

IBSESTI'IBII, Q.E.'E.:I.'E.., Pe h?o

136rghert De Vries, Lecture, University of Pittsburgh, GSPIA,
March 27, 1968, :
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An adequate farm credit system seems tw require the following
elements: -

l« A supra financial organization with widely decentralized

outlets and widely decentralized lending authority, with
minimal leakage. .
2: A system of mobilizing funds egual to the demand for credit.
) 3. A tradition in farm credit aperations.IBT

. Timeliness in delivery of credit at relatively low cost,

To achieve a combination of relatively low cost credit and timeliness
of delivery, farmers must assume most if not all of the responsiblity for
approving loans and collecting debts among themselves. This means coopera=-
tive credit organizations. In commending cooperatives for the administration
of farm credit, Horace Belshaw stated,

"In most underdeveloped countries, however, these are potentialities
rather than achievements...éﬁbwevezf Co-operatives must be judged
in terms of the alternative situation without them, rather than

condemned because they do not measure Egato the co-~operative ideals
accepted in more developed societies.™

13714 is obvious that tradition is not born full-grown, It may be
enhanced by indoctrination, however. The Kenya agricultural credit program
ran into serious difficulties in 1965~1966 from a general lack of experience
on the part of both local credit administrators and berrowers. R.H. Clough,
"Some Notes on a Recent Economic Survey of Land Settlement in Kenya,"

East African Economic Review, Vol. I., New Series, No. 3, December, 1965
TNairobi: The Uxford University Press) ppe. 78-83; J. Heyer, "“Kenya's
Agricultwral Development Poliey", East African Economic Review, Vol. II,
New Series, No. 3, December, 1966, op.cit., p. 36.

138Horace Belshaw, Agricultural Credit in Economically Under-
Developed Countries (Rome: FAQ, 1559), ppe 1h{=liBe
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Farm Supply

The question of agricultural production supply in the developing
countries is largely one of national policy:

l. ©Should farm preduction supply items be imported?

2. Should they be taxed, left duty~-free or subsidized? What
promise of benefit~cost ratio does the farmer require to
risk the purchase?

3. Should a domestic source be developed? Should it be of
state, private or mixed ownership? Should it be taxed,
tax exempt, or subsidized?

The type of distribution system is also a matter of national paolicy.

The key factors are timeliness and cost. Generally, private merchants are

timely, but unless they are forced by the threat of competition their
margins may be excessive,

There nay have been a tendancy on the part of AID to push highly
desirable imported supplies (fertilizer, for egample) through cooperatives
as a means of gaining patronage for those fledgling orgénizations. Ale
though the strategy is understandable, it often has the disadvantage cf
taking away from timeliness in delivery. Uenerally, government officials,
who are in charge of cocperatives in most developing countries, do not
hustle to the tune of private entrepreneurs in delivering commodities, for
the simple reason that the former are paig fixed civil service salaries
with vacation time and holidays, while the latter are remumerated on the

basis price times vol@me. It appears that for a long time to come the
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developing countries will need multiple means of distributing farm supplies.
The important role of the cooperative may be to hold the entrepreneur in
line by providing competitive pressure.

Marketing

The need for an efficient, effective agricultural marketing system
may be shown with this partial rural development medel: A subsistence
farmer achieves a surplus in produection, due to a fortuitouws season or
first-round technological inputs (health promoter, improved seed,
insecticides, fertilizer). te takes his surplus to the port city and exchanges
it for additional production inputs and/or consumer goods., Part of the
surplus goes to support an industrial labor force in the port city, while
part is exchanged for imports to support both domestic industry and the
farmer's accelerating production program.

There seems t0 be three goal areas in the development of agricultural
marketing systems in the underdeveloped countries. One is efficiency,
measured in terms of labor, actual cost, intermediate spread and retwrn to
the producer, The second is an awareness of mgrket deménd and effective
capacity to respond in terms of production. The third is the availability
of optioné in the market and freedom to respond’ to them,

It has been estimated that small farmers in the low income
countries lose up to half their crops in harvesting, drying, storage and
transportation. ‘

In the early stages of market development, if the farmer is free

to act independently, typically, he (or she) takes the surplus to the city
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by foot or by bus if the service is available. There he (or she) sleeps

in the street by the commodity by night and sits by it by day until it is
sold, Then the farmer divides the proceeds between commercizl purchases
and the fare home. It is suspected that oftentimes the net revenue from
the marketing activity amounts to no more than prevailing wages in the
farmer's own village for the time consumed in the exercise, had jobs been
avajlable. To this extent, the goods marketed would be true surpluses,
representing neither cost nor value oﬁ the farm, and the marketing activity
must be regarded as supplementary employmente.

What is needed, obwviously, is scale operations to gain efficiency
in transportation and markei representation. #with an increase in net
return from increased efficiency the farmer should be expected to respond
to improved techniques of hervesting and protection on the farm,

Farmerq need awareness of market demands in order to gain and hold
customers and maximize the return for their efforts. Consumers have
peculiar tastes, they have quality preferences, and their needs ﬁre
digtributed Qver time. Awareness of these conditions may be supplied in
part by market information systems, However, in the‘early stages of
development it requires market oriented production guidance.

A cardinal element of the market is an option t; choose a purchaser
among many =~ "A gathering of people for buying and selling things,

especially provisions and livestock.“139 In many developing countries

139WEbster's, op.tit.
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farmers make advanced pledges to deliver their crops in return for credit
extended in the form of cash and/or merchandise. Thus, they sacrifice
their role in the market, When an outside force, such as a government
agency, attempts to intervene in the system there must be a readiness to
provide the same services as did the village credit merchant., Clifton
Wharton concluded that there is,

", ..the need to recognize the multiple service or functicn which is

performed by the marketer-moneylender-merchants, when undertaking

governmental programs to eradicate monopsony exploitation. For

example, governmental policies and programs which aim at eliminating

a multiple-function dealer's socially undesirable menopsonistic

gains, but which fail to realize or take account of the multiple

and interrelated aspects of his operation are doomed to failure,

The small farmer will not transfer his custom or allegiance to a

governmental operation which only markets his product but does

not provide credit. Nor will the smaliholder be able to shift if

he is still in debt to the dealer as merchant. Thus, any govern-

mental program which iﬁgacks only cne facet of the monopsenist's

povwer is inadequate.™

Again, it seems that if efficient, eguitable agricultural markets

are to be developed in the low income countries the farmers themselves must
do it, at least to the extent of proﬁiding alternatives among intermediate
purchasers, Although central governments must be depended upon for favorable
policy, government administered marketing programs, such as government

sponsored cooperatives, so far have exhibited limited capabilities. This

is perhaps due to the general inexperience of the civil servant in the

lhOC. R. Wharton, Jr., Marketing, Merchandising and Moneylending:
A note On Middleman Monopsony in Malaya, Heprinted from the Halayan
Economic Heview, Vol, VII, No. 2, October 1962 (pp. 2b-lli) (New York:
The Agricultural Development Council) p. 22.

PR



82

market place, an absence of decentralization of decision making,and the
honesty factor.

Formal Bducation

It is appropriate to ask what traditionally school-~learmed skills
are required for contemporary, industrial age, commercial agriculture.
Jerry Minor argues that ",,.in the absence of complementary agricultural
inputs and marketing and transportation facilities, they--...primary
education, literacy training and practical instruction for agrienltural
workers,,.~--will fail to raise productivity.®

ile proposed that any such program should be adopted on a highly
selective basis, because of high cost in scarce resources., His analysis
lends approval to "extensive rural primary education only if national
integration is an overriding objective and if political structures can
withstand the economic sacrafices and the pressures of educated persons
with inadequate opportunities to use their newly acquired skills.“llL2
Professor Minor's response is not to What nor How, buf Under EEEE

circumstances?.

Responding to What?, it was the conclusion of this reporter
after observing swine growers in Southern Brazil, 1958-1961, and melon
growers in South Vietnam, 196L4-1966, that illiterate farmers are able to

manage first level, stable,technological inputs with no difficulty.

lthinor, op.cit., p. 22,

21pig,, p. 21.
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These include self-pollinzted seed, premixed feftilizer and improved types
of livestock. The next level of inputs, which includes ¢redit transactions,
insecticides and specially formulated animal rations, reguires functional
literacy and the ability to do simple arithmetic. These are absolute
requisites for handling insecticides.

It is not'absolutely necessary for the operator of a farm to
possess these skills, but it is necessary that he have access to them.
This was illustrated in a case where an illiterate farmer felt forced to
abandon a hog project when his literate son, who had been mixing the feed
and keeping records, was drafted into military service. 1In another case,
however, the illiteracy obstacle was circumvented by a group of poultry
growers forming a cooperative and delegating all exercises in literacy 1o

the secretary-manager.

The above observations, as well as observations in the United States,

suggest that a science oriented primary school education with emphasis on
reading and problem solving is minimally adequate academic training for
contemporary farming.

The achievement of literacy i§ one thing, while to maintain it is
another, A survey in a rural area in Urgguay in 1962.indicated that .82
percent of adults who had spent five years in school lapsed back into
functional illiteracy.lh3 This suggests the need to provide rural people

with useful, meaningful literature after they leave school.

1h3Ladislav Cerych, Problems of Aid to Education in Developing
Countries .(New York: Frederick A. Praeger, 1965), D. O5e
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Vocational agricultural education is offered in the United States
at ?he secondary level. Whether such training would fit into a primary
school program, or the extent of its effectiveness if it did, remains
undetermined, It does not fit the curricula of most secondary schools in
the develeping countries, where few rural students reach secondary school,
and if they do they never return to the farm.

Extension

Extension is part of a multi~word name of a U.S. out-of-school
rural education and mobilization institution, whose effort is also known
as extension. Program coordination and implementation comes close to
describing the function, but in bureaucratic practice this exceeds extension
somewhat. The reason for belaboring the point is that to use the word
implies that the U,S, institution is the only weans of performing the.
functions in question. This would constitute a closed concept.

Wnile 1t is the role of agricultural research to expand the

feasibilities of productioﬁ through devising and testing hypotheses, the
need remains to formulate and implement action programs, incorporating
research conelusions with other resources, to achieve the expansion of
production and rural social development. This function may be %erfeiméﬁvby

a U.S, type Extension Service, .or a similar organization or a combination

of organizations.

Extension is a means of two-way linkage between the farmer and the
experiment station. Classiecally, extension peddlies observed farm problems
to the experiment station for study, takes the ans#érs back to the farﬁ and

reports the follow-up of the solution back to the experiment station.

i
<O,
Lemiat
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Extension may provide the same kind of linkage between farmers and
the central planning authority. Ideally, the process begins with regular
villzge meetings, where the needs ard aspirations of the rural population
are fed into the national planning apparatus through the extension service
and/or other linkages.

Conversely, it may be an extension activity to mobilize the rural
population, as well as a number of input resources, tc respond to. the
national plan, once it is formulated.

The job of formulating implementation strategy fits the extension
role, This includes translating research results into simple technology.
It also includes designing and activating implementation programs. Rural
campaigns are in the domain of extension.

The extension prﬁgram is pursued through three groups - men, women
and youth., Fellowing the American tradition, efforts among the men are
centered on the improvement of farming methods. ﬁomen's programs deal
mostly with the improvement of family living, including home comfort, child
care and mitrition, The f;ct that in many countries farming and finances
are managed by vomen, rather than by men, generally has not been recognized
by this institution.

The rural youth programs are patterned after the U.S. L4-H Club,
and like 1ts early version emphasizes production technologye. This program
seems to be the logical supplement to primary school training for developing
modern farmers and rural leaders, It can provide skill-development for

rural youth between daily and seasonal school sessions as well as betwseen
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termination of school and entry intc the labor force--times which are
obviocusly very boring for rural youth. The program can provide leadership
training and contribute to national integration. The institutional ritual
is loaded with national symbols, -including a national uniform, a flag
ceremony, a pledge of national allegisnce, an oath to dc good for the common
weal, and the overt following of‘national government officials.

In his field work in the Maxwell School project, Manouchehr Safa-
Isfahani discovered apparently significant role and jurisdictional conflict

between extension and community development workers.luh Patsy Graves,

veteran ATD home economics advisor, described the situation in India as,
"Everybody discovered the village at the same time, wLi5

Professor Lindeman suggested the propriety of "closer programming
of Agricultural Extension with Community IJevelopment.“lhé Safa~Isfahani
expanded on this in retrospect, with these @efinitions:

Mericultural Extension is an "out-of-school" teaching process by
means of which the result of research and experiment in agriculture
is communicated to the people, in response to their felt needs, and
nev field problems are taken back to the research and experiment
stations for further study and reextension. Community Development
is the process of creating conditions under vhich local sources of
social and economic power are induced to discover the internal
resources of the communlity and utilige them in combination with
external rescurces, for the achievemenihef the community's felt
needs and nationally desirable goals.”

lhhSafa-Iafahani op.cit. This corroborates the proposition above
3 3
that the first rcle of an InstITution is to protect its innovation,.

1510 ge Janeiro, 1960,

lh6Lindeman, OpeCits, pPe 35.

lh?safa"lsfahﬂni, EB.EEI:.’ p- 82.
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"This definftion does not award extension a major role in the
formulation and implementation of agricultural development programs, as is
implied above to be in its proper domain. Neither does it fully prévide
for rural youth leadership training nor the involvement of rural women, foles
Wpich extension has had staked out for half a century.

. Such conflict in the field suggest a lack of clarity of purpose and
method by either one or both parties. In this area the extension worker

is traditionally better grounded then the community development worker,

Professor Hart recommended "...better and more frequent field supervison
of rural development workers," not distinguishing between the two types.lhB
In any case, there is no call for conflict. The better trained the one
agent,the more he can make use of the other. The two types have worked
side-by-gide in. the United States for half a gentury in the greatest of
complementary harmony--~the two being the county agricultural extension agent
and the secretary of the Chambe£ of Commerce.
Information

Among the requisites for rural development aré, a) the forces that
control the resources must want it, a2nd b) the rural population must be
involved in the process. This requireg programmed mass information.

The development program must be promoted among the elite influence

groups. Secondly, the national enabling body (legislature) must be provided

_with adequEte information about the program to justify their rational

approval of it. Third, action leaders at all levels must be provided

1i8yart, op.cits, pe 52
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adequate, timely information to decisively defend and implement the program.
Fourth, the program must be promoted among the rural masses. An effort
should be made to get the iéea across that no person is excluded from
participation, Fifth, but not last in rank, the %echnology of the program
must be written in understandable langnage of the user and made available
to him.
Involvement

4 fact of which there is limited awareness among western pechnical
assistance personnel is that the rural societies of most underdeveloped
gcountries are highly organized. Sidney Sufrin reported, "Willage societies
in underdeveloped countries have been highly suecessful; the great problems
are in the cities. 9 The streggth of the Chinese rural social system,
for example, is shown in the testimony that it has survived in its present
form for over LOOO years.150 At the present it appears that after 20
years of effort expended, Mao Tse-tung has abandoned.an all-out attempt to
destroy the system, - -

The role of internal social system leadersnip in relation to
innovation in the rural Chinese culture syndrome may be shawn as follows:

The collective value of the system is survival with ranked status. Status

1h9Sidney C. Sufrin, Technical Assistance: A Problem in Management
(Syracuse: Maxwell School, January, 1905) nectograpted, p. 20.

150

5 The rural Chinese social system is described by Francis L.K. Hsu
in Societies Around the World, Vol, II, Erwin T, Sanders, Editor (New York:
Dryden Press, 1953}, ppe 25-193.
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rank is achieved through service to the system through familyhood, wealth,
wisdom, aid to authority and authority--each, in the order listed,
commanding progressively highef status value. The status values of roles
are cumulative. The rural social system endeavors to adopt innovations
which promise to contribute to its survival-status goal, It tends to resist
innovations that violate norms or threaten the status hierarchy. The village
leadership, for example, must be entrusted with managing imnnovations within
its domain, Village leaders control the legitimation powers and procedures
and the communication systems. To a large extent they can control the
unemployed time of the wvillage members, 151

" It was proposed above that farmers should have a part in national
planning., It is suggested that this ;an best be accomplished through
regular (monthly) village meetings presided- over by the ¥illage chief (in
village societies—~the head man in any case). From the standpoint of
scope, four types of problems may be voiced at these meetings. There ié
the irrational category, which should be disposed on the spot. qéecond,
there is the local self-help category, for which the local leadership,
with the assistance of govermment outsiders, shouléd organize to implement
in proper sequence of season and prierities. Third, there is the regional
cooperative catégory which requirqs action beyond the jurisdiction of the

assembly present. These problems must be referred for coordination and

1513ased on comparative village-~level observations in Siem Reap and
Kampot Provinces, Cambodia, 1962-1963, and Thua Thien and ‘Quang Tin Provinces
Vietnam, 1964~1966. It is corroborated in Sufrin's generalization. op.cit.
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and joint planning. Fourth, there are problems of national scope which have
bearing on the welfare of the local entity. These must be forwarded to the
central planning authority through government channels.

A federation of farmers! organizations, reaching from the village
to the national capital, independent of.governmant, can provide added
assurance that the farmers are actually represented in the national process.

Coming down the hierarchi®zl ladder, the same system can contribute

%o the implementation of the national plan by mobilizing the rural masses.

The spirit of action should optimize conditions for the development of
institutions (cooperatives, for example) to perform the functions necessary
for rural development.
Feedback

The greatest inhibitor to national planning in the developing
cbuntries, it is universally claimed, is the lack of reliable‘information
on which to make decisions. Statistics gathering and proceésing require
highly sophisticated skills and procedufggti Data accumulate meZhing over
time. Much data gathered in the former colonies over the past century
have been stored in European capitals and forgotten about.l92 In many
developing countries a:culture gap has developed bhetween the elite of the

central government and the rural population to the extent that it is

difficult for the former to extract accurate information from the 1atter.153

152pe vries, Institutional and Organizational Aspects of International

Transfer of Knowledge and Bapital, Op.cits, Pe 7o

153U.S., Congress, House, Committee on Foreign Affairs, Rural
Development in Asia, Hearings, before the Sub-committee on Asia and Pacific
Affairs, Part I, Statement by Kenneth T. Young, Jr. (Ninetieth Congress,
First Session, March, 1967), pp. L9-50.




g1

As for the rural sector specifically, a large proportion of agricultural
production is never submitted to stendard weights, measures or exchange
- media.
The following calggories of information contribute markedly to
national planning for rural social and economic progress:
1. Inventory of natural resources.
a. A standard reconnaissance soil survey.

b. A standard pot-test survey of soil nutritional
adequacies for crop production. ’

ce An undergrgund water survey, including estimates of
depth, quatity and quality for agricultural use.

d. HMineral swrveys, including limestone, phosphate,
potash and petroleum,

e. A forest survey, vhere market timber exists.

2. Cumulative data on natural phenomena, including rainfall
temperature and major stream flows,

3« Catalogue of agricultural predgtors.

a. Gatalogue of erop and livestock feeding insects and
other parasites and predators.

bs Catalogue of crop and domestic animal diseases,

L. A conventional population and agricultural census every
ten years,

5. An annual crop and livestock reporting system.
a. Area and purpose of land use and its yield,
b, Types, volume and value of commodities nmarketed.
c.A Typeq, volume and value of commodities exported.

d. Types, volume and value,of commodities imported.
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6. Special studies.
2+ Orientation studies to acquaint planners and change
agonts with soecial and economic phenomena relevant to
development.,
be Special studies in suppord of..special projects.
To be contributive, the accumulated information must be combined,

processed, published and distributed to those who have need for it in the

pursvit of national purpose, when they need it.



CHAPTER VIIT

CENTRAL ORGANIZATION
Legislation

At least once a year since 1949, the President of the United
States has stated that the foreign aid program had é major role in U.S.
foreign policy. After these annual proclamations and zfter much testimony
before Congressional committees, the program has been extended, in whole or
in part, for another year. This seasonal uncertainty, on top of all-too-
frequent administrative erises, has unquestionably reduced the efficiency
and effectiveness of the U.S, foreign assistance effort.154 After 20 years
of sbtudy, it seems appropriate for Congress to affirm, once and for all,
that foreign aid is a continuing function and authorize the President to
form a permanent agency to implement the program.

Analysis of experience in dévelopment asgistance to date suggests
the following advantages for a permanent organization: quer the most
favorable cireumstances, it cannot be hoped to advance low income countries
to industrial society status in less ﬁhan 20 years: It is not appropriate
from the standpoint of available resources and priorities to undertake a

program of accelderated development assistance of every low income country

184crises include the changes of administrations in 1953 ard 1961,
the AID Act for 1962, the personnel freeze of 196, tne foreign exchange
crisis of 1968, and the prospective reorganization for 1969.

93
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in the world at once; thus the problem is likely-to continue for a long
time. The achievements scored by the U.S. aid agencies have been made by
shaping the annual Congressional authorizations, one after another, into
long range programs, This was done on faith that Congress would continue
the programs,but at a much higher cost than would have been required by
legitimate long range proérams. There was considerable loss between
appropriations. Technical assistance had to be carried out by ejither
temporary personnel or contract persomnel,at a higher cost per man year of
comparable service than would have been the case with career personnel.155
Frank Coffin proposed a cooperative effort by the Senate Foreign
Relations Committee, the House Foreign Affairs Committee and AID to re-
examine the propriety of the U.S. foreign aid program, in an exercise
completely apart from the annual hearings on authorization and appro-
priation. If it should be decided that new legislation is needed, a task
force drawn from these three entities would draft a proposal clarifying
h, ..the principal objectives, secondary oEEEEtives, the standards, and
procedures of aid operations....“l56

In another chapter Coffin proposed two major objectives of a U,S.

aid program:

155Added costs result from bringing temporary personnel aboard, first-

tour break-in, elimination of misfits, contract start-up, contract
administrative overhead and loss of the experience factor, and the loss of
income tax from contract persomnel.

156Coffin, _C_)B-_C_ij.jo, Pe 2)4-30
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"We can and should offer military and economic assistance to-nations
needing help to remove the obstacles o freedom imposed by aggression
and subversion. Nations have to survive and be politically stable
in order to have an opportunity te harvest the fruits of liberty.

It is part of our purpose to sirive to see that ne nationz is dended
this opportunity.

“"Beyond this, we can and should extend .assistance.in economic, sogial,
and political development to nations willing to work toward increasing
freedoms for their peoples, We cannot be arbitrary or impatient in
what is at best a long and difficult process. DBut neither can we lose
sight of the basic objective of increased freedom from the great
enslavers of mankind--want, disease, ignorance, and oppression, Qur
objective is not merely to be partners in nation building; it is to
help build the kind of nations which in the long run will help secure
the blessings of }ibenty."IST

There is -an underlying plea in Coffin's book for improvement in
communications between Congress and the Executive Branch-~",,..an
atmosphere of shared responsibility....“l58 He said this

"...implies two commitments; the commitment of such /Foreign Affairs
Committee/ Congressmen and /Foreign Relations Commitfee/ Senators to
invest time, to dig deeply, and to maintain their interest in a
subject which has only the national interest to recommend it; and the
commitment by the executive branch to consult frequently and seriously
with such persons on the same basis of confidence as 1f they were
administration colleagues. This consultation would be a continuing
one, with spefggl attention being given to the planning for the

coming year.

Such intensity of joint participation is reminiscent of the Truman
Administration, when Senate Foreign Relations Committee leaders played
prominent rcles in foreign affairs, including the formation of the United

Nations.

1571bid,, pp. 110-111.
1581pid,, p. 2L6.

1591bid. , ppe 2u5-246.
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Organizing for Technical Assistance

Systems analysts hold that the system structure of complex
organizations may be best evaluated, as a set of substructures. These are

identified by Saul Katz as transformation, maintenance, adaptation and

guidance. He stated,

"The transformation substructure, sometimes called technical or
conversion or production subsystem is a major and central substructure
in the system. It encompasses the system relationships concerned
with the transformation of inputs into the system's performance-~

OutputS.“;...-'.......--...._.....-..'..
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"Clearly the absence of substructures to carry onl%Bternal system
activities mean a lack of structural capability.®

The Congressional Act for International Development, 1962, placed

central emphasis on guidance. The senior ofiice below the Agency
Administrator was to be the Program Review and Coordination Staff, later
called the Office of Program and Policy Coordinations The Act provided for-

1) The Office of Development Financing, responsible for advising
the Administrater on the providing of capital assistance...; 2) The
O0ffice of Development Research and Assistance, which will formulate
research requirements and arrange for the conduet of research projecis
ees; 3) The Office of Commedity Assistance, which will be responsible
for formilating the policies for the distribution of commodities,
both project and non-project, both agricultural and nonagricultural."161

Although elements of the substructures for maintenance and adaptaticn

are evident in the new organization, the substructure for performance in the

3605aul M, Katz, A Methodological Hote on Appraising Administrabtive
Cgpability for Development, (Pittsburgh: University of pi%?sﬁurgﬁ, GSP1A,
1968_), PP» 18; 224

161U.S., International Cooperation Administration, An Act for Inter-

national Development, Fiscal Year 1962, A Summary Presentation (Washington:
Department of State, ICA, June, 1961) pp. xvii-~xviii.




91

area of technical assistance was not provided for, Most technical offices,
including Feood and Agriculture, were excluded from the new organisation,
although the Office of Public Safety was continued.

The central administration was &ivided intc four bureaus (later five,
counting Vietnam), each headesd by an Assistant Administrator. The progran

and capital assistance offices held the same relative positions in the

bureaus as in the central structure, EBEach btureau included a technical
assistance staff which held advisory roles., As advisors, the incumbents
were obliged to advise everybody who consulted them, but they occupied no
essential role in the implementation.of the program.

The complete rejection of administration by process is said to be a
revolt‘against an enviable power position enjoyed by the Office of Food
and Agriculture in ICA and predecessor agencies, In that era the technical
offices held rank equal to that of the program office. This resulted in a
constant fight over programming, in which the Administrator, or his deputy,
was forced to intervene all too often.

Dismantliﬁg the professional-technical linkage in the ceniral
administration appears to have had these disadvantages: First, it removed
the technical assistance professional from the program review process and
denied the Agency that internal capability. Second, it left the technical
programs in the field without coordination. In the ICA days there was a
number of regional training functions, for example, that were not continued
in ATD, simply because the positions of persons in the central office who

programed and implemented the activities were abolished, Third, no
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provisions were made to continue the technical batkstopping for mission
personnel when the central technical staffs were disbanded. This could have
been expected to result in ATDU uechnical assistance personnel, isolated from
current innovations, to lapse into antiquity. Foﬁrth, it precluded the
development of a professional cocrps with a built-in professional improvement
program,

Professor Lindeman advocates separating the administration of
technical assistance from the administration of capital assistance. In his
view, the great imbalance of cost between the itwo instruments causes technical

62 This proposal infers organization by

assistance to go neglected.l
process, including technical assistance, capital assistance, supporting
assistance and food aid. The ICA organization; which provided for
specialized staffs grouped in offices of major functions, seems appropriate
for technical assistance.

Organization by subsystem provides for adding professional staffs as
they are needed and dispensing with them when they are no longer useful--
a measure of flexibility abundantly practiced by AIU .and its predecessors.l63
The curfent ATl organization reveals these major technical assistance
flows: a) agriculture and rural development, b) public health, ¢) manpower

and human resources development, d) public administration, e) public works,

and f) public safety.lOl

162 indeman, Interview, op.cits

163See changes in organization reflected in AID and predecessor
telephone directories (U. S. Department of State, Library).

16L‘U.S., Department of State, Agency for International Development,
Arms Control and Disarmament Agency, Telephone Directory, February 1968
(Washington: Department of State),
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The Office of Human Resources Development, created by AID in 1961
and later discontinued, should be recestablisheds This Office should be
given responsibility for assistance in manpower planning, education and
participant training,

Institutional development, provided for in the organization structure,

may be seen as elther a rationzle for technical assistance or a technology
for the murtwring of public institutions.165 Philosophy, as in the former
case, has no piace in internal organic structure, for to be effective, the
whole organization must be subservient to the philosophy. If the latter
view is accepted, the technical assistance role of institutional development
must be seen as a speclalized technical activity. As such, it fits best

in the human resources development group.

Attention to labor, which is recognized in AID at the central office
level and at the regional technical staff level, may be viewed as human
resources development, political development, or both, If the primary
interest lies in the former, this function, also,'belongs to the human
resources group.

There remains the ﬁecessity of dominant consideration of guidance
in the organization scheme, This may be provided by the present Office of

Program and Policy Coordination placed between the performance group and the

165professor Leland Barrows lists institution building as a current
rationale for technical assistance (Lecture, Universilty of Pittsburgh:
GSPIA, June 2L, 1968)}. While implicitly ascribing to this view, Esman
and Bruhns indicate that the Inter-University Research Program is in search
of a "...technology of institution building..." op.cit., p. 7o
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Administrator. The major roles of this of fice would be, as it is today,
a) to elucidate to the Administrater, his effective alternatives in policy
and program, and, b) coordinzte the resources and the programs in terms

of policy and objectives,

For the Office of Program and Policy Coordination to be fully effective,
its ranks must remain open to in-house recruitment of process professionals,
A sample of the incumbents of senior positions indicated that the Office is
presently dominated by the economics diseipline, Eleven of 23 positions _
reviewed were occupled bx economists, winile only six positions implied such
requirement, The information available indicated that the professional
backgroﬁndS'of 12 of the 23 incumbents.matched the technical titles of

their positions.166

Functions of the Central Office Technical Assistance Group

The central technical assistance office should have the broad concern
for the contribution of the functions under their jurisdiction to the total
program. This begins with the recommendation of global and regional policy.

Program Review

The central technical assistance office should be responsgible for
monitoring the technical assistance programs in the field. This should
begin with praocessing Project Proposals. Similarly, the technical

assistance office would make the first analysis of incoming PAR!s,

166The backgounds of the incumbents listed in the AID Telephone
Directory (op.cit.) were reviewsd in the U.S., Department of State,
Biographic Hggister, July, 1966 (Washington: Department of State).
Twenty-tiree out of 36 names were matchable.
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Consultation

The internal consultative capacity provided in the AID regional
technical offices appears to be essential for the representation and
advancement of the technical programsin the field, The present regiopal
staffs appear to be of the proﬁer composition--i.e., former division chiefs
and other experienced personnel with outstanding records of performance-~-
provided that the central technical offices nave adequate information staffs
to respond to internal, congressional and public demands.‘ The regional officer;
should continue to serve as they do now in effect, és combination administra~
tive-research assist;nts, program advocates and expeditars to e&erybody
concerned with the respective technical assistance programs.

In the role of concern for the progress of mission programs, the
technical offices should provide special consultative assistance to the
personnel office in its effort to fill technical assistance positions |
with capable people.

The regional technical staff, with the assistance of the central office
staff, would monitor the purchase of technical support commodities. Technical
consultation is one matter, while expediting is another. Uleason reported
ﬂh;t six out of 26 technical assiétance projects he examined suffered from

the unaveilability of late arrival of technical support commodities,L®7

Contract Monitoring

The technical assistance office should represent the Agency in

négotiating and monitoring technical assistance contracts.

167Gleason, Op«Cite, Pe 3l
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Backstopping

It has been asserted that AID, with special reference to agriculture,
nas tended not to innovate, or has tended not to keep pace with current
tecnnical innovations. There are three possible reasons for this assertion,
First, AID/Agriculture has never been adequately staffed to monitor
innovative researcn. In its heyday the ICA Office of Food and Agriculture
was staffed at the rate of about one man fer fifteen covering comparable
areas of technical interests in the land grant universities. BSecond, most
of the funds spent by the Agency for research in technical assistance were
devoted to the study of methods, and not t¢ physical inputs.

Third, although uncounted, an impressive 1is£ of agricultural
innovations have been introduced to low income countries by AID and its
predecessors, and universally accepted, with their source either taken for
granted or forgotten. These include completely new crops (anions in South=
cast Asia, for e%ample) as well as species that out-yielded the traditional
atrains by 100 to 250 percent. AID contribuféd 35 sﬁch innovations to
Cambodia from 1957 to 1963, and approximately the same ngmber to Vietnam, up
%o 1968.168

It is not unreascnable to speculate that in most countries where the

‘United States has had continuous programs for 15 years, the production and

168One of the latest innovations introduced in Vietnam was a high
volume, low-~lift water pump designed by the imiversity of Florida under
a contract to provide preservice training for AID agricultural advisors.
Another was an adaptation of a Y“henless chick" program appearing in a
University of Georgia Extension Service bulletin, published in 1925, Iacn
fitted local needs in Vietnam, resulting in spectacular increases in
production and income,
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unit yield of commercial vegetables, pork, chickens and eggs has doubled,
This is attested in part in the fact that the supply of these commodities
has kept pace with demand without unreascnable increases in prices, in
spite of spectacalar urhan expanégon.

Fourth, crop improvement innovations by the foundations have
recently been brought to the attention of those outside the technical
field, through tne popular news media. The latest innovations announced have
been particularly interesting, because they promise to increase the staffl
grains, wheat and rice. AID agronomists have not been able to conduct long
range crop breeding programs, because the Agency has been "temporary'.
However, they have systematically tested all new strains from all sources
that they could test with the resources available to them. ZThese include
Guatgmala Golden Flint corn, bred by Rockefeller Foundation in the
1950's, as well as the new strains that amually emerge from the state
experiment stations. The current releases by the Rockefeller Foundation
are undergoing intensive tests around the world.

This does not refute the fact that neither AID nor its predecessors
have provided adequate technical backstopping for its field programs. It
is proposed that this can best be accomplished through open-end contracts
with land grant universities. Tne contract would provide for reimbursing
the university for maintaining a.special institutional interest in the
de%elopment of agriculture and the rural sector in a particular country,

through backstopping the AID personnel located there,
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This woulé call for pairing key pepsornel--~dean with division chief,
nead of department with branch chief, professor with édvisorw-who would
maintain dialogues through the exohange of program documenis and ather
naterials. lkach key university persen would spend up to 30U days in the
reciprent country each year. The university would supply personnel for
longer terms upon negotiation.

Yanaging Participant Trainees

The management of AIL participants is handled in two ways,
generally. Yhere a university contract is involved,‘the student is sent
directly from the recipient country to the contracting university in the
United States, Where there is no contract, the participant is forwarded
to kashington by AID. There the plarming and monitoring of his program is
farmed out Fo a U.,5. Government Department, which performs the service on a
reimbursgble basis. The advantages claimed for this procedure are, a) the
Departments hzve special expertise in curriculum planning and, b} they have
special acquaintances with the admissions officers of Lhe universities.
After 20 years in the businegs, the latter claim is beyond question,

On the other hand, three disadvantages may be cited for the procedure.
First, the procedure introduces an additional bureaueratic entity, which
often adds to the confusion of the participant. Second, domestic agency
personnel nave no claim to special acgquaintance with the needs of
government officials of the low income countries. Third, the system dces

not provide the participants with interim counsel.



105

AIL gnould assume complete management of its participant program.
This should start by placing the 0ffice of International Training in the
proposed Office of Ymnan Resources Development. This office would manage
the programming, funding, forwarding, orientation and placement of
participants.

It is proposed thav an adcitional step be taken. Tn a rotation
progran of its technical advisors, the Office of Human :descurces Development
would maintain an AID counselor-in~residence at at least the state land
grant universities.169 It has been the observation of this reporter in the
field, in washington and at U.S. uwniversities, that AID participants need
counseling on their curricula in relation to their future responsibilities.
They also need counseling concerning their private problems, which is not
provided in the present system. '

Information

Over and above the information on non-capital projects provided by
the central evaluation and memory system, the tectnical assistance offices
must stand ready to provide hnigher management and Congress wiﬁh cotiprehensive
information on the progress of all projects for which they are responsible.
The central information office, by itself, cannot provide this information
alone, because, out of necessity, it must concentrate on the "big picture®,

and because it cannct keep in touch with the sources,

169The precedent was set by the U.5. Veteran's Administration
after World War IT.

-
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Also, the technical assistance offices should bear their share of the
burden of assisting the press in collecting timely information about

technical assistance activities.



CHAPTER IX

PERSONNEL FOR TECHNTCAL ASSISTANCE

The foreign technical assistance job calls for almost unattainable
gqualifications. It drags the incumbent to some of the most uncomfortable
spots on the globe, without much special remupnieration and with ne
employment security at all. It is obvious that those who follow the
i

profession do so because they like it.

Qualifications

Lists of qualifications for technical assistance service have been

said to add up to the ideal man.l?o

Although the perfect specimen is
hardly avatlable, Etzioni suggests that the concentration of ldeal
characteristics may be enhanced by selective recruitment.l ™t

Etzioni's personality requirements of the "“'organization man''™
appear applicable to technical assistance personnel. They include instant
lateral social mobility, "...accustomed to shuttling back and forth
between soeial units. .« . +, a high tolerance for frustration. . . . ,
the ability to defer gratification. . . ," and ",..achievement orienﬁa—

tion. "172

170pnne Winslow, Editor, The Technical Assistance fZxpert, Report
on the Conference on Recrultment,JSelectlon, and Training of Technical
Assistance Personnel, Rome, February 12-16, 1962 (New York: The
Carnegie Endowment)y pe le

17lpmitai Etzioni, Modern Organizations (Englewood Cliffs, Nede:
Prentice~Hall, 196);) p. 110.

1721pd,, 109.
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Professor ITversen noted, "There has been little improvement on

the list enunciated in The Overseas American in 1960: 1)technical skill,

2) belief in Mission, 3) cultural empathy, li) a sense of politics, and
e) organizational ability.“l73

The Herter Committee list included, 1) zeal for creative accomplishe
ment, 2) deep understanding of life and culture at home, 3) ability to
communiicate effectively across cultural barriers and to develop a
symgathetic understanding for other peoples and their cultural heritages,
Iy} adaptability and flexibility, 5) executive ability and 6) specialized
competences.l7LL

Iversen said, "The essentizl aspect of the foreign technician's
role is aciapti‘.re...."175

Professional Competence

It seems obvious that technical skill is the firat‘requisite of
technical assistance personnel, as the very lives amd livellhoods of
large numbers of people, not to mention the political success of projects,
may rest on their recommendations., The freguently voiced observation
that U.S. projectsdo not fail for lack of technical competence is not

fully convincing. In the first place, such observations have been made

173iversen, op.cit., ps 88, from Harlan Cleveland, et.al.,
The Overseas American {New York: McGraw-Hill, 1960).

17hCOmmitteg on Foreign Affairs Personnel, op.cit., ppe L8-5h,

175Iversen, OPecite, ps 28.
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either by techniecal personnél, who could be suspected c¢f bias, or by
generalistis, not qualified to judge. Eleven per cent of the foreipgn
techniclians surveyed by Hyman and associates reported major technical
mistakes in their latest projects. This was corroborated by 12 per cent

176 These

of recipient officials responding to the same questionnaire.
were confessions of commission. Errors in omission may be much higher.
The tough question is technically competent at what? Does the
job call for a rice breeder, for example, or does it cell for a person
proficient at nurturing agronomic research institutions? The answer is
that both skills and more would likely be needed in the one person. For
whatever assignment, the technical assistance advisor needs a relatively
broad academic and professional background which has been kept current.
Further, he needs to be able toc do creditable, independent, problem-
solving research. Without this capability, he is not likely to accurately
diagnose the problems he faces cr design their solqtioys. The capability
of written expression is iﬁportant. The technical advisor should also
be professionally capable of teaching.

Crogs=Cultural Fmpathy and Communication

Professor Sufrin maintains "...that technical aid is essentially
a managerial exercise undertaken under difficult considerations because

the manager cannot exercise the usual managerial controls over the

environment he is attempting to influvence.m77 Although the environment

176
7 Hyman, EE.E'.E" j o 1523

17TSufrin, 22'91’12'“’ Ps 16;
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is natural, social and political, it is also cultural. Empathy is essen=-
tial for significant technical ;ssistance to take place. HNot much
empathy can develop without communication,

Cultural empathy is not to be confused with the "missionary
spirit", or the "do-gooder" gtance. Stanley Andrews explicitly warus
against hiring the "do-gooder" for technical assistance work. It is
his observation that the "do-~gooder" tends to assume a paternalistic
stance, which seriously impedes empathetic £low, 178 His views are

179

corroborated by Price Gittenger.

Representative of the Donor Government and Country

Every person outside the bounds of his homeland is a representative
of his country, whether he is aware of it or not. Technical assistance
personnel need the "deep understanding of life and culture at home,"
prescribed—by the Herter Committee.lso To this must bhe added a general
awareness of U.S., interests and policy. ‘ .

‘Political Awazeness

BT

PE e
I was Professor Martin's conclusion that,

T, ..t0 foreign techﬁ?@al assistance personnel, to repeat, the
pervading presence of politics is perhaps the greatest single
deterrent to the sueccessful prgctice of technical assistance

in underdeveloped countries, "ol

17§Stanley'Andrews, An Off-Shoulder Look at Foreipn Aid and its
Adminigtration (Washington:™ Johns HopKins UNiversity, L1903/,
mimeographed, pp. 21~2li. : :

+

1793, Price Gittinger, The Literature of Agricultural Planning
(Washington: National Plamning Association, 1966), ppe 9-1C,

180Committee on Foreign Affairs Personnel op.cit., p. L9.
18lyartin, op.cite, pe bl '
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The Martins indicated that a seriously significant number of
technicians they interviewed were found to be naive of the political
process of decision maldng. Being unaware of the political facts of
life at home, they held in disdain the identical process which became
182

visible to them in their roles as governmant advisors.

National Ferspective and Action Orientation

Technical assistance persormel need to be self-starters who have
the capacity to recognize national pfoblems and the initiative to organize
regources in pursuit of solutionse.

Supplying Personnel for Technical Assistance

The management of technical assistance personnel has been difficult
for the U.5, foreign aid program at least since the beginning of IGa, o
in 1955. Tt has often been difficult to get personnel of the proper ’
technical qualifications when they were needed. Six out of the 26
projects in Gleason's study suffered from this problem.183 On the other
hand, there has been an administrative problem of placing excess
personnel as the Agency has gone into periodic retractions. Since
personnel have been drawﬁ from diverse professions, states and even
countries, there has often been a great variation in the netions of
technical asgsistance requirements in gpecific counpries.

U.,8., foreign aid persomnel have been Jjudged by some as ranidng

below the top of their professional disciplines.lBh A "temporary® agency

1827434,

183G1eason, opecite,pe k.

18hicommi ttee on Foreign Affairs Personnel, op.cit., p. 11k,
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such as AID might be expected to attract more than its share of
institutional misfits. Nevertheless, in 1963, the Civil Service
Commisslion found AID persannel to be "'...a dedicated, competent work
force.'“l85
Professor Iversen endorsed the Herter Committee's recommendation

86 The first

for the provision of technical assistance personnel.l
recommendation was to devise a development assistance policy for each
country and, for this, preject U.S. technical assistance personnel
requirements for some time in the future,

The second substantial recommpﬁaation,éas to take into the ranks

of the regular Foreign Service the personnel required as development

planners and managers. This group would include "...mission directors,

deputies, administrative officers, program officers, comptrollers, and
a small group of speeialists in such major professional fields as
education, public health, and agriculture."l87
Iversen suggested about seven per cent of the technical persommel
for FSO qlassification.l88 The remainder would be either hired through
terminal contracts or procured through intermediate contyactors.

The first argument for depriving technical advisors of career

rewards was that technical assistance requirements are too uncertain

8
SCoffin, op.cit., p. 223.

1861versen, op.cit., pp. 179-18lLi; Committee on Foreign Affairs
Personnel, op.cit., pp. 113-120.

187Ibid. s Do 11k,

—————

188Iversen, OpeCite, p. 16k
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to staff for.189 Such a condition would szem to preclude the pragpriety
of a policy development exerecise, so far as the jurisdietion of the
Committee is concerned. Another reason had to do with the administrative
incenvenience of placing specialists. Responsibility for career employment
could be avoided throush the use of temporary personnel a# contractors.

The big argument for excluding technical personnel from the
career group was that

W...better personnel will be obtained by hiring persons for
tempqrar}" tours of duty...---...----.--....-....-..u.......

"...the career context and career loyalties of the best

professionals lie with their professions and the whole range

of activities with which those professions are associated., An

association with AID, even if it could be made permanent, would

not attract very many of the best professionals to spend most

of their working lives overseas, far from their professio&al

colleagues and the stimulus of professional association.m U

This argument is usually advanced in support of university

contracts. But are the people with the proven capabilities to manage
the tasks at hand really available? For example, the person wanted to
head a contract team assigned to assist in the development of a new
university is, at the minimum, a dean in the contracting institution,

But it is rare indeed that a universiiy contract team is headed by such

a person, eXcept in cases of retirement. Professor Martin noted

18900mmittee on Foreign Affairs Personnel, op.cit., p. 118.
1901bid.
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"...considerable vigerous criticism of the practice of sending ''old men!
out to do what is considered to be young men's work....tany of these
oldsters are status-conSciousS.... 191

In the final analysis the Agency should be concerned more with
progress toward meeting its objectives than with the standard quality
measure of its instruments., The Herter Committee argument does not
consider the merits of a profession of cross-cultural development
assistance, which might be interdasciplinary or multidﬂxiplinary.

The quter Committee recommendation may be likened to a conservative
but elevated version of the ICA concept of a career service, launched
in 1957. In that plan technical assistance personnel were changed from
the Foreign Service Staff (FSS) classification to Foreign Service
Reserve (FSR), a category established during World War II to accoé%date
lateral entrance to the Foreign Service. Those with less than two years
service -- hence, unproven -- and those with specialities so narrow that
the agency could not foresee a continued demand for their services were
placed in the Foreign Service Reserve-Limited (FSR~L) classification.

It is suggested that the Agency would profit by a program somewhere
in between the Herter Committee recommendation and the ICA career plan,
The Committee's proposal should be liberalized to include development
advisors or branch chiefs, Personnel of tnis group are in the daily

thick of development plamning and management, The services they render

191Hartin, ER'PEE" Pe ]Jllt
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cannot be easily delegated to temporary or contract personnel,

In actuality, approximately half of AID tecinical assistance
personnel have adopted tne Agency for their career. It is doubtful that
changes in the employment system would effect this group very much. A
more favorable employment program could be expected to reduce the
attrition rate of both désirables and low producers. It could be expected
to increase the level of productivity from the total effort through the
improvement of morale.

Regional Adwvisors

The use of regional technical advisors was advocated in the 1961
égz_presentation.192 This propoesal saw the spreading of single, highly
specialized professionals -~ veterinary public health advisor, for
example--over a number of countries. However, to date there have been
no cases of'outstanding success of these endeavors reported, except
perhaps in the pursuit of mutwal endeavor, such as the Central American
Common Market program. The inhibitor seems to be that the technician
is never able to establish rapport with the people he is supposed to
influence, and if he does, he is unable t stay in one place long enough
to assist in carrying through the first activity, an all~important
function of technical assistance,

Short Term Services

Echoing the Herter Committee, Professor Iversen advocated increased

152y,s., 1C4, op.cit.
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73

use of short term personnel.1 This is to be commended for short term
activities, including participating in special surveys, short courses
and conventions. To be effective, such projects require intensive
preparation and prolonged follow-up., Although such activities may be
highly complementary to a full-time advisory team, they may not be

considered as substitutes for full time technical advice,

Institutional Contract Services

The question of when bes?{to provide technical assistance through
the services of direct hire personnel and when to contract the services
from outside institutions was not treated in depth in the Maxwell School
project.lgh Nor can it be resolved in this study. Based on foregone
efperience, however, these generalizations are proposed as guidelines:

First, the Agency must be responsible for its own commitments and its

‘own programj hence, the people responsible for these programs should be

direct hire personnel, serving under oath. This includes personnel

through the branch chief level. Secondly, team functions directed
toward institution building can probably best be provided by institutions
under iong term contracts. Stable institutions ~- universities, for
example -- are advantageously quaiified to provide singular, team

approaches to instifutional development. This reguires a resolve on the

193Iversen, opscite., pp. 1B1~-182.

Bhryersen infers that the whole technical job should be
contracted to personnel outside the Agency. op. cit., p. 180.
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part of the contracting institution to put forth a single doctrine and
a continuous, dynamic effort.

Preservice Orientation and Training

The prospects of finding a person meeting the above qualifications
for service in technical assistance seems clearly unlikely, but as long
as the need remains the ideal should be pursued. The Herter Committee
recormended that, ™ew professional personnel, prior to assignment
overseas, should receive fundamental orientation with regard to ATD, 1ts
mission, its organization, its administrative practices, and the region
and the oountry of assignment.."l95 This is needed and much more,

National Policy

4 fundamental grounding in the national interests and policy of
the donor country is necessary knowledge for the bilateral technical
assistance advisor. With such orientation he can interpret national
poliey in terms of technical pursuits in his own realm. Without such
awareness the chances for a favorable contribution are likely to be
greatly reduced,

Many technicians need orientation as to how to keep up with what
is national policye. This calls for advice on current reading.

Political Awareness

It was Professor Martin's conclusion that,

l95bommittee on Foreign Affairs Personnel, opecit., p. 12l.
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", ..t0 foreign technical assistance personnel, the pervading
presence of politics is perhaps the greatest single deterrent
to the successful practice of technical assistance in under-
developed countries, "9
It was his observation that technical people-~—perhaps those in
agriculture in particular--tend to discover polities in government
administration after arriving on foreign assignment. Far from being
able to use polities in the pursuit of their objectives, it tends %
frustrate them. Many are almost equally frustrated from living with
the political procesgses of their own government for the first time.
Martin states, "The difference between developed and underdeveloped
countries lie in the manmner of practice of polities, not in its presence
or absence."197
Foreipgn technical assistance advisors should be given an
introduction to political awareness as part of their preservice
orientation. This could best be done, perhaps, by non-government

personnel.

Cultural Awareness

There is ample evidence that as a person leaves his own cultural
environment he must become aware of, appreciative of, the new culture

in order to maintain emotional stability.198

This begins with developing
an awareness of nne's native culture, personal values, norms and

subconscious reasons for routine actions. Then, there is the need for

196Martin, op.eite, p. Ll.
197Thid.,
o 198K313Yv0 Oberg, "Culture Shock and the Problem of Adjustment

to New Cultural Environment®, Papers in Applied Anthropology (Rio de
Janeiro: USOM, 1957) pp. 92~99, .
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a simple method of urderstamding other countries. This is a preservice
orientation task.
Language

The pervading fiber of culture is communication, and the broad
core of communication is language., Without the capability of direct
conversation, the development of empathy and easy rapport between members
of widely differing cultures seems remote. Even to make a sincere effort
to learm the host's language breeds empaihy. This is an exercise in
which the host official can be clearly superior in a helpful role. It
diSp91%§wthe feeling of inequality and paves the way for ﬁrofitable
exchange in technical assistance.

The use of interpreters is far from satisfactory communication,
Those who possess a technical,‘action vocabulary are rarc. In many
countries, interpreters come from the clerlcal class, and since the
chances are they are.overpaid by the donor agency, they may be resented
by host governmenf officials. Since fhey are employed by a f%reign
entity they are suspect. Finally, if they become proficient, interpreters
tend to usurp the roles of the -foreign advisors by giving advice to their
countrymen in areas beyond their competence.

There can be no easy solution, because the many cultural references
that supplement language in communication, and because technical assistance
personnel move so frequently. But as an approach, the study of languages

is recommended. This should begin, if possible, with  an intensive course
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in the prevailing language of the country or location before arriving

for the first assignment. After arriving at his post of duty the advisor
should continue language drills until ha'hag achieved professional
conversational proficiency. In the course of a career, of studying

languages they tend to beccme cumulative and easier to learn.

Program

Technical agsistance personnel destined for service at far-flung
locations need the Agency's official program orientation, perhsaps more
than any other group. Herbert Simon and colleagues summed up Fhe need
as follows:

*Praining 'internalizes! the organization's influence, I%
changes the person in such a way that he will act as desired
by his own motivation rather than by the stimulus of moment-
by-moment Instructions.sscecesneencacneanns traneaanann satan
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"The function of training, both pre-entry and post-entry, is
to make organization members more effective in promoting the
organizations goals. To promote the goal, organigation members
need certain personal 'tools' or abilities which training
provides.

le They need the particular manual or physiecal skills
. required to promote the poal,

2+ 'They need to understend and accept the values that the
organization 18 promoting--such as its goal and the
value of efficiency.

3. They need the knowledge, the factual premises of decisiom,
to select those means or actions that will best accompiish
the gogsl within the value framework supplied them by the
organization.199

19%4erbert A. Simon, Donald W. Smithburg and Victor A, Thompson,
Public Administration, (New York: Alfred A. Knopf, 1961), p. 367.
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AID‘technical assistance personnel regquire specizl indoctrination
and training to manage its program documentation and reporting system,
These procedures are sufficiently complicated to demand practice training
under the supervision of persons thorougnly familiar with the system.
Wheﬁher this can be accomplished best in a pre-service orientation
program or in field training has not been determined. The latter
approach seems the more desirable.

Techniecal Orientation

Agricultural advisors need orientation which adapts their basie.
“and applied skills to, generally, tropical aériculture. There has been
a tendency observed among agricultural experts from the developed
countries to ignore tropical crops and thus overemphasize crops grown
in the Temperate Zones. This can be overcome by providing brief
orientation and skill training in the propagation and culture of‘the

major tropical crops.200

2007he spontaneous comments from 12 out of LO agricultural advisors
who received 16 weeks (half days) of technical adaptation training at the
University of Florida, 1966~-1967, indicated that the training was successful
in preparing the technician to deal with the improvement of production
of previously unknown erops, including citrus, bsnana, cassava, taro
and rice (studied at the International Rice Research Institute, Los Banos,
Philippines). One informant reported that he was able to provide
effective assistance to Vieinamese farmers in growing bananas, rice,
vegetables and swine on garbage, as well as help with improving
irrigation and fertilization--all of whi§a§were covered in his preservice
training--but he did not assist with tea cUlture or duck production,
two prominent activities in his area of assignment,which were not
treated in his preservice orientation.
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This training should be done by universities that have tfopical
agricultural programs.

Professional Development

Until the drive for budget reduction in 1968, at least, AID had |
a comprehensive carger development program. This began with three weeks -
preservice orientation and up to 16 weeks of language training. Technical
personnsel destined for service in East Asla were provided political and
technical orientation, as well,

Every AID mission recelves the current release of publications
by the U.S. Department of Agriculture. On the other hand, mission
personnel generally do not have access to good libraries, They tend
to be isclated from their colleagues in their institutional disciplines,
al though AID-does finance their travel to professional society meetings,
especially when such trips can be worked in with home leave.

The Agency has fostered a formal career development program,
which inciudes correspondence courses, mid-career executive training
and sabbatical training. In addition,a program has been encouraged
in which ATD and the universities would exchange personnel on sabbatical.
Such an exchange was suécessfully initiated at the University‘of Florida

in 1967.201

20lhe University requested ATD Agronomy Advisor James M. Dempsey
to teach a course in hard fibers. After this he spent several momths
doing research at the U.S, Department of Agriculture for a book on the
subject, which was to be published by AID, ’

LR
Rt ol
3
#
]



123

In summary, in spite of the overwhelming professiénal regquirements
of techniecal assistance advisors, it appears that AID employees, at

least, can go a long way toward keeping up with development progress.

-
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CHAPTER X
CONCLUSION

This has been a study of the administration of bilateral technical
assistance, extending from the enabling act to the yillage meeting,. The
study was initiated to produce a c;ncluding document for tne preliminary
reports of the Maxwell ébhool Technical Assistance Research Project,

which ran from June 1963 to December 1966. The study was enlarged to

incorporate ccntemporary'research whlch has since been published or

made avallabl

n,_, -

accumulated overweleven years service w1th ICA AND ATID, during which,

data on technical a531staqge were systematl “-y ¢dllected.

T

implied goal of a manual useful to technical a551stan5“‘&dmunlstrators
— r-.u—:‘:e

and programmers, unlversally.
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Recommencations

1. legiglation. U.S, aid administrators have long urged Congress
to recognize the long range nature of development and thus permit long
range programming of technical assistance. This would likely increase
the efficiency and effectiveness of the program, both materially and
politically.

It would be to the advantage of the U.S. Govermment, as well as
the cooperating recipient countries, for the United States to administer
all of its technical assistance efforts through a single agency. This
would make possible the development and maintenance of unlf::.ed p{lrpose »
doctrine and appfoéch, which i5 not possible to achieve thré%gh.multiple

autonomous agencies., A single program would result in maximum adminis-

trative efficiency, with minimum dol;at%putiajéﬁ%nd the greatest
5 £ T o F%d"

. - 20 S APTCS B
representation efficiency. LT

) 2. Organization by process, Technical assistance should be

recognized by the headguarters organization as a development aid process,
"y :

and centraliforganizational arrangements should be made to provide

technically oriented administration of this process.

3« Personnel for technical assistances It has been argued in

e N
this report that technical a&%%%tancé_is;a long range process and that
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the requirement will continp% for a_ipng‘ﬁime; The employers of technical

202Tversen recommended tﬁéhincorporaﬁion of the Peace Corps in
ATD, Opecite, ppe 192~193.
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assistance personnel should be concerned with employing highly competent
people, developing in them the extra requirements for their new roles,
and keeping them professionally current and on the job as long as the
need persists., The Herter Committee recommendation should be expanded

to include in Foreign Service career ranks technical assistance perscnnel
through the branch chief level.203

he Balanced team. The balanced team approach to tecnnical

assistance should be readopted. The argument that it does not provide
flexibility is an indictment of the management of the system and not
of the system itselfs. The balance can be flexdible,

Se University roles. U.S. universities have been engaged in

institution tuilding activities under U,S. Government sponsorship since
1951. This role should be continued where multiple-member teams are
required over lengthy periods.

The task of provi§;£g§§¥eservice technical adaptation training

550
should be contracted to uné;érsities.

The practice of coﬁ%igcting with qualified universities to
provide technical backstopping for AID mission agricultural programs
is recommended,

6. Program. The long range interests and objectives which the

United States may hold for each low income couniry should be formulated

to serve as guidelines fur current programming. The present AID programming

gystem for non~capital projects fits the long range approach.

203committee on Foreign Affairs Personnel, opecit., pps 11k, 118.
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7« Future studies. TFuture studies of this nature shonld he
done as in-house exercises, with the use of outside consultanis where
approPria.’r.a.?O,4 The reorganization study of the U,3, Public Health
Service, 1959-1960, is an example.20> Improvement through evaluation

is a learning process which can take place in the evaluation study.

20h7nis conclusian was voiced by Professor Lindeman.
Interview, op.cit.

205Egith Carter, The Reorganization of the Public Health Service,
Inter-University Case Program No. 89 (indianapolis: Bobbs-Merrill, 1965).
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APPENDIX A

FROJECT TMPLEMENTATION ORDER: THE ADMINTISTRATION OF TRCHNIGCAL ASSISTANCE
FROGRAMS, WITH SPECTAL REFERENCE T0 TECHNICAL ASSISTANCE IN AGRICULTURE

U. S« Agency for Internatiocnal Development
’ May 15, 1963 '
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AD il’*lh PROJECT IMPLEMENTATION ORDER t. COBPERATING COUNIRY 2. PIO NUNBER .
(459) WORLD-WIDE 946-7-99~SL-9-0700160
Technical Services 3. PROJEGT TTLE  The Administrabion of Technieal

Assistance Programs, with Specisl Reference td

PIOIT . AGENCY FOR INTERNATIONAL DEVELOPMENT Technicel Assistence in Agrieulture
UNITED STATES OF AMERICA

4, APPROPRIATION SYRBOL 5. ALLOTMENT SYMBOL & CHARGE 6, OBLIGATION STATUS 7.
354=0T7~099-54-69~31 [J aostiRiSTRATIVE RESERVATION orea K]
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. R g’i,nﬁ:a&a‘b.}entive ' the resesrch project will be te apprailse currept
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: PIO/T/S Scope of Work 3. PROJECT TITLE The Aﬂministrauiﬂn £f T&Ehﬂi&&l
, ” {AGENCY FOR- INTERNATIONAL Assistence Programs, with JSpecial Feference to
: DREVELOPMENT Teehnicel Assistance in Agrdeunliyre
N UMITED STATES OF AMERICA

T 16, 3COPE OF TECHNICAL SERVICES (including local racrultment, procurement X training}:
As .goon as practleable after the effective date of this dgreement, the
Contragbor. (a unlversity experienced in technical mssistance research) shall
supply the negessary persennel, equipment, supplies, and do &ll other things
. necenhary to fmplement this preject. To realize the chjectives ef this yroject
. $he controcter: shall use = goubinakion of resesrch methods dealgned to get the

. best posgible, r#aults frem both breed coverage of mmy doner sgencles and reciplent
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to Blme thirty or forty recipient countries selected to give n falr se.ﬂpl& af
counfries whichs @ -

L ke recipients ¥€ large technical assibienes progr‘am in egriculi~
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PAGE 4 WORLD-WIDE G Zm GG~ 9~ OTOOLO0
The Adwministration of Technical Assls-
tance Programs, wilith Special Reference
to Technical Assistence in Agriculture

BLOCK 1k. Tnstructions to Implementing Agent (Cont!'d)

process and results will be directed in particular towards United States
problems in this field. Speciml emphasis will be given to technlceel assistance
in agricuiture. Agriculture has been chosen because it is dominant 1n the
technical assistance programs of AID, of the UN (through the Food end

] Agriculture Organization), Foundations, and of other donors. Alsg, the broad

: range of technlcal sssistance in sgriculture offers an insight into many other
substantive areps and thus adds to the possibility of generalized conclusions
a5 tag the effect of administration In the fields, for example, of eduegtlon
 (extension servicés), or of monetary management ( agricultural credit). However,
given a prinéipal focus on agriculture, 1t is expectedthat sther fields will be
Investigated: if necessary to test the proposition that conclusions can be
generalized.:.

. . The major fields of research would be as follows:

R Wirtﬁ respect to administration per se:

4 1. ,The mea:ns of déciding on acreptsble techniecal assistance
¢ ) " progrems and projects » With emphasis on their nature, scope, and structure, and

_on- their rela.t:[on 'l':.o other development programs.

1 ni

-

:;m IR z - 'I‘he review process in the reciplent countries and in the donor
A a.gencies, inc"ludn.ng coordination” of projects-in different substantive fields end
g i sim:.la.r pro,;ects sponsored by different. agenciles.

e T G

T 3. The arrangements for 1nst1tut:|.on building.

g ?"ll-., Selection, recruiting, and employment conditions for technical

P a.sais’ca.nce personnel, and for partic:.pants (or trainees).
.o . TR

the hypothesis thet' ‘thequelity of resistance to change can vary from field to field

and ‘that adminigtrative. correCtiOns can glso vary):
s o

ERn,

?

!‘ -

%i : . Cords S “"Ad.ministrative arrangements for certaln functional fields (to test
IR

;

L ™
e e -

—‘1. e
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A LA Up-‘to-ﬂate té{:hniques (tested seed, use of fertilizer, double
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The Administrazion of Technicel Assis-
tance Programs, with Sepcial Reference
to Technical Assistance in Agriculture

The mejor guestions to be explored are as follows:

a. Fhat arrangements exist to spread the consequence to technical
assistance projects so that the relatively short term efforts of American
(and other) technical assistance experts can be institutionalized in recipient
countries? -“Under whet circumsiances are these arrangements most effective?

b. What arrangements exist to relate technical asgistance efforts to
the reeipient countryfs broad development aspirations?
‘¢, Tn view of the many sources of technical assistance, what arrange-
ments exist (E) among donors, and ('b) in reciplen-. countries to minimize dupli-
cation and to maximize cooperative effort?

d. Whet are the problems with respect to the selection, recruitment, and
training of technlcal assistance persomnel, participants, and trainees? What
remedies appesr to be feasible?

BLOCK 16. Scope of Technilcal Services, ect. (Cont'd)

k., Represent a good geographical distribution among major recipient
areas of the world. .

The Comtractor will slso send differently structured questionnaires to
representatives of dovor agéncies in the same countries (e.g., to the ATD Mission
Directors, the FAQ loerl representstives or to the UN Resident Representative,
ete.), sod te Individual technical assistance experts.

E'ach Q.uesticﬂnaire will be tailored to the respondent's specific
situetion as nedrly s possible.

’ ba ¢ The: Contractor will send similarly structured and thilored gquestion-
"naries to hesdguarters.of all Jdentifisble donor agencies whose activities im the
field@ of sgricultural technical assistence are considered to be significant.

(The Techniewl Assistmnce Information Clearing House lists 138 overseas missions
-in the field. ot &grinultUre supported by U. 9. volunteer and non-profit egencies.)
This will incllilit" 'I:hé region#l headquarters of FAOQ.

- c. ‘I’u the éxtent posgible the Contractor will follow up the guestion-
nalres hy‘ ln'ber#iews i‘a depth and by supplementary guestionnaires.

d.: Sev&ral recipient countries {elght to ten) and the major donor
a.gen,cies will be: seleeted for intensive study of administrative arrangements and
the substentive results of technicsl mssistance in egriculture. The countries
willl be chosep.in eonsideration of the factors of the importance of thelr egricul-
tural develepmant to U, S. ¢bjectives, the geographical distribution, and the
1ikelihood" that (with the &id of gquestionnaire returns) the results of intensive
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The Administretion of Technical Assis-
tance Programs, with Specisl Reference
to Technical Assistance in Agriculture

. study can be generalized to other countries. The donor asgencies will include,
: among others, AID, FAO, the UN Technical Assistance Board and the Special
Fund, the Eumpeem Econcmlc Commmunity, the technical assistance agencies of
two or more Eurcpean countries, and the large American foundations (Ford,
Rockefeller, .and Carnegie).

. e. All questionneires, interviews, and intensive studles will be
designed to advan'ce previous and concurrent resesrch in this and rels.téd Tlelds.

.o AID w111 sppoint an intermel Consultative Committee dremwm fram
AID the Department of Agriculture, mnd other interested U. S. Govermment =gencies
so as tg provide continuous lisison and guidence as the research pattern develops.
In ‘additien, .the Contrachme will appoint & Project Advisory Group drswn fram
ite owm. steff e.nd. :E‘rom vutside experts in the field of technicel #ssistance
gdministration. . BQ'bh the Consultative Committee and the Advisory Group will
esgist the Cozxtrac’bcr in selecting the countries and donor sgencies for broad
.‘ stud,v ‘th.l‘ﬁugh q_uesti.onnaires' and those Lo be covered by more intensive study.
g. Research results will be mede known hy the Contractor to ATD
e in- the. fom of & numbey-of interim reports and a final report. The content and
E timing of. thE Téports will depend on the inflow of research results. To the ex-
- tent cmlsistent -#ith’ sgund resedrch procedure priority as to the subject matter
of - interim” regqrts wlll be assigned in accordance with AID requirements -as
{ veported. $hrfigh the internal Consultative Committee. It is expected that the
_fluw of interin repnrts will =tart within six months of the initiation Of the

TR . - AR ———
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APPENLTY B

CONTRACT BETWEEN THE UNITEDL STATES OF AMERICA AND SYRACUSE UNIVERSITY
CONTRACT NO. AID/csd-289 (ABRIDGED) JUNE 27, 1963



ortracs No. AID/csd-289 -

CCLIRACT

DETWEEE THD CERTIFTED A TRUE CCFY
_{;ﬁ? Y
UNIT=ED STALTLS CF AVERICA By (i:/%?,// 7
woTLE D. S0YG
LEND tnis 27th day of
June 1563

SYRACUSE URIVERSITY
PIC/T 946-2~99~SL-9~0700100
THIS CONTRACT, is made and entered intc between the Government
of the United States of America, scting through the Agency for Internztional
Develooment (hereinafter referred to as "A.I.D."} represented by the Con~
tracting Officer executing this contract emd Syrascuse Universiscy (hereinafter
referred to as the “Comtractor”) an educationszl institution éhartered.by ‘the
State of New York, with its principal oifice in the city of Syracuse, New York.

WITNESSLTH THAT:

WHEREAS, A.I.D. needs: g% ) certain information on administrative methods
which various governmental, international, and non-governmental donor agencies
sre using in providing technical assistence; (ii) information on administrative
methods recipient govermments, sgencies and institutions have for utilizi%g
technical assistance; (iii) anclysis of %he rélative merits of the &ifferent
methods being used by donor and recipient governménts or egencies; {iv)
recomnendations for improving the administration of technical assistence oy
A,I.D., donor agencies with which 4.I.D. ccoperatves, and cooperatlng recipient
countries.,

VHEE&JS the Contractor, primarily througn its facility, The Macvell

Grzduabe Schncol of Citizenship and Public 4ifTairs, represenus that it is
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cuelitied to verform TR WOork ang services reguired DY A,ZI.LD, znd is w.._l_._:‘___-g

+

o underteke &nd perrorm such Word and services on & cost reimburssble bacis;

VEEREAS, this negouvisted contract 1s autnorized by and executed under
the authority of the [Foresign Assistance Act of 1961, as zmended, =nd Execunive
Order 10784,

RO, THEREFORZ, the sarties nereto agree as follows:

ARTICIE T - SCOPE OF WORK AMD SERVICES

A, The Coniractor agrees To use its techniczl resources znd experience
<o conduct a resesrcn project for the improvement of technicsl assistance
—m‘w

nrog“ammlno, d351 n and “ev1ew of technical assistance projects, institution

—

building errangements, end technicsl assistance persomnel practices (inciuvding

varticipents ), with perticulsr emphosis on wecanicel assistence in ESrim

———— e -

culture, such improvenent being = means wowerds incrocsing the eflfectiveness
poa=teamli
of the Govermment of The Unizel 3tabtes Cirect a2ad indirecy expenditures on

tecnnical assistaace. The princinel oolecsive of the study will be 1o compare

and aporaise currert urecvices in ihe administration of technical zssistance

Dj A.I.D and other deonors of a seilected group of recipient countries in order

[ i e YD n ek S e, T —— .

10 determine strernsins and weghnesseu and to recommend changes.
& z

e e e 8 ——— e —

B, The researcn project will be conducted zccording to a work plan &3
outlined in Agperdix B, "Operationcl Plan,” aticehed hereto and mede z pao
nereol. As an inzroduction Lo the work plan in Appendix B there is inclivded
& stavement ol the problem snd a nore detailed ousline of the vrolect cbjecutives.

v

The work plan @s ouvlined in Apperdix B shell be subgect to review, and



sJevis.orn Jrom time o time as considered necessaxy by ALLD. a2nd the
ContraeTor.

TARTICIN IT - CONDITIONS GUVIRNIIG CRERATIONS

A. It is understood that the work periormed in connecticn with this
resecxch project is zn integral pert of the Undted States Foreign Assistance
Progrzm and will be performed under the technieczl supervision of the Director,
Azriculture Service of the Office of Humzn Resources and Social Development
of A.Z.D, Washington, The Contractor will T©e responsible for all professional
and technical details of the contract and shall keep A.I.D. Washington and the
US AID Directors in cooperating countries currently inlormed of the progress
of the study. '

B. Activities under this cédnirasct shali te goverred by the following
Appendices which are attéﬁhed hereto and mucte & pert hereol:

Appendix A, "Standard Provisiorc”; Appendix B, “Opersvicnal Plan'';

Appendix C, “Aporoved Budget"; and Appendix D, “Special Provisions",

ARTTICIE IIT - FINANCING

A, The Contractor shall be reimbursed Tor ccsts incurred by it in
performing services hereunder in accordsnce with the applicable provisicuas
of Appendix A and Appendix D, subject to the following limitstions:

1, Total A.I.D, commitments under this con-

tract, subject to limitations expressed

in Appendix C. $355,175
Total %355;4?5
2. Advance of fumds $h0, 000
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" Appendix B
Contract No. AID-289

CONTRACT BETWEEN THE UNITED STATES OF AMERICA
AND
SYRACUSE UNIVERSITY

Toke of Plan: June, 1967

Appendix B -w~ww Operational Plan .

I. Introduction

The United States has been engaged in providing technical assistance
to less developed countries since before the Second World War, and on a
massive scale since the enunciation of President Truman's Point IV in his
ineugural speech in January of 1949, The purposeful trensfer of technology =
of "know-how"- among nations is a major way in which the more industrialized
countries can contribute to the a-.'dvancement ol other countries. The process
of trensferring knowledge 1is not new; it has been going on haphazerdly for
centuries. The new feature is that in recent years there has been for the
first time a major atbtempt by governments and by multilateral organizations
to transfer technology on a systematic basis, The United States A.I.D.
program is a major pert of this systematic process, but there sre other parts
in vhich the Unlted States has s very deep interest: the programs of the
United Nations and its speclalized egencles (which roughly equal the technical
assistance efforts of the United States in terms of manpower, and to which the
United States contributés L0 per cent of ‘the cost); the programs ,qf the
Columbo Plan, in vhich the United States participates; the programs of the

European Economic Community and of the Organization of Americen States; the
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bilateral programs of & number of Europesn countries and Japan which the
De'velopme_nt Assistance Committee of the OECD is trying to coordinate with
U. S. support; and many privately sponsored programs, especially those of
the large foundations such as Ford, Rockefeller, and Carnegie. Without
doubt these programs have succeeded in transferring a considerable body of
knowlefge and skills from the more developed countries to the less developed
coun?;ries, and with highly beneficial results,
II. The Problem

Despite the demonstrated success of most of these programs it is
generally agreed by gqualified practitioners and observers of technical
assistance operations that there is considerable room for improvement in
the sense of getting more effective results from the amount of manpower and
. money that it put into the effori. It is also apparent tha't.- some of the
programs have proven 0 be more successful than others. There are clear
indications that many of the major impediments ‘o optimum results from
technical assistance programs are basically sdministrative and that the
differences in effectiveness of programs can often be traced to different
edministrative practices. The word "administrative” is ﬁsed. here in a broad
sense., It encompasses all major administrative policies and actions sffecting
programuing and implementation of technical assistance, whether these occur
at A.I.D. headquarters {or the headquerters of other donors), at field office
in srrangements between or among donor sgencies and countries at headquerters
or in the field, or at various government levels in recipient countries, Too
often the administrative policies and actions have been counter-px"oc‘.uctive WG

the purposes of technlcal assistance, Alsc, among the governmental and
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multilateral sgencies involved, some of the administrative policies and actions
have been inconsistent. The time is propitious to examine the administrative
nmethods and techniques of technical assistence programs of a variety of

sgencles to evaluate the reasons for success or fallure and to ldemtify future

lmprovements,
III. QOvjectives
v//// A. The Contractor will use its best efforts to conduct research for the

improvement of the administration of technical assistance, with particular

emphasis on the administration of technicel assistance in sgriculture, such

. improvement being & means towards incressing the effectiveness of United

States direct and indirect expenditure on technical assistance. The principal

objective of the research project will be to appraise current practices in

the administration of technlcal assistance by A.I.D. and other donors and by a

selected gfoup of recipient countries in order to determine strengths and

weaknesses, and to recommend changes. Through colleboration with A.I.D.

pérsonnel it is expected that the research proceés and results will be directéd

in perticular towards United States problems in éhis field, Specisal empheasis

. will be given to technical assistance in agriculture, Agri-cul'bure has been

| chosen because it is dominant in the technical assistance programs of A.I.D.,

of the UN (through the Food and Agriculture Organization), Foundations, s.xl

of other donors. Also, the broad range of technical assistance in agriculture

offers an insight into many other substantive areas and thus adds to the

posslbility of generalized conclusipns as to the effect of different admini-

strative practices in the fields, for example, of education (extension services),
\

or of monetaxy management (sgricultursl credit). However, given a principal

B3
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focus on sgriculture, it is expected that other fields will be investigated
if necessary to test the proposition that conclusions can be generalized,
B. The major fields of research will be as follows:

1. With respect to administrabion per se:

a. The various techniques and criteria used in deciding on
acceptable technical assistance programs and projects, with emphasis on their
nature, scope, and structure of the programs,

b. The project review process in the recipient countries and
in the donor sgencles, including examination of the means used to coordinate
projects in different substantive fields and similar projects sponsored by
different agencies.

c. The different kinds of arrangements provided for institution
building.

d. ©Selection, recruiting, and employment conditions for
technical assistance personnel, and for participants (or trainees).

2. With respect to administrative arrangements for specific Torms
of technical assistance (to provide information about and test the hypothesis
that the quality of resistance to change can vary from field to field, and
that administrative corrections can be adapted to help overcome that resistance}
including:

a. Introduction of up-to-date techniques (tested seed, use of
fertilizer, double cropping, etc.)

b. Irrigation and drainage

C. Research, educabion, and extension work

d. Training Centers

B~
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e. land tenure reform and waxabtion
f. Agricultural credit

Cs The major questions Lo be explored are:

1. What arrangements exist to spread the consequence of technical
assistance projects so that the relatively short term efforts of American
(and other) technical assistance experts can be inswvitutionalized in recipient
countries? Under what circumstances are these arrangements most efTectivel?

2. What errangements exis{ to relate technical ussistance efforts
1o the recipient country's broad development aspirations?

3. In view of the many sources ¢f technicel assistance, what
arrangements exist (1) among donors, end (ii) in recipient countries to
minimize duplication and to maximize cooperative effort?

‘ 4, Hha@ are the problems with respect Yo The selection, recruite
ment, and tra.ini'.ng of technical assistance persomnel, participents, and
trainees? What remedies sppear to be feasible? ;?%

IV. VWork Plen

As soon as practicable after the effective date of th;s agreement,
" the Contractor will supply the necessary personnel, equipment, supplies,
and do all other things necessary to implement this project. To realize the
obJectives of this prolect the Contractor will use a combination of reseszich
methods designed to get the best possible results:from bolh broad coverage

of many donor agencles and recipient countries, and from studies in depth of

a-selected few.
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APPENDIX C

ORGANIZATION OF THE MAXWELL SCHOUL TECHNICAL ASSISTANCE RESEARCH PROJECT
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APPENDIX D

SUMMARY OF OBJECTIVES OF THE MAXWELL SCHOOL TECHNICAL ASSISTANCE
RESEARCH PROJECT
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Aupugst 16, 1965

ST2IARY OF QBJECTIVES

Mamell School Teehnical fogigtance Proiject
1

The purpogse of this project is to examine the sdministration of
technlcal assistance, with speeial reference to agriculture, and

to recommend such changes as may be aseded.

The project began officially in late June, 1963. It hecame oper~
ational in October of 1963. It eands in Janmuary, 19656. Research
results are nok yet thoroughly analyzed or collated.

In the U.S, and abroad we have had interviews with more than 1500
people experienced in geme aspect of technical assistance. The

field work has been concentrated in Colombia, Peru, Nigeria, Renye,
Iran, Pakistan, Thailand, and the PFhilippines. We have also, of
couyse, uged available file material in AID znd in khe headquayxters

of other donor agencies,

In the course of our research we have, gs much as possible, used

an inter-disciplinary approach. There have been 25 people involved

in the project foz varying periods of time. Sixteen of them are at

the senior staff level (many of vhom had extensive experience in under-
developed countries). Nine were graduate studenés, whoge participation
in the project created an interest for them in the sdministration of
technical assistance. Professional fields represented are political

science, economlcs, public administration, sociclogy, and cultural

aathropology.




APPENDIX E

MAXWELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT FIELD INVESTIGATORS
AND COUNTRIES VISITED

P - . P
A . .EER .iv: +F
gl e vy A

- &

¥ '54:[:‘3"&"" R
Elea i



APPENDIX ..

The Syracuse Univexsity Staff vieited the following countrics:
Philippines
Thailand

FEA TS R LA I ST W AN ol <\ D S TR S, Gl VTR, PSS

Pakistan

o,

Iran

Kenya

;
3
1
aqi

Rigeria

Chila (ECLA)
Colombia

France {(UNESCO}
Guatcmala: (ROCAP)
Italy (FAO)

Peru -
Switzerland

United Kingdom (D‘I‘Gj

Participants from Syracuse University were:
Richsrd L. Duncan
Albert Gorvine
Robert Iv;arsen
Joh:i Lagke
John Lindeman
Mildred Martin
Reville Miller
Manouchehr Safa-1sfahani

Irving Swerdlow
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MAXWELL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT
PRELIMINARY REPORTS
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August 18, 1965

Maxwell School Technical Assistance Project

PROGRAMMED RLPORTS AWD RESRARCH ACTIVITIES.l

Reports:

a) Staff, "Final General Report and Recommendations".®

b) Richard L. Uuncan, "The Programming of Technical Assistance",

c¢) Roscoe Martin and Mildred Martin, "Technical Assistance in
the Field*, )

d) Robert W. Iversen, "Personnel for Technical Assistance™,

e) John Lindeman, "U.S. Technical Assistance in Perspectigg?}%

f) Robert J. Shafer and Others, “Joint Operavions in Techggéél
Assistance", 'u?

Working Papers: l

&)

n)

i)

)

k)

1)

" Administration in Their Gountries".

1
1

George Adler, “Careers in Technical Assistance®,

John Lindeman and John Kubert, ¥The Magnitude and Complexity
of Technical Assistance®,

John White, “The Organization-of United Nations Technical
Assistance".

John White, "Analysis of Questionnaire Returns from United
Nations Resident Represéntatives on Technical Assistance

et
wh A
Ll -
RSN
Ty .

Sidney C. Sufrin, "Technical Administration: A Proﬁfém
in Management.

!
Donn Hart, "The Organization, Administration, Training Programs,
and Dissemination of Modern Agricultural and Comminity Develop-
ment Technology in a Bisayan Municipality, Ph:lippines*.

1Does,not, include internal memoranda and systemization of data.
#Not completed. -
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P)

Q)

8)

t)

u)
v)

Albert Gorvine, "The University of Nebraska Project at
Ataturk University: A Case Study in the Administration of
a University Technical Assistance Prcject'.

Albert Gorvine, "The Revelle ieport: A Case Study in the
Administration of Technical Assistance®.

John Kubert, "The Administration of Technical Assistance:
A Comparative Study of Administration of Silateral Techni~
cal Assistance Programs of Fifteen Foreign Countries',

(teorge Adler, "The Scope of Technical Assistance in
Agriculture®.

Jerry Minor,"Rural Education in Underdeveloped Countries:
The Role of Technical Assistancel,

Manoucher Safa-Isfahani, "Community Development and
Agricultural Extension'.

Robert W, Gregg, "Decentralization and the United Nations
Regicnal Economic Commissions',

Staff, "The Organizetion of United Nations Technical
Assistance”,

Staff, "The Magnitude and Complexzty of Technical Assistance®.

John Lindeman, "Preliminary /Final/ Report to AID on the
Administration of Technical Assistance, With Special”
Reference to Agriculture.

“.

#A discussion paper.
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APPERDIX G

MEMORANDUM FROM THE MAXWELYL SCHOOL TECHNICAL ASSISTANCE RESEARCH PROJECT
DIRECTOR TO PROJECT PARTICIPANTS -~ SUBJECT: FINAL REPCRT
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TO: Technical Assistance Project Participants April 20, 1985

FROH: John Lindeman, Project Director gg:::y

4
SUBJECT: Final Report to AID ww»f’)

The varlous pieces of ocur AID tcchnical assistance xesearch pro-
ject have been pulled together and sozied out, and I am aow ready to proceed
twrith drafting the Final Report. .

This meno is fozr the purpose of summarizing where we stand, Since
it is based on our many discussions, there will be little in it that will
be aew te you, but I want o make surc that we ave in at leasgt general
ggreenent.

1. We have degided that the major chiscfive of the Fipal Baopozt ig
Lo create 4 reaction in AID which will proweke discussion of ihe issues
that we zaige. We have agrced that oot many of these issues are novel,
This makes ic difficulf to inspire centroversy and discussion within
the Agency: much of what we have to say is deja vu. Because of this
we must be coacerned especially about the petentizl Yso what™ reaction,
and the reaction of "I've been saying that for a long time".

2. HWe have also agreed that getting a constzuctive reaction in AID
depends on ATD attitudas, and upon an evalu=tion by responalble AID
officials of the best wav to "piteh” the Fipal Bepozt sco that it will
get high level consideration. 1T will undertake to get this evaluation
from AID officials before completing the Final Bepoxt.

3. Pending odvice from AID as to the best way to achieve impact we
have decided tentatively that the Fimal Repozt should ‘be short {no
more than 50 pages) and to the point. This means that:

(A) Documentation and other evidences of a scholarly approach
should be minimized. There is enough such documentation etc. in
our Staff Reports and Working Papcrs.

¢8) 1In line with the above the Final Beport should seither be
overvhelmed by conclusions and recommendations on special subjects
investigated by individual project particlpants, nmor shonld it be
diluted by a committee approsch. With your advice, but not
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necessarily with your comsent, I will take full responsibility
for the form and content of the Fipal Heport. You have absolu-

ticn; I tremble.

{€) 1In order to compress our saveral Tile cabinets into 50 pages,
we need an outline somevhat as follows:

{1) A vezry brief statement of the purpese of the project,
the methodology, and the relation of this report to the
masses of materisl we have acguized.

{ii) Recommendations in brief {keyed to iii below).

{iii) Beasons for recommendations Ckeyad to ii sbove).

fivy Appendlees sufficient to demonstrate that our resesrch
has been in depth and that the content of the Finral Report

has a solid base.

(D} Pinolly, we have agieed that the alternative of a voluminous
and all inclusive Final Beport would not have the desired impact
cn AID, The fate of such xeports is often that they are weasured
by avoirdupois and then put on.shelves, We want ours to be read.

If you have any couments 1 would zppreciate them. I hope to talk

to some key people in Washington and T will let you know the results so that
ye can continue discussiens until the final drafi is ceompleted for review.

JL

JB
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AP-ENDIX H

THE COUNTRY ASSISTANCE PROGRAM (CAP) SCUPE AND CONTENT
(M.0.1023.3, 1962)
U, S. AGENCY FOR INTERNATIONAL DEVELOPMENT
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ORDER 40. PAGE
AGENCY FOR INTERNATIONAL DEVELOPMENT MANUAL T .3 1
FORIECT TRANS, LETTER NO. EFFECTIVE DATE
sen-1108, X-3 |August 1,1962
The Country Assistance Program (CAP) SUPERSEDES

Scope and Content of the CAP

The following prcocedural instructions indlicate the kind and éxtent of
analysls which is required for each section of the CAP. Condensation, alter-
atlion or omissions are guthorized by the Regional Assistant Administrator,
although all of the topics and considerations ocutlined below are generally
covered to the extent practicable. The USAID provides any additional data it
believes contributes to effective program analysis and determination.

A transmittal statement addressed to the AID Administrator and indica~
ting the Ambassedor's gpproval of the document is required. This statement
includes whatever comments the Ambassador believes are desirable.

I. Part I - Frsmework for ATD Strategy

This section is designed to set forth in conclse form the U. S. purposes
and country circumstances which call for the proposed long range assisteance
strategy and goals. Cross references %o other documents are sometlmes appro-
priate but, where this is done, the substance ls summarlzed in the CAP so that
it is g self-contained document.

A. Current U.S5. Objectives and Polilciles

Thls section explores in broed terms the importance, the possibil-
ities and the limits of using AID progrems and collateral U.S.
actions to achieve U.S. objJectives. As such it provides a back-
ground for the analysis of the current sltuation and trends and
sets the framework for the more operational tregtment in the Sec=-
tion on U.S. Assistance Strategy.

Where an approved State Department Country Guidelines paper has
been issued, it 1s the starting point for the discussion of U.S.,
objectives. The Country Tesm refines or elaborates upon the basic
document to the extent necessary to provide a speclfic and detalled
description of U.5. objectives affecting the ATD program and the
factors inhibiting or favoring their achlevement. The CAP departs
from these Country guidelines in some circumstences. Such cases
are infrequent and usually liwmited to cases where the Country
Team belleves that the Country Guldelines have been superseded by
events, and has initiated sctlion through channels to develop
revised guldelines. Where g departure from these Guidelines is-
belng considered, the field first consults with Washington.

Some of the major considerations treated in this section are:

l. what are our long-term and short-term obJectlves in the
country? Are there slignificant contradictlons between them?
If so, how should these'be bridged? Are these differences
likely to become more or less pronounced?

A1D-3-7 (7-88) GPO B20041
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To what extent do U.b. and country politicel and economic objec-
tives and major policies coincide? Can and should the U.S. assis-
tance progrem play a significant role in further these objectives
and policies? Can the assistence program serve as an important
negotiating device for obtaining grester self-help efforts or
other improved use of resources to accelerate economic and social
development? How?

To what extent do U.S. politicel and economic objectives differ
from the country's own objectives and policies? Are these dif-
ferences the result of basic ideclogicel divergences? Historical
or cultural factors? Personal views of leaders? Are they likely
to be transient or of long duration? If current trends continue
unchanged, are these differences likely to become more or less
proncunced? “

Are the divergent objectives or policies of the country of suf-
ficient importance to the U.S. that we should make a determined
effort to moderate or change them? Adapt to them? Are these
differences largely economic or politicel? Can ATD programs
significantly influence the country's policles and objectives?
Are such changes likely to be dursble ones? TIs traditional
diplomacy likely to be g more effective instrument? What would
be the result if the U.S5. were to provide no assistance at all?
How critical would these results be to major U.S. objectives in
the area and world-wlde?

Politicel and Social Situation and Trends

This section identifies as precisely as possible the issues and
forces 1in the political and soclal structure and processes which are
of strateglc importance for economic and social development. The
enalysis describes not only current relationships and characteristics
but estimates the shifts and changes which will probably occur during
the next three to five years.

Among the factors to be considéred are the following:

1.

The major characteristics of the political and social structure,
and the important cultural factors (e.g., attitudes, values,
traditional relationships, etc.) which impede or assist develop-
ments.

The changes that .are tsaking'place which promote or threaten the
development of reasongblie political and social order and con-
timuity, end the factors that give rise to these changes.

The key individuals or groups in the soclety who meke or in-
fluence development policy and action, and the nature of the
the relationships between these groups and individuals. ’

AlD-3-7A (7-53)
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* b, The adequacy of the political and edministrative Institutions
which are responsible for planning and carrying out the develop-
ment effort.

A more detailled framework and specific questilons to assist snalysis
~of social and political factors is given in Annex C of the Long-
range Assistance Strategy (M.O. Subsection 1022).

C. Securlty Situstion and Trends

In those countries in which the United States is providing Military
Assistance, or Supporting Asslistance baged upon military or internsal
security requirements, a statement regarding the current and anti-
cipated security situation is required. This section is normally
drafted by, or In cooperation with, the local Military Assistance
Group or military attaches. TIn addition to commenting upon the
nature of the security threat facing the country, the adequacy cf
local military forcas and the role of U.S. military assistance,
this statement also comments upon the relationship between develop-
ment and security requirements as they affect the use of country
resources as well as U.S. assistence. Among other purpeses, this
gerves &s a basls for assessing Internal defense programs where
such are proposed. The CAP is consistent with the long-term MAP
proposals or explicitly explains any differences and indicates how
the MAP submission should be changed to reconcile them.

D. Economlic Situation and Trends

In thls section, the Country Team analyzes, as comprehencsively as,
its resources and avallasble data allow, the current economic situa-
ticon and estimates the changes which are likely to take place in
the next three to five years.

The smount of guantitative detail provided in this sectlon depends
upon the availebility of reliable date and the extent-te which
economic factors are significant In determining program levels and
content. The Regional Bureaun indicates to each US ATD in the indi-
vidual country guldence the extent to which deviations from the
stendard comprehensive analysils is acceptable.

The principal elements tTreated in this sectlon are the following:-

1. Toe major charecteristics of the economy are described: the
aveilability of materisl and human resources; the adequacy of
basic financial and distributive dnstitutions; the level of
development of basic infrastructure. A comprehensive snalysis .
of gross national product is provlded, broken out to the extent
practicable, by sector and major components within each sector.
The neture of private and government consumption, the charac-
teristics of gross investment, and the patterm of international
trade and belance of payments 1s slso described. Fiscal, mone-

tary and foreign exdéhange policles are described and evaluated.
The country's abllity to finance its own local development

AlD-3-78 (7-5B} GPO 920043
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costs are carefully snalyzed. Dependence on speclal commodity,
trade or financisl arrangements 1s noted, as is the extent of or
a need for regionsl econamlc cooperation.

2. The development plan or program of the host cowmtry 1s thoroughly
enalyzed, as well as the extent to which present or probable
future economic policy supports the objectives of the development
pPlan. If no explicit plan or program has been sdopted, the
analysis indlcates what program is implicit in cwrrent or esti-
mated future policies or amctions.

3. The concluding portion of the economic esnalysis consilsts of pro-
Jections of the basic features of the economy for a perlod of up
to five years. The C tsbles (see Anmex A to this M. 0. for des-
cription) provide the tebular format for this projeection. Each
teble is sccompanied by a statement which describes the assump-
tlons underlying these projections and the lmplications of the
projections for the U.S. assistance program. Where the projec-
tions are basged on economic coefficlents such as marginel rates
of savings or taxation, capital-output ratlos, etc., the basis
for estimeting these paremeters and their magnitudes 1is given.
Wherever possible, checks are made of the consistency of fubure
projections ageinst past performance. Care is token to assess
and indicate clearly the degree of relisbility of data used in
the analysis and included in the tables. In this snalysis, par~
ticwlar attenilon is glven to the identification of the amount
and kinds of external resource requirements. The assumptions
made regarding the source and megnitude of non-U.S5. externsl as-
sistance 1s clearly stated.

More detalled instructilons regarding the preparation of the various
tables included in this section is found in Annex A to this M.Q.

-

E. BSelf-Help Trends

The self-help analysis is divided into two parts: (1) indicators
of economic progress and self-help, and (2) elements of political
and social progress and self-help.
1. The former includes to the extent -practicable, the following:
a. Economle growth and productivity
b. Domestic savings
c¢. Government finance
d. Exports and imports e
e. Secondary and higher education

f. Development planning and economic policles
g. Govermment administration
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2. Analysis of politicalhand soclal progress and self-help includes:
a. Land and income distribution
b. Taxation systems
¢. Elementary and general education
d. Welfare programs

e. Politicel organization and popular participation in naetional
affairs.

Though quantitative indicabtors are used te the maximum practicable
extent, the essence of the analysis is the Country Team's gualitative
evaluation of the host countryfs self-help efforts. Most important
is the evaluation of the cbserved trend in each self-help aree in the
light of the country's needs and its practical scope for acticn, and
the evaluation of future prospects as a basis for explaining how the
U.3. strategy can be used to enhance them. The S Table included in
Annex D of the LAS, M.0. 1022, should be filled out to the extent
feasible in reviewing indicators of economic self-help.

Part 1T - U.S. Assistance Strategy

Having consldered the current political, economic, sociel, self-help, and

security situstions and assessed fubture trends, the next step is to propose a
U.S. assistance strategy which will help to influence these trends in direc-
tions which contribute to the achievement of U.S. objectives. This section is
intended to translate basic AID policy and its programming principles (M.O.
Section 1000 and Subsection 1011) into & specific strategy tailored to the
partlcular problems and opportunities of the individual country. The follow-
ing sections note particular areas that should be covered, but the basic guid-
ance 1s found, for the most part, in the more comprehensive stetements 1n

M.0. Sectlons 1000 and 1010.

A. FEmphasis of U.S. Assistance

The emphasis of U.S. assistence varlies greatly under different cir-
cunstances. In virtually all cases, 1t considers the lmprovement
of total resource use. lhere circumstances warrant the support of
an over-all development plan the need to influence the over-all
resource use under the plan is taken into account in fashioning the
U.5. program. Where a major objective is to support modernizing
forces within the gociety, the emphasis in U.S. assistance 1s often
on goals which these forces have set. The proper balance between
military snd economic progrems is considered as is the possible need
for civic asction or internal defense programs. The role which [UJ.S.
assistance can play in promoting desirasble soclal and political
goals, and the appropriate balance between more and less immediately
productive Investment is also considered.

AlD-3-78 (7-88) GPO QL0043
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The emphusis In “he U.o. assistance program perallels that of the
country program, where we arc in substential agrecment with that pro-
gram, or is concentrated on areas or sectors which we believe have
been given inadequate ettention and need to be strengthened.

This section includes the formmletion of specific goals (or, in some
cases, activity targets) to serve as the initial step in the develop-
ment of Gosl Plans and Separate Activities. The negotiating ad-
vantages of particular areas of concentration are considered as well
as their direct effect. The selection of arcas of concentration also
takes into account relative availability and cost of U.5. commodities
and technicians. To the extent precticeble, capitsl assistance is

in sectors where U.S5. materiel and eguipment are most competitive and
technical assistance 1s concentrated where the U. S. has special
technical competence and/or qualified U.S. technicians and training
facilities are most likely to be available.

B, Types of U.S. Assistance

The emphasis in thils sectlon is upon the importance, from the view-
peoint of U.S. strategyy%bjectives, of providing certain types of
assistance. It first considers which category, or combination of
categories, of U.S. assistance -~ aan most effectively achieve U.S.
objectives and goals. (See M.0. Subsection 1012). The optimum
relationship between military and economic assistance 1s explicity
dealt with where relevant. U.S. agricultural surpluses, excess
property and strateglc stockpile materials are used to the maximum
extent possible,.in lieu of other forms of assistance, conslstent
with achievement of U.S. objectives. Where Supporting Assistance is
recommended, conslideration is given to how it can eventually be re-
duced or ellminated.

Within the categories of U.S. assistance proposed, conslderation is
given to its most effective form: Will program loans, or other non-
project asslstance, be more or less effective than project assis-
tance? {See especially M.0. 1011.4). What form of assistance will
most effectively stimulate increased self-help? (See M.0. 1011.1).
Will the financing of local costs further U.S. objectives? {See
M.0. 1011.6). Does the programming of local currencies offer ad-
ditiogﬁl opportunities for furthering U.S. objJectiwves? (See M.O.
1011.49).

C. Collatersl U.S. Actlions and Effect on the U.5. Economy

In addition to recommending general forms and emphasis of U.S. as-
sistance, the Country Team proposes collateral actions which it
believes are important to the success of the U.S. assistance progran.
For example: 1t mey suggest changes in U.S. trade policy; it may
recommend appropriate diplometic sction on issues which directly or
indirectly affect the aid program; it comsiders the positlon the
U.S. should take in international or regional bodies (U.N., 0AS,
OECD, NATO, CENTO, etc.) on matters which affect the country's
deveiopment. Where precticable and relevant, specific recommenda-
tions are made In a form which facilitates the initiation of action.

AlD=3-TA (7-58)
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These recomtendations do not, of course, cover the entlre spectrum of
U.S. policy and actions involving our relationships with the country,
but focus only on those major collateral asctions which significently
affect the country's development.

The effect of the proposed program on the U.S. balance Jf payments,
along with an explanation of steps required to minimize that effect,
is anaslyzed and explained. Other effects on the U.S5. economy, if
any, are slso considered. (See M.0. Subsection 1016).

D. BSelf-Help Regquirements

Speclal attention is given as to how U.S. assistance can most
effectively promote new or more effective use of existing self-help
megsures. There is analysis of what measures, if any, we should in-
sist upon; what tactics the U.S. should pursue in setting and im-
plementing these conditions; whether aid should be withheld until
sction 1s tsken, or be provided to encourage and assist such action.
Conslderstion 1s also given as to whether these measures should be
related to the total program or to individual activities or projects
and whether there are means other than the assistance progrem to
influence the self-help actions required.

A more detailed discussion of the concept of self-help and factors
to be considered in negotiating self-help efforts is in M.C. 10il1.1.

LY

E. Other Assistance Donors

In the economic enslysis, the tobal external resource needs of the
of the country are estimated, and assumptions made regarding the
source and magnitude of non-U.S. external sssistance. The Country
Team, as appropriate, attempts to respond to the following guestions:
What other donors are opersting in your country? Could donors not
represented make a useful contribution?

What form should our field coordinetion with other donors take?
Should 1t be strictly billatersal, or can 2 miltilatersl technique

be used to some extent? Is a coordinating group or consortium
arrangment desirable? Are other donors adequately represented to
ngke local coordination really successful? What objectives might be
hest accomplished by consideratlon outside the host country, bilat-
erally in donor capitals? Multilaterally, in DAC, IBRD, the U.N.
OAS, etc.? What role does the host government pley in coordinating

aid, if any?

Should we seek to increase the size of the programs of other donors?
Do their objectives and programming technigues colncide or complement
ours? Conflict? Should we gbttempt to influence the form of thelr
assistance (long-term loans, untied, credits, budgetary support,
etc.)? Can an efficient division of lsbor mmong projects, sectors
and gkills be worked out with them? 1Is there competition for pro-
Jeets? Can coordination be achleved at the operational stage as
well as in programming?

AlD=2-78 {7-85} . GPO §20043
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. Jummary of otrategy

This section is the portion of the CAP thet is consldered for formal
approval. For this purpose, it needs to contain a statement of the
mein conclusions as to strategy, a concise explenation of thelr .
rationale, a restatement of the goals and an explanatibn of how they
are to be achieved.

I1Y. Part ITI -~ U.S. Assistance Progranm

A. Introduction and Summsary

Part ITI of the CAP consists primarily of a series of Goal Plans and/
or Separate Actlvities. The Introductlion end Summary section con-
tains the summery tebles E-1, E-2, E-3, and E-i for the total progran
along with whatever nerrative materlal is reguired for their explana-
tion.

B. Goal Plans (and/or Separate Activities)

This sectlon contains the Qosl Plans and the description of Separate
Actlivitles which connect the proposed strategy to actlon proposals.

Goal Plans and the description of Separate Activities are discussed

in M.0. Subsection 1024 of the AID Manual.
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AGENCY FOR INTERNATIONAL DEYELOPMENT

SUBJECT

Project Documentation Guidance

TRANSMITTAL LETTER NO CHRCLL AR NO

9:106 1023.,2.7
EFFECTIVE DATE TERMINATION DATE
June 2, 1967

FILING INSTRUCTIONS ’
SUPERSEDES: AIDTO CIRC XA 212, 5-13-67

File as M.O. 1023.2.7

I. General

This manual circular contains Agency-wide
guidance on project documentation issued
originally as AIDIO CIRCULAR XA-Z2031 dated
February 28, 1967,

II, Outline for Project Documentation

A, General
. Master Documents

[v=]

C. Budget Estimate

D. Project Identification Data

E. Project Agreement

F. Implementation of the New System

III. Project Documentation

A. (General

1. AID/W has decided to implement
the new system of documentation for noncapital
projects which has been developed by the AID
Information Systems Task Force. The general
outline of the n=w system and the plawned
phasing of its installation are included in
this message. Detailed guidance on the formats
will follow as soon as possible., For this year,
the new documentation will apply only to new
projects or existing projects in which major
changes are contemplated (this is estimated to
involve approximately 10% of the total number
of projects); the balance of the projects will
be documented in the same general way as in
last year's (FY 1968) CAr II.

2. The objectives of the new system
a. To enhance the noncapital

project planning, programming, evaluation, and
information management processes of the Agency.

b, To lessen the peakload
problems related to these processes in both the
field and AID/W.

c. To relate approval and evalua-
tion of projects more closely and realistically
to sector analyses and U. S, and cooperating-
country-development objectives.

d. To reduce, wherever possible,
the amownt of paperwork involved in these
processes in prescribed documentation as well as
cable and airgram traffic.

3. The objectives are to be achieved
by (a, divorcing insofar as possible the planning,
Teview, and evaluation processes from the budget
cycle; (b) improving the content of the docu-
rentation; and (c) eliminating thei; need for
annual, lengthy, repetitive, narrative justifica-
tion from the field in commection with fall budget
submissions {e.g., CAP Part II). .

B, Master Documents

Three documents form the core of the
new system and are closely related and interde-
pendent, The degree of detail required and
appropriate will vary depending upon the type of
project, and flexibility will be provided for
Mission and Regional Bureau discretion in this
matter,

1. The Noncapital Project Paper
(PROP), which was referred to in previous air-
grams as the Technical Assistance Project Paper
(TAPP), but has Deen renamed to include food
projects, is the basic analytical description of
the project, its nature, setting, strategy,
targets, course of action, and broad magnitudes
and timing of U. §. and cooperating-countzry
resources, The PROP will serve as the basis of
life-of-project substantive approval by the
Regional Administrator and authorization for the
Mission to proceed with further discussion with
the cooperating country and negotiation short
of the signing of project agreements or other
obligating documents. (These actions cannot be

*To be codified as M.0. 1023.2.7 within ninety days from the effective date of this manual circular,

Note this Monuval Circular on the Chapter Checklist and TL Checksheet for AID Manval Chapter
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taken until funds are made available through the
IAD process.) The PROP is also to serve as a
standing "justification" for a project for its
lifetime or until circumstances require basic
reassessment and reauthorization, and will there-
fore require only infrequent revision (perhaps
at two three-year intervals). For certain pur-
poses, where planning for new projects is not
sufficiently fimm to allow preparation of a PROP,
projects may be proposed to AID/W on a prelim-
inary basis in a limited version of the PROP,
called a Preliminary Project Proposal (PPP),
These papers, the PROP and PPP, may be prepared
and submitted to AID/W at any time of tEe year
the Missions desire.

2. The Project Implementation Plan
{PIP) provides, in structured fomm, schedules
of resource inputs, work to be done, and pro-
spective outputs during the life of the project
and in such forward planning detail as is
possible at the time of preparation., The PIP is
an extension and expansion in greater detail of
the course of action, plamned targets and magni-
tudes and timing of inputs, described in the PROR
It will provide much of the data which formerly
accompanied the E-1 Tables on an annual basis,
but will be revised only when major changes in
the scope or character and/or timing and magni-
tudes of preject inputs occur. The PIP for new
projects will be first prepared prior to or in
conjunction with the initial project agreement.

3, The Project Evaluation Report
(ER) is a semiannual evaluation by each Mission
(or the appropriate regional or central staff
office in the case of regional or interregicnal
projects) of the effectiveness of project execu-
tion, the degree to which projected results or
outputs are achieved, and the project's overall
significance and relevance to U, S, and coopera-
ting-country objectives, The Project Evaluation
Report will be based upon and relate closely to
both the PROP and the PIP, wherein the bases for
project evaluation are established. Since basic
responsibility for civalustion rests with Mission
Directors in the field, it is intended that the
PER be” designed primarily to meet Mission needs,
and also serve the collateral purpose of providing
information essential to AID/W's responsibility
for overall program management.

Although no final decision has been reached, the
PER may eliminate or simplify existing Agency-
wide requirements for several recurring reports
such as the U-520, Project History and Analysis;
U-307, Evaluation of Contractors Performance;
U-510, Evaluation of Contractors Progress Report;
and the Annual Physical Accomplishments Question-
naire. In addition, it should replace to some
extent internal Mission progress or evaluation

reports and reduce the mmber and variety of
special project status reports called for by the
regional and central staff offices in AID/W.

C. DBudget Lstimates

The concept of life-of-project sub-
stantive approval and authorization presumes that,
so long as the cvaluation process shows the
project to be progressing in reasonable accordance
with established plans and objectives, and so
long as annual budget estimates are in reasonable
agreement with the plamncd magnitudes and timing
of resources, all of which are set forth in the
PROP and PIP, annual funding increments will be
provided, if funds are available. The PROP, PIP,
and PLR, therefore, are to serve as the source of
supporting data for project budget estinates.

As a result, the actual project budget submission
in September will ultimately consist only of L-la,
b, and ¢ Tables and a Manpower Planning Annex
(+PA). Supporting tables on project cost components
may Le required by the Regional Burcaus until the
total system is installed and such tables prove
unnecessary., The only narrative required will be
cxplahatory notes conceining major changes not
reflected in the project documentation on file

in AID/W when the E-1 Tables are submitted.
Budget cstimates for administrative and tecimnical
support, however, because of their particular
characteristics, will bc submitted in formats
prescribed specafically for this purpose.

D. Project Identification Data

In rocognition of the need for a
comprchensive and readily aveilable means of
identifying the nature and patterns of AID
activities, certain structured-substantive
project information is to be obtained in conjunc-
tion with the planning and programming process.
This will provide, ultimately through the Agency's
automatic data processing system, useful apgrega-
tions of significant characteristics and trends
in both capital and noncapital programs and
improved cross-classification of projects for
analysis in AID/W which the numerical coding system
docs not now permit. The timing of submission of
project identification data remains to be worked
out,

E. Project Agrcement

The Project Agreement will continue as
an obligating document which defines U. S. and
cooperating country contributions to the project.
liowever, the format of the ProAg will be expanded
to cover obligations for participants and
participating agency agreements, as well as for
contracts and commodities, when such components
are clearly an integral part of the project to be
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carried out under the ProAg. This does not
preclude the possibility that PIOs may serve as
obligating documents under certain circumstances
where there is no ProAg or in advance of a ProAg.
Neither will it obviate existing authority of
Mission Directors to approve exceptions to the
requirement that ProAgs and PIOs be processed
simultancously. (See M.0. 712,3 - Ubligation
Concepts - Project Type Assistance.)

F. Implementation of the New System

In order to permit testing and
refinement of the new system and spread out the
work involved in changing to the new documentation,
installation of the new system will not be
completed until the end of CY 1969. Detween now
and then we will be in a transitional period, in
which elements of the new system gradually replace
the old documentation, Implementation will take
place substantially as indicated below, subject
to some slight deviations as the details of the
system are developed.

® .

During the remainder of 1967 the
following documents are to be prepared and
supmitted to AID/W on a schedule to be issued
in a subsequent message by each Regional Bureau.

Requirements for Summer/Fall 1967

a. For new projects to be
implemented in the operational fiscal year 1968
and for continuing projects with major changes
contemplated in either FY 1968 or FY 1969, a
PROP and a PIP will be required., These documents
can be submitted with the fall budget submission
or earlier if desired.

b. For new projects proposed for
budget year 1969, a PPP is required with the fall
submission, or a PROP if plamning is sufficiently
advanced, These documents toc, may be forwarded
to Washington as they are preparcd prior to fall

. budget submission.

¢, For projects included under
a. and b., Tables E-la,. E-1b, E-1c, and E-2
{as appropriate) and an MPA are to be submitted
as part of the FY 1969 budget submission. Further
instructions in completing E-1 Tables are to be
sent to each Mission in the near future. With
the aid of these instructions, we hope to reduce
errors and inconsistencies which have been found
in past submissions so that the E-1 data can form
a consistent body of facts.

d. For approved projects
continuing without major change in both FY 1968
and Y 1909, the documents which were used in the
FY 1968 program cycle will be required, subject
to further refinements which are now being con-
sidered, These documents include (1) the L-la,
E-1b, Lk-1c, and L-Z Tables (as appropriate),
(2) the Manpower Planning Annex, (3) such
supporting tables as the Regicnal Bureaus may
require on contracts, participants, commodities,
and other costs, and (4) any supporting narrative
which may be necessary, including an updating-of
the "Progress to Date' section of the current E-1
narrative, These documents should be submitted
as part of the FY 1909 budget submission.

2. Balance of Transition

As soon as possible, but in no
case latér than the fall of 1969, PROPs and PIPs
will be prepared for the remaining projects.

For tihe Sumer/Fall 1969 and subsequent project
budget submissions, only -1 Tables and an MPA
will be required, supplemented by whatever
brief narrative is needed to explain deviations
from previcus documentation and such supporting
tables as are deemed essential by the Regional
Bureaus. The first semiannual Perfomance
Evaluation Report {PER) will be required on
June 30 or December 31 following initial obliga-
tion of the funds (1n the case of new projects),
or on June 30 or Uecember 31 following submission
of the PROP and PIP {in the case of continuing
projects). Thus, by December 31, 1969, the new
system will be fully in force.

Wl b, 8 L

William O, Hall
Assistant Administrator
for Administration
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MANUAL CIRCULAR
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SUBIELT

Noncapital Project Paper (FROP) and Preliminary
Project Proposal (PPF

HANSH TTAL LETTER NO |C|n‘.Ul.AH N
9:104 1025.1

- O I

EFFECTIVE DATE

May 29, 1967

| FILING INSTRUCTIONS

File as M.0. 1025.1
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| Jwne 30, 1968

I. Introduction

A. The Noncapital Project Paper (PROP)

is the basic analytical description of a specific
noncapital assistance effort, including certain
food donation assistance, and serves as the basis
for its authorization. It is one of several
important elements of the new planning, progrem-
ming, and monitoring system for noncapital proj-
ects. It replaces and obviates the need for the
previous annual E-1 project narrative justifica-

ions of the Country Assistance Program Book
l‘Part 11).

B. The Preliminayy Project Proposal (PFP)
is an early, partial version of the PROP, gen-
erally organized under the same headings, sub-
mitted to elicit AID/W reaction and/or to permit
advance budget-year planning when project plans
are ndt yet fimm enough for the preparation of
a comprehensive Noncapital Project Paper (PROP).

11, ___Purpose

A, The Noncapital Project Paper (PROP)
is the major substantive planning paper on non-
capital projects (e.g., technical assistance,
certain Food for Freedom activities, and capital-
type projects under $100,000), As distinguished
from the E-1 narrative previously accompanying
the fall budget submission, the PROP 1s not
connected with the annual program cycle but is

cused on the full duration or life of the

project, ) Except as indicated in paragraph III.
below, it is prepared and submitted at any time
the responsible official (i.e., Mission Director,
Regionhl Assistant Administrator for regiomal
projects, designated officer for interregional
projects) believes that the circumstances wWarrant
such action. It thus affords an opportumity for
more comprehensive and deliberate project planning
and more thorough review and analysis prior to
authorization. The PROP presents a clear picture
of the relationship of the project to country,
goal, ‘and sector plans. It spells out the link-
age comnecting project targets and planned out-
puts with the nature and utilization of inputs

To be codified as M.0. 1025.1 by the above date.

thereby enhancing AID/W's judgments in the autho-
rization process and providing a definitive
framework for Mission project implementation and
evaluation, The PROP for food donation activities
requests the authorization of a specific food
donation or food-for-work activity; it analyzes
the appropriateness of the particular food dona-
tion effort as a component of the U. 5. assistance
progran.

B, #Where it is necessary to provide for
certain new projects in budgel-year estimates
even though plans are not sufficiently fimm to
perrit the preparation of a full and comprehensive
PROP, and/or where the Mission may wish to consult
ATD/W before seriously considering major and
complex new undertakings requiring close, joint
plunning with the cooperating country, Missions
may submit z Preliminary Project Proposal (PPP).
Where appropriate, AID/W Regional Bureaus may
take this opportunity to consult with the major
AID/W staff offices, and in some cases with
participating agencies, in order to insure their
participation in this early stage of the project
planning process. The submission of a PPP does
not eliminate the need for a definitive PROP once
the requisite planning has been completed.

ITI. Review and Approval

A. The Regional Bureau is responsible for
ensuring adequate development and review of PROPs
submitted by Missions, in consultation with staff
offices as necessary. PROPs for food donation
activities are concurred in by the Office of the
War on Hunger which is responsible for consulting,
as necessary, with other appropriate government
departments. PROPs for public safety activities
are cleared with OPS per M.0. 1541.1 - Public
Safety Programs - Basic Policy. Designated stafF
offices are responsible for ensurang adequate
Teview by interested Regional Bureaus and other
offices for interregional projects.

- B. A1l PROPs for technical assistance
originating in the field and involving less than
£1,000,000 in U. 5. costs are approved within AID

AlD 3-228 {4-86)
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- of the authorization,

by the Regional Bureau Assistant Administrator or
his designee. This approval 1s a fommal authori-
zation to proceed with negotiations with the
cooperating country in accordance with the terms
The project authorization
does not authorize the actual signing of any
obligating document. Funds will continue tc be
made available through the IAD and allotment
process and Food for Freedom commodities through
applicable procedures. The project authorization
W1ll approve the project either as described in
the PROP or subject to certain conditions precedent
or limitations which may be in tems of duration,
total obligation, minimum performance requirements,
or other factors, Where such conditions of a
major nature are included in the authorization,
Missions may comment on AID/W COndlthTlS prlor to
final authorization.

C. On the basis of the PROP, AID/W autho-
rization will be for the life or duration of the
project, or until such time as the review and
aluation process reveals a significant change
project direction and character. Although

Qfe-of-pmJ ect funding requirements are nommally

met on a year-to-year basis through annual appro-
priations (an exception is forward funding of
contracts), annual project budget estimates will
be reviewed primarily in light of the results of
evaluation as well as such analysis of financing
elements as the Regional Bureaus may require,
When a project is proceeding satisfactorily and
in reasonable consonance with its stated
objectives, magnitudes, and timing, .amnual funding
increments will nommally follow in due course,
assuming the funds (or food comnodltles) are
available,

D. Technical assistance projects exceeding
$1,000,000 are approved by the Administrator.
(See M,0, 1323,1 - Technical Assistance Activity
Description, Review and Approval.) Mission
authority tor approval of new projects and for

‘fn:reases and decreases in continuing projects

ains as set forth in relevant manual orders.

IV.  Applicability and Instzllation

&, The PROP encompasses an activity or
group of activities deemed by the Mission to
constitute a convenient unit of management in
accordance with M,C, 1301,1.1 - Projects as Units
of Management of Technical Assistance (1L 1Z:99).
Th Pmﬁ is to be utiliZzed in obtaining AID/W
authorization for all country, regional, and
interregional roncapital projects, including
activities that may involve loan and/or grant
dollars for technical assistance or commodities

for Food for Freedom except the following:

1. Activities under the Special
Development Activity Authorization and other
"target of opportunity" types of projects.
paragraph IV.D. below.)

(See

2. Technmical support.

3. AID/W-administered development
research program.

. B, In the case of food programs, the
PROP will be used only for P.L. 480, Title II,
food donation activities including either
government-to-govermment or voluntary agency
projects such as food-for-work, preschool and
school lunch, institutional feeding, and live-
stock feeding. The PROP will not be used for
emergency relief which will continue to be covered
under existing documentation., In the case of food
donation programs administered by voluntary
agencies a PROP will normally cover a single
activity (i.e., donation to a single category of
recipients) undertaken by a single voluntary
agency. However, separate projects (e.g., feeding
on a district basis) may be included within the
. single recipient category served by a voluntary
agency.

C. For new projects to be implemented in
the operational fiscal year 1968 and for contin-
uing projects with major changes contemplated in
either FY 1968-or FY 1969, a PROP will be required
prior to the fall 1967 budget submission deadline.

1. W‘here Mission planning for new
projects to be proposed for budget year 1969 is
sufficiently advanced a PPP or a PROP should be
submitted to Washington as they are prepared,
prior to the fall 1967 budget submission deadline,
This, of course, does not precludé the possibility

. of submitting a PROP for FY 1969 implementation
after the fall of 1967,

2, For already approved projects
continuing without major change in both FY 1968
and FY 1969, PROPs may be submitted at any time
prior to the fall of 1969, the exact timing to
be a matter of Mission and Regicnal Bureau
* discretion.

3. In the case of PROPs for food,
the availability of which is not dependent on
an annual budgetary process, the PROPs can be
submitted and approved at amy time during this
transition period.
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D, Where the proposal or project has
emerged as a target-of-opportunity, funded under
the Special Development Activity Authority (M.O.
1323,1.1 - Special Development Activity Authority)
or similar authorities, rather than a logical out-
growth of a country or sector strategy or goal
planning process, the PROP will be clearly
identified as such and submitted to AID/W in
whatever detail the Mission Director deems appre-
priate for information purposes omly.

V. Revisions

A. Although the PROP is intended as a
planning document which can stand for the life
of the project, there will be occasions where it
will be valid for perhaps mo more than two or
three years before significant changes take place
and it no longer provides realistic base points
against which to evaluate progress or with which
to defend the budget.

1. %hen the nature and/or magnitudes
of project inputs significantly change but the
character and outputs remain the some, the Mission
will submit a PROP which simply refers to the pre-
vious document and explains such deviations in
content as may be necessary. When changes occur
during the course ¢f implementation which
significantly affect the scope, character, or
magnitudes of inputs or outputs as expressed in

the original authorized PROP, the project must

be described in the new context in a revised PROP
and reauthorized on that basis, In other cases,
changes in the scope or character of a prgject
or the nature of its cutputs may he so great that
it may be more appropriate to temminate the
existing project and replace it with a comiplete,
separate, new project described in a new PROP.
The timing of such revised or new PROPs is a
matter of discretion for the Mission Direétor or
Regional Assistant Administrator for country or
regional projects, and the designated staff office
for interregiomal projects.

B. Changes in scheduling inputs afid rates
or amounts of outputs which do not affect the
basic premises, objectives, or magnitudes of
resource inputs as originally authorized will be
accounted for in the Performance Evaluation Reports
(PER) and, in many cases, reflected in revised
Project Implementation Plans (PIP), Such changes
do mot require a revised or new Noncapital Project
Paper or reauthorization of the project.

VI, Format

A. The first page of a PROP {and fhe PPP,
to the extent possible) will be prepared 6n an
Airgram Form {form AID 5-39) and will confain
standard identifying information arranged as
follows: :

wEhf s

S e

PR S ———

A i

NONCAPITAL PROJECT PAPER (PROP) )
{or PRELIMINARY PROJECT PROPOSAL (PPP), as appropriate)

Country Project No.
Submission Date Qriginal Revision No. .
Project Title:

U. $. Obligation Span: FY through Fr___

PR

Physical Implementation Span: FY

p——————

through FY

Gross life-of-project financial requirements:

U. 5, dollars ===--sc-mmmmooo—- L EE T EE LT LT R

(for food projects show CCC value including estimated ocezn freight)
U. 5.-owned local CUrTERCY ~===~-nr-=s-mm—=m~mmem—~ .-
Cooperating country cash contribution ---~«-s-m-n- e

(in $ equivalent, current exch. rate)

Other dorm: ------- e
{for food projects, including voluntary
agency contributions)

For food projects show total tons
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. Airgram Continuation Sheets,

® .

The narrative will begin under this identifying

information and be continued as necessary on the
These masters will
pemit reproduction at the Missions and in AID/W
to meet their individual requirements for copies.

B. PPPs and PROPs should be unclassified
if possible. Where security classification is
considered necessary by the Mission for parts of
the document, those parts should be made a clas-
sified annex to facilitate separate handling of
the unclassified portion.

VII. Content
A, General
1. The PROP is an analytical life-of-

project document which briefly sumarizes the
project and then in greater detail:

. a. Describes the situation and

enviromment within which a proposed project is
to be undertaken.

b, Identifies the project con-
tributions to U. S, objectives, the cooperating
country's development program or food needs, and
the goal and sector plans embodied in the Multi-
year Strategy Paper.and the Country Assistance
Program Memorandum, or equivalent document for
Tegional and interregional programs.

t. Defines the planned targets;
results, and outputs which the project is
intended to serve, reach, or produce.

d. Describes the manner and
general plan by which the project will be carried
out, and generally specifies the nature, scale,
and timing of required resource imputs,

In developing the PROP, its spe-
cific relationship to the process of evaluation
must be carefully considered, From the PROP
comes the anticipated contributions to U, S, and
cooperating-country objectives and expressions of
project intent, against which the continued sig-
nificance of the project is evaluated., From.the
PROP. course of action and planned outputs stem
the more detailed Project Implementation Plan
(PIP}, against which performance and effective-
ness are evaluated. Therefore, the PROP, and
indeed the planning which precedes it, must be
in terms which are readily translatable to and-
facilitate subsequent evaluation,

3. The following topical outline is
to be followed in the organization of the paper.

* Sumary Description, including

tabulation of planned inputs
Setting or Environment '
Strategy .

Planned Targets, Results, and
Outputs . .

Course of Action, Method of
Approach ;

Project Identification Data Sheet

“ The discussion which follows is based wpon this

topical outline. Where the circumstances require,.
Missions or other originating offices may modify .-
these PROP headings, providing that all the fac-
tors essential to a complete understanding and
justification of the proposal are .included,

4. The appropriate length- and detail
of g PROP will vary.radically from case to_case
and will also depend in large part upon the
existence and adequacy of sector plans. -.

5. A sectorplan, if well prepared,
should lead logically, realistically, and clearly
to one or several project requirements; if so, it

will contain much of the project justification and

rationale and thereby eliminate the need for repe-~
tition in the PROP, particularly as it relates to
Setting, Envircrment, and Strategy. A simple
reference to the sector plan in this case should
suffice. . -

. 6. In projects requiring a large U. S.-
contribution, involving a2 complex course of action,
requiring a great variety of skills and knowledge,
extending over a long period of time, and/or
inmvolving many and complex economic or polity
considerations, the PROP should represent a sub-
stantial piece of work containing a corresponding
range and depth of detailed inforfmation., For
simpler or smaller projects, such as advisory
services involving few technicians or other efforts
requiring U, S. support on a small scale or limited
outputs and of short duration, a briefer paper
should suffice. In a rapidly changing situation,
circumstances will usually warrant projects of

shorter duration where actions, targets, and

requirements can be planned with sufficient
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realism to justify the time and effort required
for their development and processing without
frequent substantial restructuring. This should
in no way yrejudice subsequent related projects
as appropriate, Where appropriate, the Mission
should coliaborate closely with the cooperating-
country govermment or cooperating sponsor in
preparing the PROP,

7. The PROP should state that a
diligent effort reveals that no non-AID resources
are available to finance the effort., (See Policy
Detemmination 37 (filed as M.0. 1000.2).}

B. Sumary Description, Including
Tabulation of Plarmed Inputs

1. This is a succinct summary of the
proposed project which highlights the following:

a., The necessity and justification
for the project, i.e., why the project is essential
and the significance of its intended results to
U. 5. and cooperating-country development
objectives and related sector and other plans.

b. The project goal(s) and tar-
get(s), i.e., the change in an existing situation,
and/er the result(s), ocutputs, or accomplishments
to be achieved over a specific time period, A
PROP for food donation activities Summary should
incivde a concise statement of the targets, e.g.,
number of direct food recipients, increase in
production of animal protein or fortified foods,
miles of roadway to be comstructed, etc,

+ c. Those minimun levels of output
or achievement which must be met as a2 requisite
for continued U, S, contribution and
participation.

d. The general approach and plan
of action including a description of the nature
of essential inputs, financial and other, by the
U, S., the cooperating coufitry, and other donors,
including cooperating-coumtry, self-help actions
‘concerning policy, organization, legislation,
etc., needed to achieve the objectives. In the
case of food projects: total agricultural
commodities to be donated to the food project,
by fiscal year and commodity types in metric
tons; inputs by voluntary agencies and food
recipients, is applicable,

2. Attached to this summary descrip-
tion will be a tabular breakdown of the reguired
life-of-project financial inputs, and food imputs
where applicable, indicating their approximate

annual magnitudes and including those of the

il. 5., the cocperating country, and, where possi-
ble, other dorors and cooperating sponsors. (See
Attachment A.)

C. Setting or Cnvironment

1. This portion of the PROP describes
in greater detail the conditicn apd/or environ-
mental factors which affect the need for the proj-
ect and to which the project will be addressed.

It should relate the project goals to country
development, progran strategy, and, where
appropriate, food requirements, as set forth

in the country's development plan, Mission
strategy paper, or sector amalysis. It should
describe the economic, social, legislative, and
administrative obstacles to be overcome if project
goals are to be achieved,

2. To the extent that the proposed
project is a logical outgrosth of the aggregate
or sector analysis and this analysis contains
supporting data for the project, repeat only the
highlights of that data and reference the previous
documentation,

3. Where there is no sector or_goal
plan, this section should describe the major
factors and problems in the country situation
which bear wpon the need, character, and priority
of the project goals. Since the PROP is addressed
to people who are generally familiar with the
country situation and the importance of the field
or function at issue, it should perceptively and
selectively treat those features of the local
economic, institutional, and politico-social
setting that are essential to the full understand-
ing of the reasons for the particular project pro-
posal. In the event this setting has been ade-
quately presented elsewhere, the pertinent docu-
ments may be referenced here with only such
further refinement as necessary to pin down the
specific nature of the problem to be addressed.

4, A PROP for a food donation activity
should discuss the anticipated impact, if amy, on
the cooperating country's production and price
structurs, labor market, etc., including the
social and political implications.

5. This discussion of the Setting or
Enviromment should not be permitted to develop
into an extensive hiStorical documentary. Greater
conciseness and specificity will result in a more
meaningful Mission and AID/W review and analysis.

Alp 3.2288 (3-87




D, Strategy

Thas section discusses the srrateyy and
method proposed for achieving prosect obiectives.
When different avenues arc open to achinve these
objectives and a choice must be made, these
alternatives are to he analyzed and the logic
and rationale behind the chosen alternative made
clear, The proposed approach should be an exten-
sion of and consistent with overzit U. 5. assis-
tance stratepy for the coumtry o cemparable
policy framework for regional cr mtcrrcgiona]
programs. A PROP should state the manner and
extent of the proposed project's contribution to
U. 5, gzoals, e.g., directly increased preduction
and income; improved infrastructure; improved
social, economic, and political institutions;
directly improved personal welfare; improved U. S.

relations; and improved U. §. commercial interests.

This section should focus won, but not neces-

ollowing:

‘arily be limited to, such factors as the

L1
]

e A e Tyt

1. Alternative Approacles or Techniques -

a2, Technical Assistance Projects

{1) The goals and intended
results of the project, and its setting, will
determine the approach to be employed. This sec-
tion requires a description and analysis of the
comparative advantages and costs of alternative
approaches to achieving project goals. These
alternatives may reflect differing points of
attack, differing applications of types of U. S.
assistance, differing ways of building institu-
tions, influencing policies, changing existing
methods and practices, creating planring,
administrative, and technical skills, etc.

{2) This consideraticn of
lternative approaches is not intended to force
ritten discussion of alternatives when, from a

professmnal technical, or administrative point
of view, there is no real choice and such a
discussion would be meaningless. MNelther is it
intended that the originating office prepare a
lengthy discourse on all possible alternatives
for reaching similar objectives or producing
similar results, It must be assumed that such
alternatives have heen considered and discarded
during the earlier preliminary analytical process
of (a) determining the need for a project ia
relation to the country pmgram and sector plans
and {b} formulating project objectives and desired
results to meet that need, The consideration of
alternative approaches is meaningful orly when
these approaches are addressed to thc same

w:: 7| AID MANUAL CIRCULAR

objectave. At this stage in the development of
1'roject proposals, alternative objectives and
results are therefore not relevant.

b. Food Projects

In addition to the considera-
tions 1n paragraph l.a. above, Attachment B to
this manual circular contains a mumber of
illustrativc questions on alternative approachses,
as well as appropriate manuat order and airgram
references, which apply to food projects.

c. Cooperating~-country Leadership

There must be some source of
support, stimulus, and leadership within the
cooperating country if a project is to suceed on
a lasting basis, This support is necessary,
particulariy if legislative and administratave
changes are required as part of the development
effort. By the same token there may be certain
clements of potentlal opposition or disinterest
in the achievement of project objectives,

Support or lack of support may be represented by
particular individuals, public or private organi-
zations cr political, social, or economic groups.
These factors, their nature, and the manner in
which their influence will be either tzken full
advantage of, enhanced, offset, or diminished
should be described in this section.

d. {ross Relationships

The PROP should-descrikbe
analytically how the proposed project 15 related
to other nrojects, activities and requirements
within 115 sector or program catepory, and where
relevant ro projects in other sectors. Thas
includes capital investments as well as other
technical assistance, food aid, and institutional
development and country or other donor activities
as well as AID projects. A PROP is not a goal
plan, but most projects are el=ments in a complex
of mutualiy supporting investment and modernizing
activities affecting a part of an economy, and
each clement can only be understood in relation
to the others. The relevant activities may
involve different kinds or professions, e.g.,
roads in an area supporting agricultural exten-
sion, agro-industry related to an irrigation
project, The concern here is to assure that the
proposed project is the most appropriate choice
among available alternatives, represents a valid
priority choice in the allocatdon of resources

AlD 3 2284 (367
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within the sector, and is supportive or
conplementary to other prejects in the sector,

E. PDPlanned Targets, Results, and Cutputs

L, 1t is of prime importance, both to
the project revier and approval process and the
ultimate project evaluation process, that antici-
pated results of the project be made clear. The
concept and specifications fer "completion" of
the project, t.e., having reached instituticnal
viability and self-sufficiency so a5 to pemit
temmination of AID support,should be stated with
maximun precision, even though that concept may
undergo major modification as the project pro-
gresses, For food, the completion criteria are
{a) when the food is no longer needed and (b)
when food is available from local or other sources,
Estimates of continuing operational and maintenance
requirements, and their budgetary implications
should be included. Without such a precise state-
ment it is not possible to fomm intelligent judg-
ments about the adequacy and appropriateness of
the proposed strategy and inputs.

2, Technical assistance is inmherently
an effort to improve the quality of cooperating-
country resources and/or performance; it is some-
times difficult to describe project results in
quantitative temms. Indeed quantitative indices
which adequately express the full effect of a
project may never be found, HNevertheless,
practical judgments concerning project proposals
and decisions on budgetary planning and exscution
are made in large measure on the basis of quanti-
tative comparisons of inputs and outputs, i.e.,
the number or value of "things" which can be
anticipated as the return on the rroposed
investment.

3. Accordingly, project targets or
end results should be expressed to the extent
possible, in terms of both quantity and quality.
This may require in some cases the design of
indirect quantitative indicators of qualitative
changes. For example, in a technical assistance
project aimed at upgrading the vocational school
system or a particular group of vocational
schools, a projected increase in the number of
instructors and their accession rate is a quanti-
tative measure of accomplishment whereas a per-
centage increase in the muber of graduates placed
or amployed in related skills positions rvequiring
a recognized qualafying examination may be more
indicative of quality improvement.

4. The discussion in the PROP of
project targets or results is intended to focus

on "end" outputs, i.c., what the situation will

be upon tevmination of the project as compared

to the beginning, and when that will oceur, It
may also be desirable to discuss the scale or rate
of progress toward these results, and to certain
sub or Interim outputs, which will represent
significant milestone of achievement or signifi-
cant contributions to project objectives. These
particular aspects, however, will nomally be
dealt with in detail in the Project Implementation
Plan (PIP) submitted subsequent to authorization
of the project.

F. Course of Action

1. This is a narrative presentation iIn
relatively broad tune-frame sequences of what is
to be done to achieve the project targets, and now
the project 1s to be carried out. As with the
PROP in general, this section is to cover the
total life of the project and to stand as a guide
ta the method or approach wnt1l circumstances
cause a major change in project scope or character.
khen the PROP is prepared, precise actions may not
yet be known; nevertheless, this sectionmust pro-
vide sufficient information te permit judgmentrs ~m
project feasibility and the iikelihoad that the
proposed inputs will produce the expected outputs,

2. The course of action should relflect
the mobilization, deployment, and utilization ef
inputs, provided separately and/or jointly, by all
participants in the endeavor, i.e., the United
States, the cooperating country, and where possible
other donors or cooperating sponsors. "Inputs" in
this instance are broadly defined as the personnel,
material, and financial resources and the actions
which are essential to project implementation. It
should clearly show the relaticnship and inter-
dependence of these inputs teo one another in tems
of substance and scheduling., TFor each of the
basic nonfinancial inputs, 1.e., personnel, par-
ticipant training, nonfood commodities, and food,
the course of action should describe the kinds and
qualities to be selected, the way in which they
are to be used, and, in the case of food, distri-
bution and any local processing. When the Mission
feels it would assist AID/W's review and approval,
the rationale for these choices should be spelled
out, It should also make particularly clear the
role of cooperating-country self-help actions
{e.g., passing enabling legislation, initiating
administrative reforms) and the extent to which
the country must contribute its own resources to
insure effective project implementation. The
course of action should establish (a) the appro-
priateness of the proposed scale of project
operataon, (b) the capacity of the project to
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produce the desired results, and (c¢) the ability

of the enviromment to absorb, support, and utilize
it.

3. TFor many projects 1t may be desir-
able to anticipate, as a project input, the need
for a research component. These research compo-
nents should ordinarily not be included for pur-
poses of project evaluation, which is already
provided for on an orderly basis in the PROP,
the PIP, and the PER, The purpose of project-
related research nomally will be (a) to solve a
problem of technology or methodology, (b) te
increase knowledge of certain economic or social
factors affecting the achievement of project
objectives, (c) to build indigenous research
cmpetence, or (d)} to detemmine the effectiveness
of development assistance techniques under spe-
¢ific conditions. In such instances, the course
c¢f action should specifically address the question

the need for a research component and clearly
éic&te its purpose, scope, and relationship to
ject objectives.

G. Project Identification Data Sheet

The Project Identification Data Sheet
(PIDS), a concise structured compilation of key
project data, will be submitted to AID/W to permit
effective storage, retrieval, and analysis of
project infommation for a variety of Agency pro-
gram management and technical needs. Instructions
for the PIIS will be forthcoming soon, (Pending
Teceipt of these instructions, PROPs may be
submitted separately.)

ot

v.10
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VI1I. Sumnary

Tn sumary, the new programming system, of
which the PROP is a major component, is designed
to be an 1nstrument for joint plamning, under-
standing, and authorization between AID/W and
the field. It is designed to improve the depth
and quality of the planning and evaluative
processes for roncapitzl projects at the Mission
level; to ephance AID/W judgments in reviewing
field proposals at the plamning stage; to relate
noncapital project assistance more closely to
sector and aggregate plarming; to improve work-
load distribution on project planning, Teview,
and evaluation throughout the year, and to raise
the quality and reduce the quantity of project
documentation in AID.

ol A

william O. Hall
Assistant Administrator
for Administration
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EFFECTIVE DATE TWERMINATION DATE

June 15, 1367 Yune 30, 1968

FILING INSTRUCTIONS

4.0, 1925.2

Tile as

I. Introduction

A. Ine new ATU planning, programming, and
evaluation syStem for technical assistance projects
and food donation activities is Luilt upon three
principal interlocking documents: tne Noncapital
Project Paper {PrOP) (See M,C. 1025,1 - Noncapital
Project Paper (PROP) and Preliminary Project
Pro?sai iggpi (TL97104).), the Project

mplementation Plan (PIP), and the Project
Evaluation Report (PER}. The PROP is the basic,
relatively broad-gauged, analytical description
and justification for the project. The PER is
the semiannual evaluation of the significance,
performance, and progress of a project. ~The
Project Implementation Plan (PIP} is the connecting
link between these two whicn translates the PROP
into a detailed plan of action and provides the
€ramework for a meaningful evaluation in the PER.
«his manual circular relates specifically to the
PIP and describes tlie concepts underlying its
use, the purposes it is intended to serve, and
the mammer in which it is to be prepared and
utilized.

w———a

e it e &

E B, Well-conceived and well-prepared PIPs
are an essential element in the planning, program-
ming, implementation reporting, and evaluation
processes, They are “time-phased" expressions
of the work which must be done, the resources or
& inputs required, and the results, outputs, or

1 accomplishments expected during the foreseeable

R life of the project to achieve or contribute to
1= the achievement of an established objective(s).

2 The new system emphasizes the Project Implementa-
" tion Plan (PIP) as a major tool of Mission
project management which will not gnly assist in
crystalizing sission planning for project execu-
tion, but will ephance actual implenentation and
subsequent monitoring and evaluation by providing
a tecognized base against which these actions may
be taken, The PIP will also serve as a means of
reducing repetitive project narrative and as a
source of support and justification for annual
increments of funds and other resources. Thus,
it replaces the '‘course of action' narrative and
certain other descriptive material previously
contained in the annual CAP, Part II.

e

R

AT -

Lo

C. ».0,5 1099.1 - Alp Implementation System,
1322.1 - Technical Assistance Activity Description -

Content and Subsission, and 1324.1 - Tecwical

Assistance Projects: The Use of Other Dlanning
ocuments and Checklists, and the Administrator's
Circulars 4% ana A-104 of 1904 nave previously
nighlignted tue need and establisncd requirements
for work or implementation plans but did not pre-
scribe their exact format and nature. As a

tesult, several Missions have designed and
instituted documentation of*this type which differs
considerably in use, form, and content. The role
of implementation plans as an integral part of an
Agency-wide system demands some degree of standard-
ization and wniformity. The format prescribed
hierein attempts to capture the best features of the
formats develcped and currently used in the field
and to provide a suitable combination of the
wiformity required by the system and the flexi-
bility desired by and essential to Mission
management .

II.  Applicability

A, These instructions establish the policy
and procedures for the preparation and submission
of PIPs for all noncapital projects (country,
Teglonal, and interregional) for which a Noncapital
Project Paper (PROP) is prepared, as defined in
M.C. 1025.1, For those projects for which local
currency is the only financial input, Missions
may find PIPs or parts thereof useful; howéver,
utilization for this purpose is d matter of
Mission discretion.

B. When these instructions refer to field
Missions, they apply as appropriate to the
Regional Bureaus for regional projects and the
respons:.ble AID/W staff offices for interregional
projects.

1IT.  Purpose and Basic Concepts

A, The PIP is primarily a Mission tool to
facilitate planning, implementation, review, and
evaluation of its technical assistance and food
efforts, and provides information upon which
decisions during the management process can be

*To be codified as M.0. 1025.2 by the above date.
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hased, The PIP is established by the Mission and
changeahle by it within the scope of approved
country strategy, sector and goal plans, and

‘project authorization, and within the flexibility

afforded by existing delegations of autnority to
the field. The PIP will, however, also be useful
to AID/W in fulfilling its responsibilities for

overall program management and for the provision
of essential support and assistance to the field.

8. The PIP relates directly to the
authorized PROP and is an elaboration and refine-
ment of certain information contained in that
documefit., The PIP focuses primarily on the nature
and planned scheduling of inputs and outputs,
i.e., tne work wnich must be done, when, and by
whom, and tne anticipated results of that work.
these factors are of prime importance to adequate
evaluation of progress and effectiveness. It is
recognizably difficult to set forth a plan of
work and predict results or outputs for some types

j projects, particularly those of an advisory

ture. Nevertueless, it must be recognized also
that a project has a reason for being and tnat,
in most instances, it should pe possible to depict
some definable steps toward a specific goal. Not
only for purposes of evaluation, but for purposes
of intemal management, Missions should be alert
to the need for a plan of action, as precisely
presented as possible, ang attempt to foresece
outputs for each project.

C. The PIP 1s designed to show, as feasible,
the full scope and dimensions of a project over the
course of its life--the individual work steps and
actions, their interrelationships, tne anticipated
results, cost elements, and the plamned scheduling
of both inputs and outputs. It serves as docCumenta-
tion of the plans and meltiple actions by wihich
AID and the cooperating-country government plan
tnrough joint and related actions (including those

f other public and private organizations) to

hieve the stated project target(s]. It is
ubject to revision from time to time as necessary
or desirable. It is the only wniversaily pre-
scribed document which portrays tne schedule of
work involved in reaching project objectives and
can serve as a valusble tool with which the efforts
of AID technicians and their cooperating-country
coumnterparts can be made to mesh more effectively.
In many instances, it will be the most important
means of providing continuity of operations,
given the frequently large tumover of personnel
directly concerned with tne activity., Thus, the
PIP can and should be a vital, living document
wnich helps to ensure tue successful conduct and
completion of AIU-assisted noncapital projects.

1}. Since tne PIP includes the major
elements of action whicn must be undertaken by
all, parties and the outputs which tney seek to
achieve, waximum benefit can best be derived if
the PIP is developed jointly with the cooperating
country and represents a bilatcral and agrecd to
plan for action, The degree to wnich such joint
planning and agreement can be aciieved will vary
sharply from :lission to .lission and perhaps,
within a 'ission, from project to project.
However, tine process of jointly developing the
plan, and monitoring progress against it, snould
1n itself be a mutually helpful exercise in the
improvement of development planning and adminis-
tration, and suould be an objective sougnt on
all projects. Whenever feasible, the cooperating-
country counterpart agency and other institutions
wmediately responsible for project execution
siiould play a significant role in tne preparation
of tne plan.

k. Tne new programming system is based
upon the concept of life-of-project substantive
approval and autnorization, and is intended to
recognize more fully tne Mission Director's
autnorities and responsibilities for planning,
implementation, and evaluation. This concept
presumes that so long as tae evaluation process
shows the project to he progressing in reasonable
accordance with established plans and objectives,
and so long as annual budget estimates are in
reasonable accordance with planned magnitudes
and timing of resources, all of wnich are set
forth in the PIP and authorized PROP, annual
funding increments will be provided, if funds are
available. Thus, it is essential that PIPS whicn
Teflect the current Mission plaming for authorized
ongoing projects be on nand in ALD/¥, particularly
in tne sumer and fall of each year when AID/W
requires information to allocate funds and pre-
pare and defend budget proposals. To the extent
that current and accurate FPIPs are on hand,
simplified operational and budget-year submissions
containing far less narrative than in the past
should be sufficient,

F, The PIP is a working document and is
to be produced and made available only to those
individuals or offices within the Mission, the
cooperating country, AID/W, and other participating
organizations who have a working need for them.
The PIP, by its very nature, is subject to cihange
but it must be recognized that tne need for copies
updated in precise detail varies considerably
among the recipients, Those individuals immedi-
ately and directly involved in project execution
will undoubtedly find it advantageous, 1f not

AID 3-228A (3-67)
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indeed necessary, to annotate their coples on a U. Massion persomnel will make every

contlnu.mg basis, However, the needs of other
recipients should be satisfied through occasional
formal revisions prescribed herein.

G. In some cases, a PIP may accompany the
PROP when the latter 1s submitted to AID/W for
approval, However, the Project Authorization
will not constitute specific approval of the
implementing details nor does it preclude Mission
revision of the PIP. These details are fully
recognized as a Mission responsibility within the
parameters of the scope, character,- and magnitudes
of the authorized project.

H. The PIP is essentially a Mission plan-
ning and control document,-not a fiscal or
implementation document. It is not designed,
except 1n general temis, to meet the information
requirements of AID/W for planning and implementa-
tion purposes in such areas as personnel adminis-
tration, procurement, or participant training.

By virtue of its content, the PIP does serve,
together with annual budget submissions, as a

basis for funding allocations and budget proposals. -

It does not, however, commit, reserve, or obligate
funds but indicates the intended use of funds
when made available, Neither does it in any way
supersede or otherwise impinge upon the purposes
and uses of the Project Agreements and Project
Implementation Orders, (i.e., PIO/Ts, PIO/Ps,
PI0/Cs), and other standard obllgatmg or
implementing instruments.

I. The PIP fomms generally provide space
for information for periods of 5-6 years. This
does not mean that planning need be restricted
to this period of time. MNeither does 1t mzan
that it is possible to plan with the same degree
of finite detall and certainty in the later years
of the project as in the earlier ones, The sub-
stance of the PIP should be as complete as current
Tnowledge allows and periodically amended as new
information is learmed.

IV.  Responsibilities

A, Mission Directors are responsible for
establishing appropriate internal procedures
regarding the preparation, review, approval, and
maintenance of PIPs.

B. Basic responsibility for the prepara-
tion and maintenance of PIPs should normally be
assigned to the Project Coordinator designated
under the provisions of AIDTO CIRC A-104 (10/3/64).

C. Whenever appropriate, the contractor,
borrower/grantee, or cooperating sponsor, in the

" case of food projects, may be requested to prepare

PIPs, or assist materially in their preparation.
However, the Mission is responsible for ensuring
that these plans are prePa:red and revised as
required,

effort to promote and encourage participation by
the appropriate cooperating cowntry, agencies, or
institutions in the development of PIPs.

F. AID/W approval of PIPs is not required.
AID/Y may render advice or comment thereon from
a technical and feasibility point of view, partic-
warly where the document assumes supporting
actions by AID/W which must be within its capacity
to implement, Full vesponsibility for and
authority over Specific project implementation
planning lies with the Mission in collaberation
wlth the cooperating government, and the cooper-
ating sponsor in the case of food donation
projects.

v, Composition

A, Project Implementation Plans consist
of six parts, each prepared for a particular
purpose as indicated below. Attention is called
tn the fact that the prescribed PIP does not
include a summary or face sheet. This has been
done deliberately to avoid unnecessary repetition
of project descriptions and tc pemmit essential
flexability at the Mission level,

B. Since the PIP is intended to be, to
the extent possible, the product of joint planning
hetween the responsible officials of the U. S,
and the cooperating country at the working level
(e.g., the head of the Missien technical office
and the director of a department in a Ministry),
Missions are encouraged to cobtain the signatures
of these parties in acknowledgement -of their
agreement to the plan. The extent to which this
15 possible varies so considerably with the cir-
cumstances that the manner and form in which it
is done is left to Mission discreticn, In some
instances, Missions may wish to obtain agreement
on an implementation plan by inc¢orporating (as
an attachment) the PIP or portions thereof in
the Project Agreement. On the other hand, Missions
may find it desirable and advantageous to utilize
an 1nternally designed face sheet on which could
appear such items as a brief description of the
project, a statement of objectives or targets,
significant factors in implementation which
warrant emphasis at the working level, and the
signatures of appropriate officials, 1In any
event, it is clearly the Mission Director's
responsibility to detemmine whether or not
specific cooperating-country approval of or
agreement to the PIP will be obtained.

1. Part I — Work Schedule {Form

AID 167(0-18

This part indicates the major work
actions or steps involved in achieving the
objectives of the project, the planned scheduling
of such actions or Steps, the relationships in
time and interdependence of one to another, and

AlD 3-228B {3-47})
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action. The work schedule is to reflect the
total project effort and includes actions to be
taken either jointly or separately by the U, S.,
the cooperating country, and where in direct
support of the project, by other donors or
cooperating sponsors.

2, Part II — Selected Qutput
Indicators (Fomm AID 1020-19)

This part shows the major quanti
tative and/or qualitative outputs, results and
accomplishments expected of a project, and the
scheduled achievement of these outputs,

3. Part III Personnel Requirements
{Form ATD 1020-20)

This part reflects, by broad per-
sormel categories, the manpower required, the
phased scheduling of these requirements, and man-
year and cost estimates for the life of the
project. It is to include all personnel working
directly on the project, including those of the
U. 5., the cooperating country, and other donors
or cooperating SpPORSors.

4, Part IV — Participant Requirements
[Fom AID 1020-21)

This part reflects the detailed
U. S. and third-country participant training
requirements during the life of the project, the
phased scheduling of those requirements, and the
ammual estimated costs to be incurred for this
purpose by both the U. 5. and the cooperating
catmtry.

5. Part V — Commodity and Other Cost
Kequirements - Technical Assistance
{Fomm AID 1020-22)

This part reflects, for other than
food donation activities, the comodity (nonfood)
and other requirements by type, and the estimated
cost of those requirements by fiscal year. It
includes comnodity and other inputs to be provided
by the U. S., the cooperating country, and, where in
direct support of the project, by other domors.

6. Part Va - Camodity and Qther Cost
Requirements - Food (Form ALD
1020-23)

This part reflects the food commod-
ity and other requirements by type and the
estimated cost of these requirements by fiscal
year, . It includes food commodity and other inmputs
to be provided by the U. S., the cooperating
coumtry, and the cooperating sponsor. For a
technical assistance project involving a food

nent, Part Va will be used only to reflect
the food requirements.
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the organization primarily responsible for each VI. Procedures :

A, Completion of Forms

Detailed instructicns for the comple-
tion of each part of the PIP and a set of the
blank forms are included in Attachment A, A
hypothetical example of each part of the PIP is
included as Attachment B, This example, together
with the detailed instructions, is to be used as
guidance in the development of PIPs for each
project.

B, Imitial Preparation

1, The PIP will normally be prepared
for authorized new projects immediately prior to
or in connection with the negotiation of the
initial Project Agreement and forwarded to Wash-
ington immediately after the signing of the
agreement,

2. Much of the preliminary work of
developing an implementation plan will probably
be done in cormection with the preparation of
the Noncapital Project Paper (PROP). .Nevertheless,
since the PROP is to contain sufficient data for
review, analysis, and authorization and will
normally be submitted considerably in advance of
actuzl implementation, the PIP need not be
prepared in final form at this time nor accompamy
the PROP. This delayeqd submission of the PIP
will permit its preparation in a more meaningful
and precise manner.

3. A PIP need not accompamny a Pre-
liminary Project Proposal (PPP). See M.C. 1025.1.

4, During the period of transition to
the new programing system, PIPs are to be
prepared and forwarded to AID/W as follows:

a. For new projects, PIPs are to
be sent to AID/W immediately following the signing
of a Project Agreement.

b, FPor existing approved projects
in which major changes are contemplated, PIPs are
to be sent to AID/W following Washington project
authorization based upon the Noncapital Project
Paper (PROP) for each such project.

c. PIP Submission Schedule

(1) For the remainder of the
existing approved projects, PIPs may be forwarded
to AID/W at any time between now and the fall of
1969, but in mo case later than Avgust 31, 1969,
Missions are encouraged to prepare and forward
these PIPs as soon as possible to facilitate and
expedite the transition and to gain experience
more rapidly in their use.
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{2} 14 should be noted that
this schedule for the PIPs supensedes the insthuc-
Zions contained in M.C, 1083.2.7 - Projeet Docu-
mentation Guidance, originally fssued as Corculan
A-712 of May 13, 1967 (paragraph T71.F.1.a.).

The new schedule nelates preparation of the PIPs
for new projects, and profects {nvoluing mafon
change, more olosely fo the negotiateon and
authorization processes and thus provides fon
mohe meaning ful documients,

C. Formal Revisions of PIPs

1. Revisions in PIPs are prepared
under two sets of circumstances:

a. Following authorization of a
revised Noncapital Project Paper on an existing

- project, submitted as the result of a major

change(s) in the scope, character, or magnitude
of the project.

b, To incorporate significant
changes made at the Mission level which, while
still within the parameters of the approved
project and not therefore necesstating reauthori-
zation, must be reflected in the record if the

PIP is to serve as a meaningful reference document -
in the budget, allocation, and evaluation processes,
Thesec changes may involve such things as (1) a
substantial change in scheduling, (2) the addition
or deletion of major actions or steps, or (3} sub-
stantizl deviations in personnel, participants,
commodity, or other requirements. A change in
fiscal year source of funding without substantial
change in scheduling does not necessitate a

revised PIP but will be accounted for in the

annual budget submission.

2, The need for and actual timing of
these formal revisions is subject-to Mission
judgment and dependent upon Mission management and
implementation needs. When formal revisions in
PIPs are prepared, the Mission should ensure that
they are also made available to AIL/W so that
current Mission plans are on hand there at all
times.

Py, 8 Sl

William 0. Hall
Assistant Administrator
for Administration
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APPENDIX L

NON-CAPITAL PROJECT APPRAISAL REPORT (PAR)
(DRAFT, ABRIDGED, 1968)
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Draft:h/1/68

NON-CAPITAI, PROJECT APPRAISAL REPORT (PAR)

The Project Appraisal Report (PAR) is a periodic evaluation by each
Mission {or by the appropriate regional or central staff office irn the case
of regionsl or interregional projects) of (a) the effectiveress of non-
capital project execution, in terms éf substantive implementing steps taken,
inputs provided, and resulis or oubputs achieved, all in relation to Mission
plans, and (b) the significance of project planning and execution, in terms
of U.S5. and cooperating country objectives. In conjunction with the PIP, it
provides a basis for estimates of efficiency in terms of cost per unit of
output. To meet the evaluation needs of A.I.D.'s non-capitzl assistance
program a Project Appraisal Report (PAR), A.I.D. Form , is pre-
scribed for use within the Agency on an annuval basis, to be prepared for
all projects covered by a PROP (see M.C. 1025.1, paragraph IV) and a PIP
(see M.C. 1025.2, paragraph VI.B.) on schedules to be arranged by the

Regional Bureaus in consultation with Missions.

1. BASIC CONCEPTS OF EVALUATION

A, C(Ceneral
Bvaluation of projects in terms of their effectiveness and con-
tinued significance necessarily is a complement ‘o project plamning,
programming and implementation., An explicit statement of intended results
is an essential preconditior to objective evaluation. The statement is at
the same time the most cruciel step in the process of planning and programming
a projeet. The evaluation of projeets will provide data and Judgments reeded

©0 dacide whethar 1o modify, cancel or continue them unchanged.
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There are practical reasons for carrying out prograw evaluztion

separately from budgeting ard programming. The pressurs of Lhe znmmsl

program submission preverts Missions ard AID/VW from carryiag cus objective
and completve appraisal of experience. Therefore, she Xro’ccet Appraissl

Repoxrt, while utilizing programming sad implemenvirg documents for its
analytlcal base, removes evaluation from the srmual program badget process

end provides the framework for independent aad “de-cycied” review,

B. Noture and Purposes of Evaelustion

Evalustior is dons in order 4o lwprove both progrsr pleanring and
execurion by applying lessons from pastv experience. 1t is & procese composed
esseatially of five stages: (a) the establishment of staudards and criteria
ageinst which progress is measwred, (b) identification of critinel variszbhiles,
() the collsetvion of data, {d) the analysis of data, and {e) the feed back

of findings. No one of thesz stands z2ions, By the same token the whole is

o

] - - -
fyalushion mey

aecassarily weakened by the failure to curry out any one.
be conducted for several purposes: (a) significence (were the right project
z2nd sector goals selected; in light of overall cowutry opjectivzse?); (b)

effectiveness (ere planned project targsts being achieved?): (o) efficiency

('h

(are coshts psr unit of oviput being minimized?); (d) compiisncs (ax

appliceble laws, regulations and principlss of good practice being obsz=rvedl).

Effective evaluation of rnorn-eapital projschs carn te ashdeved only whea
conducted in light of stated program gosis and objlectives, witz (&) well

defined project targets and (b) quality stasdards and time scredules fov
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resource inputs and planned outputs. The degree of definition with which
these pasic factors can be estaklisked will obviously vary from project to
project, but ths clearer tks definitions the more eifective ard meaningful
will te the evaluation. These definitions constitute the base-lixe for
evaluation; they meke possible: (1) a comparison of actions taken against
actions plarned; (a) a compariscn of real accomplishments, buth quartitative
and qualitative, agsinst planned targets and objectives; (3) Jjudgments as to
the continued impsct, import and significance of the project; (4) the identi-
fication of less~than-satisfactory performance and the causative factors;

and (5) decisions regarding remedial actions. Effective svaluation must be

based on well conceived planning documents.

C. Responsibility for Evaluation

The= =zvaluaticn of projects is a responsibility of Mission Directors.
Trerafore the PAR is designed primarily to serve the Mission ag an important
wol of program and project management. It skould erable the Mis;ion to
Tdentify any important protlems and take steps to correet them. Conversely,
it shovld permit identification of accomplishments and successful methods.

-3, shoald reveal any need to have the project analyzed in depth. For projects

trah wre demenstrably going well, the PAR should be a brief exercissz,

The Yission =svaluation process skould involve both top management
end cperating level persornel. Woiare possible it should also involve leaders
cIotne implemenDing &Selcy. L.T., contractor or participating agency. How-

ever, slace responsibility ror evalusiion ultimately rests with the Mission

5
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Director, the requirements prescribed herein do not establish any partvicular
form of precedures, staffirg or organization lor evaluation purposes within

+the Mission.

PAR: (a) in order

range of participation within the Mission in preparing the
to gain hebler insight into the relatlve effectiveness and significance of

all projects to ssctoral and country objectives and (t) as a means of achiev-

ing greater objectivity ard candor. TFor these purposes; Missions skould

consider the possible advantages of establishing project review and evalua-

tion groups to examine draft PARs prior to Mission Director signature.

The extent to which evaluation can improve the guality and relevance
of our project assistance varies in direct ratio to the insight and candor
of the evaluator. Tne evaluator must exhibit professioral detachment and
perspechive 1f he 1s to appraise the project in a meaningful way. His role

i1s to challenge and guestion, not to defend and justify. Self-esvaluation,

by er individuwal or group, therefore requires even greater candoxr, and

covrage as well.

The PAR should not be perceived as a device to camouflage or to

place blame for functionzl flaws in project concept or execution. The PAR's

r=a] value to the Mission is that it offers an opportunity to identify ard
diagnose problems so that the Mission itself can apply corresctive measures.

Mission leadership should therefore recognize that honest and perceptive

critleism of & project by the project monitor is difficult and will reguire

disciplired hut sympathetic support by senior Mission staff.

Missions are strongly urged howsver to ssek the broadest practical
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The PAR can also, as a matter of economy, collaterally produce
material on project 1mplementation for AID/W. The PAR should help A.I.D.

manage its worldwide program and help improve AID/W backstopping performance.

Although responsibility for evaluation and the means to apply

U s i

corrective action rest in the Mission, the Regional Assistant Administrators
and heads of AID/W Staff Offices also play a role in the evaluation process.

The PAR will assist AID/W in carrying out its role by providing the data

E . for the broader evaluations of sectors, technical fields, special subjects
:T and country program significance that are ATD/W's responsibility. It is
2,

% also expected that AID/W's review of Mission PARs will result in the

i1
I

initiation of action to remedy a given problem or situation, e.g., AID/W

!'aiﬁ

#

may conduct, or request the Mission to conduct, & further study ol specific

problem areas.

D. Frequency of Evaluation

Evaluation is a continuing process, conducted informally as an

: . integral part of the day-to-day execution of a project. Nevertheless, the

O DL WL R o T

principles of good management dictate that formal and periodic evaluation

kT
)

E be undertaken which bring to bear upon the project the total interested

é': resources of the Mission and which Tform the basis for a total Mission position
g; or judgment concerning the effectiveness and significance of a project. For
% this reason, it has been determined that non-capital projects should be

%é’ formally evalﬁﬁted cn an annual basis. This does not preclude Missions from

wndertaking more frequent formal evaluations of particular projects.
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II. PROJECT APPRATSAT, REPORT (PAR)

The PAR r&s been developed in conscnelice with tke coze=phs, standards
and requiremsnts outlined above. IS replaces the progress and accomplish-
ments reporting previously comtained in CAP II under the "Progress-to-Date"

sectior of the E-1. I% replaces also the inuerim Evaluation of Contractor
Performance report now submitted semianmually (M.C. lh23,lb); U-520, Project
History and snalysis Report; U-310, CGosl and Activity Progress Report and
U-313, Self«Help and Accomplishment EReport. The PIP and PAR Jjointly will

permit elimination of U-261, Part 2 which is the narrative portion of

P.L. 480 Title IT - Commodity Status Report.

Because of the varying nature and type of non-cépital projects, the
PAR hes been designed to the maximum extent possible to allow flexibility
in the manner of presentation and degree of specifiecity. However, since
evaluation can be effective and megningful oxnly if mads sgainst established
plans, the format of the Project Appraisal Report is stractured to permit
evaluation ageinst the documentation wkick reflacts these plans. Thus tho
PAR is hased upoa and relates closely to the two major documents inveolved
in the planning, programming and implementation processes, i.zs., the Project

Paper (PROP) and the Project Implementation Plan (PIE).

It requires:

1. An evaluation of (a) the continuing relevance of the project
purposes and (b) the appropriasteness of project design to
sector/goal plens,
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2, an evaluation of the effectiveness with which planned projech
target outputs are being achieved and the significance of
project outputs to overall sector and country objectives.

3. an assessment of implementation actions and the use of
resource inputs.

b, an examination of cooperating country actions and environmental
factors affecting the p>oject.

The PAR also includes a number of structured check lists which identify
and categorize the source and nature of problems affecting the progress of
the project. AID/W rlans to analyze this data in the data processirg

system.

PARs should be unclassified if possible. Where security classification
is considered necessary by the Misslon for all or parts of the document,

those parts, sections or pages should be clearly indicated.

PART T -~ Evaluation of Project Purposes and Project Design.

This is a series of questions designed to.determine whether the project
purposes, planned output targets, and anticipated results continue to be
relevant to currens sector and goals plans ip the Light of (a) acquired
operational experience by the Mission, (b) changes in the host country
economic, social &nd political situation, or the views, policies and acti-
vitirs of government or private elememts that are significant for the projecs.
1w is also intended to assess the gppropriateness of the project design

{ strategy, "aporosen, scope) to achieve planned outputs.
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PART 11 - Evalugtion of Project fccomplishments and Qusput Targets

This Pers consists of three sections, Tz firsh section measures
progress in ackleving the key quantiitative and/or gualitabive outputs,

resulhs and accompliskmerts against tha individual ouspuh tsrzgebs which

i wers established in the PROP axd scheduled in the PIP. It cites the same
: output indicators and units of measurement as the PIP, Part II, and thus
i provides the basis for updating the FIP at anpual inberyazls.

e - + s

2 The second section attempts to summsrizz in check list form the
;@

3 Mission's appraisal of (a) project =ffectiven=sss in ackizving stated

targets, (b) project impact on sector and goal plens and (c) project sig-

A

-
3

i

. . . .

:;;a; nificance to U.S8. country objectives. This sectior also contains a summary
g

R

® of Misslon recommendations on the fubure direction of the project.

gt

The third section consists of a coreisz aralytical narrative prepared
£

g . . - . . - . . .

‘% by the Mission and signhed by the Mission Director or khis designee, which
€ addresses itself chiefly to the aspects of the project summarized in the
¥

% . precedirg (second) section. This section is intended as a penetrating,

>

P

i . . . L. N .

.ij qualitative analysis of the productive worth of the projset, the factors

o

influsheing its effectivaness and the remsdial actions regquired to ilmprove
its coxtribution to the country development progrem. Tt is intended to

reflect the total Mission view of the project.

B

PRy K. S

In those instances where the Mission's overall evaluation in a previous

PR

PAR has rot significantly changed, and the project is meeting =stsblished
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time, finarcial and oubput teargets, this section need be nomore than a state-

ment to this effect. N

PART III - Assessment of Implementstion Actions and the Use of Resource

Inputs

This Part has two main sectiorns. The first section is essentially a
statement of specific progress made in Implementing a project during th
reporting period. Baselines for this section are contained in the Project
Implementation Plan, Fart I - Work Schedule. This section of Part III of
the PAR, therefore, sets forth sequentially the major substantive actions
vhich were to have been undertaken by the Mission and/or the cooperating
country during the previcus year, notes whether or not these actions have
progressed on schedule, and explains the reasons for significant delays orx
deviations from planned actions; suck a description should be written for

each major step in the Work Schedule which requires remedial measures. It

also identifies and describes the factors responsible for rapid progress.

If the actions reported in this section deviate from those spelled
out in PIP, Part I, the persons directly concerned with project execution
will want to make amnotated changes on the FIP per M.C. 1025.2, III,F.

If the actions reported bere constitute a basic deperture from PIP, Part I,

then the project must be reexamined.

The specific implementirg actions shown in this section need not be
expressed exactly as in PIP, Part I, but they should be clearly related to

them (see M.C. 1025.2, Attachment A, para. II, A, b, ¢). The steps indicated

T
B e
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in tke PAR may reflect a slightly finer degree of detail than thosz in the
PIP. For example, the FI® may include a sitep which reads "develop and
publish a ney courss curriculum.” The PAR for a particulal period may
reflect components of this action, suck as "form working groups to compils
new course curriculum" or "obusir ministry approvel and publish new course

cuzriculum, "

This section also contains several check lists summarizing the

\ Mission's overall appraisal of the lmplemerntation process.

,5' The second section of Part IIT examines the main Tesource components

,;,\ of the project (technicians , participants, etc.) to determine (a) the

BT .

E relative importance and (b) the sctual qualitabive effect on the project

; of a variety of operational factors. TFor any important facbor that exerts

i an adverse or inadequate effect on t’;le project, the Mission is ITequired to

5 indicate the cause of the problem, ths consequesnces of not correcting the

;f problem, and the nature and extent of required corrective action.

: . This sectlion will also ssrve to identify and explsin deviations from

’i the implementation plan by recording the nature and extent of any implementa-
;‘i tion problems. TIts operational value is to alert the responsible A.I.D. unit
i‘% to the possible need for action or further study.

,
.
K3

b

Warrative text may be necessary: space is provided at the end of each

<o

5

section.
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PART IV «~ The Role of the Coopersting Country

This Part addresses the critically important role of the host country

in project plamming, implementation and follow up activities.. It contalns

s

a number of enviroumental and operational factors grouped under three
headings: (&) General Envirommental Factors, (b) Specific Operational
Factors Affecting this Project and {c) Host Cowntry Counterpart Technician
Factors. As in the case of factors in pPart 11-B, thess factors are to be
rated for their importarce to the achievement of project targets and for
their qualitative effect on the project. Further explanation is required
where factors are rated as important but contributing adversely or in-

afequately to projecdi progress.
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