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I. I n t r o d u c t i o n  

A. Background and Purpose o f  t h e  Workshop 

For  somet ime, rap id ly  expand ing c u r r e n t  and p r o j e c t e d  

c o u n t r y  and r e g i o n a l  programs i n  A f r i c a  have p l a c e d  i n o r d i n a t e  

demands on t h e  f i e l d  i n  t h e  p r o j e c t  d e s i g n  a r e a .  Due i n  l a r g e  

p a r t  t o  t i m e  p r e s s u r e  and inadequa te  f i e l d  s t a f f s ,  t h e  q u a l i t y  

o f  b o t h  t h e  PID and PP submiss ions have s u f f e r e d  a c c o r d i n g l y .  

D u r i n g  t h e  AID/W r e v i e w  process,  i nadequac ies  have been h i g h -  

l i g h t e d ,  and r e q u e s t s  f o r  f u r t h e r  i n f o r m a t i o n ,  a n a l y s i s  o r  r e d e s i g n  

have made an a l r e a d y  e x t r a o r d i n a r i l y  d i f f i c u l t  j o b  even more 

demanding. I t  has become i n c r e a s i n g l y  c l e a r ,  t h e r e f o r e ,  t h a t  

m a j o r  s t e p s  need t o  be t a k e n  t o  a c h i e v e  t h e  f o l l o w i n g  g o a l s :  

a .  Improve t h e  q u a l i t y  o f  p r o j e c t  d e s i g n  i n  t h e  

r e g i o n s .  

b.  Improve t h e  e f f i c i e n c y  o f  t h e  d e s i g n / r e v i e w /  

app rova l  p rocess .  

I n  a t t e m p t i n g  t o  come t o  g r i p s  w i t h  t h e  problem, a  

number o f  measures have been (and s t i l l  a r e  b e i n g )  contempla ted,  

i .e. ,  t h e  permanent assignment o f  p r o j e c t  o f f i c e r s  ( s i m i l a r  t o  a  

C a p i t a l  Development, Loan o r  Design O f f i c e r  b ~ ~ t  i n c l l ~ d e s  l o a n s  and 

g r a n t s  and t e c h n i c a l  and c a p i t a l  p r o j e c t s )  t o  a  number o f  ' f i e l d  

m i s s i o n s ,  c o n s o l i d a t i n g  d e l e g a t i o n s  o f  a u t h o r i t y ,  s t r e a m l i n i n a  o f  

t h e  PID r e v i e w  process,  s i m p l i f y i n g  env i ronmen ta l  p rocedures ,  e t c .  

The two p r o j e c t  d e s i g n  workshops were as  an a d d i t i o n a l  means o f  

d e v e l o p i n g  a  g r e a t e r  consensus between AID/W and M i s s i o n s  w i t h  



r e s p e c t  t o  p r o j e c t  d e s i g n  s t r a t e g y ,  methodology and requ i rements  

which would d i r e c t l y  c o n t r i b u t e  t o  t h e  above g o a l s .  

I n  a n t i c i p a t i o n  o f  t h e  r e g u l a r  semi-annual d e s i g n  

s c h e d u l i n g  sess ions  t o  be h e l d  a t  t h e  s t a r t  o f  FY 1979 i n  

October,  t h e  seminar p o r t i o n  o f  t h e  two workshops was conce ived  

i n  t h e  e a r l y  summer, 1978. I n  a d d i t i o n  t o  q u e r y i n g  t h e  f i e l d  

c o n c e r n i n g  i n t e r e s t  and i t ems  o f  p r i o r i t y  t o  be addressed, a 

c o n s u l t a n t  was h i r e d  t o  p r e p a r e  a comprehensive agenda and work- 

shop m a t e r i a l ,  a case s tudy ,  t o p i c  papers,  e t c .  

Over t h e  summer and e a r l y  f a l l  o f  1978, t h e  workshops t o o k  

shape and n e g o t i a t i o n s  proceeded on t i m i n g ,  f o r m a t  and c o n t e n t .  

The f i n a l  workshop agenda m a n a t e d  f r o m  an e x t e n s i v e  d i a l o g  by 

c a b l e ,  phone, and i n  person between t h e  f i e l d  m i s s i o n s  and AID/W. 

Thus, each workshop d i d  r e f l e c t  a consensus on p r i o r i t i e s .  

B .  P roduc t  o f  Workshop 

I t  i s  hoped t h a t  t h e  workshops w i l l  have r e s u l t e d  i n  t h e  

f o l l o w i n g  t h r e e  o u t p u t s  : 

1. A s e r i e s  o f  AFR Bureau gu idance papers  t o  s e r v e  as key 

p o i n t s  o f  r e f e r e n c e  f o r  b o t h  M i s s i o n  and Bureau pe rsonne l .  Papers 

wi  11 i n c o r p o r a t e  feedback ga the red  i n  t h e  Works hops f r o m  M i s s i o n s  

and t h e  two REDSOS. They w i l l  a l s o  be r e c e i v e d  by t h e  AA and, t o  

t h e  e x t e n t  p o s s i b l e ,  w i l l  r e p r e s e n t  a g e n e r a l l y  agreed approach 

t o . d e s i a n  reau i rements  and o p t i o n s  i n  t h e  r e g i o n .  

2 .  Much improved communicat ion i n  t h e  coming months 

concern ing  i n d i v i d u a l  M i s s i o n  d e s i g n  s c e n a r i o s  and prob lems.  The 

Workshops served t o  p r o v i d e  a c o n c e p t u a l  and p r a c t i c a l  backdrop 

f o r  communicat ions wh ich  w i l l  a l l o w  f o r  l e s s  m i s i n t e r p r e t a t i o n  and 
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improved e f f i c i e n c y .  (D iscuss ions  and papers,  f o r  exampl e, can be 

r e f e r e n c e d .  ) 

3. Improved FY 1979180 d e s i g n  schedules .  The bus iness 

o f  d e t e r m i n i n g  requ i rements  and e s t a b l i s h i n g  schedules  f o r  p r o j e c t  

d e s i g n  i n  t h e  r e g i o n s  has been f a c i l i t a t e d  by Workshop d i s c u s s i o n s  

o f  r e c u r r i n g  i s s u e s  and problems. 

11. Sunmary and Conc lus ions 

A. General : I t was found d i f f i c u l t  t o  deve lop  a  mean ing fu l  

summary o f  t h e  workshops w i t h o u t  g e t t i n g  i n t o  t h e  substance o f  

i n d i v i d u a l  sess ions .  T h i s ,  i n  t u r n ,  would have l e d  t o  a  summary 

a lmos t  as l o n g  as t h e  r e p o r t  i t s e l f  and would have c o n t r i b u t e d  

l i t t l e .  I t  was dec ided,  t h e r e f o r e ,  t o  r e c o r d  c e r t a i n  key i s s u e s  

and t o  n o t e  pend ing o r  f o l l o w - u p  a c t i o n s  where i n d i c a t e d .  

B. High1 i g h t s  

1 .  The AID/W Message: Do More W i t h  Less 

I f  t h e r e  was a  r e c u r r i n g  theme i n  AIDIW p r e s e n t a t i o n s ,  i t  

r a n  something 1  i ke t h i s .  P r o j e c t  des ign  shou ld  be more comple te  

and o f  h i g h e r  q u a l i t y .  Adequate p l a n n i n g  -- b o t h  f o r  d e s i g n  and 

imp lementa t ion  -- was s t r e s s e d  a g a i n  and aga in .  F i e l d  p o s t s  were 

t o l d  t h e y  s h o u l d  t a k e  more t i m e ,  b r i n g  key s p e c i a l i s t s  i n  e a r l i e r ,  

t a k e  g r e a t e r  advantage o f  e x i s t i n g  resources ,  e d i t  and package 

more c a r e f u l l y ,  pay more a t t e n t i o n  t o  p o l  i c y  and l e g a l  c r i t e r i a ,  be 

more accura te ,  be more p r a c t i c a l ,  be more honest ,  e t c . ,  a l l  t h i s  i n  

r e l a t i o n  t o  r a p i d l y  expanding c o u n t r y  programs. There were l o g i c a l  

and v a l  i d  reasons f o r  a1 1  these  e x o r t a t i o n s  t o  e x c e l l e n c e .  The 
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p r i n c i p a l  prob lem w i t h  t h e  t h r u s t  o f  theme was t h a t  t h e  f i e l d  a l s o  

was t o l d  t h a t  AID s t a f f  and o t h e r  resources  were n o t  1  i k e l y  t o  grow 

and m i g h t  even be c u t  back. 

As expected,  t h e r e  was no s i m p l e  answer f o r t h c o m i n g  f rom 

ATD/W o r  REDS0 t o  t h e  above i m p l i e d  b ind .  A number o f  v a l u a b l e  

sugges t ions  were made t o  improve e f f i c i e n c y  and c o o r d i n a t i o n  o f  

t h e  process,  however. I n  a d d i t i o n ,  i t  was p o i n t e d  o u t  t h a t  s t e p s  

a r e  b e i n g  t a k e n  i n  Washington t o  s t r e a m l i n e  procedures.  (The 

AID/W r e v i e w  process,  I E E  procedures,  e t c . )  G u i d e l i n e s  a r e  b e i n g  

r e v i s e d  and s i m p l i f i e d  t o  t h e  e x t e n t  p o s s i b l e ,  and a  ma jo r  i n c r e a s e  

i n  d e l e g a t e d  p r o j e c t  approva l  a u t h o r i t y  i s  i n  t h e  o f f i n g .  The 

message s t i l l ,  however, was t o  do b e t t e r  w i t h  l e s s .  

D e s p i t e  t h e  l a c k  o f  a  ma jo r  s o l u t i o n  t o  t h e  problem o f  

s t a f f ,  three areas s tood  o u t  as p a r t i a l  b u t  mean ing fu l  answers. 

B e t t e r  Communication: A s i g n i f i c a n t  number o f  t h e  problems 

i d e n t i f i e d  i n  t h e  workshop can be a v e r t e d  o r  a m e l i o r a t e d  w i t h  more 

open, c a n d i d  and s u b s t a n t i v e  d i a l o g  between AID/W and F i e l d  M i s s i o n s .  

Improved c a b l e  and te lephone  t r a f f i c  w i l l  h e l p  t o  some e x t e n t  and 

can head o f f  many i ssues b e f o r e  t h e y  become "e tched  i n  s tone"  by 

p r o j e c t  commit tees and o f f i c i a l  mmranda. 

F u r t h e r  i n  t h e  same l i n e  o f  t h i n k i n g ,  t h e r e  i s  a  r e a l  need f o r  

more t r a v e l  i n  b o t h  d i r e c t i o n s .  Washington p r o j e c t  o f f i c e r s  who 

know t h e i r  c o u n t r y  programs f i r s t  hand can be t w i c e  as e f f e c t i v e  

i n  hand1 i n g  f i e l d  concerns as t h o s e  who know t h e  program and 

c o n s t r a i n t s  o n l y  on paper.  L i kew ise ,  f i e l d  o f f i c e r s  who have seen 

f i r s t  hand o r ,  b e t t e r ,  have l i v e d  t h r o u g h  t h e  Washington r e v i e w  and 

approva l  process,  can be much more e f f e c t i v e  i n  a d d r e s s i n g  Washington 
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concerns i n  f i e l d  submiss ions.  Above a1 1  , communicat ion i s  v a s t l y  

improved between s t a f f e r s  who have some mean ins fu l  common ground 

and exper ience  t o  draw f rom.  

P lann ing :  A t  t h e  r i s k  o f  " b e a t i n g  a  dead horse"  p l a n n i n g  

f o r  p r o j e c t  des ign  s tood  o u t  as one o f  t h e  key a reas  r e q u i r i n g  improvement. 

(See guidance paper on des ign  p l a n n i n g . )  W i t h i n  t h i s  area,  improved 

p lann ing ,  c o o r d i n a t i o n ,  and u t i l  i z a t i o n  o f  1  o c a l  r e s o u r c e  (government, 

u n i v e r s i t i e s ,  c o n s u l t a n t s  and f i r m s )  would go a  l o n g  way toward 

s o l v i n g  t h e  problem o f  t h e  " t h i r t y - d a y  wonder" des ign  team. 

I n  a  r e l a t e d  v e i n ,  ano the r  obv ious and s i m p l e  f a c t o r  s t o o d  o u t .  

P r o j e c t  o f f i c e r s  need more t i m e .  To some e x t e n t ,  t i m e  can be made 

w i t h  more adequate p l a n n i n g .  I n  a d d i t i o n ,  however, p r o j e c t  o f f i c e r s  

f r o m  t h e  o u t s i d e  need t o  be p r o v i d e d  w i t h  more t i m e  by c o n t r a c t ,  t i m e  

t o  wrap up t h e  j o b  p r o p e r l y ,  t i m e  t o  e d i t  and package, t i m e  f o r  a  

mean ing fu l  M i s s i o n  rev iew,  e t c .  i m p l y i n g  fewer,  b u t  l o n g e r  t r i p s  f o r  

REDS0 s t a f f  members and a  need f o r  more c a r e f u l l y  p lanned d e s i g n  

c o n t r a c t s , w i t h  key persons s t a y i n g  l o n g e r .  

The Funding S i t u a t i o n  and a  S h i f t  i n  Emphasis: One i n  l a r g e  p a r t  

t o  t h e  p r a c t i c e  o f  i nc rementa l  p r o j e c t  f u n d i n g ,  t h e  des ign  prob lem may 

be p a r t i a l l y  r e s o l v e d  as a  r e s u l t  o f  t h e  1  i m i t e d  a v a i l a b i l i t y  o f  funds 

f o r  new p r o j e c t s .  One, o f  course,  t o  t h e  i n c r e a s e d  p o r t i o n  o f  each 

y e a r s  t o t a l  a1 l o t m e n t  absorbed by r e c u r r i n g  o b l i g a t i o n s .  F i n a l l y ,  as 

M i s s i o n s  become r e s p o n s i b l e  f o r  a p p r o v i n q  a  much g r e a t e r  percentage o f  

t h e i r  own p r o j e c t s ,  (proposed d e l e g a t i o n  o f  a u t h o r i t y  f o r  p r o j e c t  

a p p r o v a l )  a  much s t r o n g e r  emphasis i s  expected on imp lementa t ion ,  as 

AAs and M i s s i o n s  w i l l  be "on t h e  l i n e "  t o  a  g r e a t e r  e x t e n t  i n  terms 

o f  r e s p o n s i  b i l  i t y  f o r  sound development e f f o r t s .  
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2. The PID: E a r l y  i n  t h e  workshop a  consensus was reached 

t h a t  g u i d e l i n e s ,  p r e p a r a t i o n  and r e v i e w  p rocess  r e q u i r e d  much 

g r e a t e r  a t t e n t i o n  i n  b o t h  Washington and t h e  f i e l d .  There  was 

genera l  agreement t h a t  t h e  PID w i l l  have t o  be a  more s u b s t a n t i v e  

document i n  t h e  f u t u r e  and t h a t  t h e  PID r e v i e w  p rocess  w i l l  have t o  be 

upgraded i n  te rms o f  p r o f e s s i o n a l  q u a l i t y ,  (AFR/DR i s  p r e s s i n g  on t h i s  

i s s u e .  See S e c t i o n  I I I . B . 2 .  be low) .  New gu idance i s  needed. 

3. The Role  o f  t h e  P r o j e c t  O f f i c e r :  The f a c t  t h a t  i n  many 

i n s t a n c e s  i n  West A f r i c a ,  p r o j e c t  o f f i c e r s  ( b a c k s t o p  code 94) a r e  

b e i n g  ass igned  t o  a s s i s t a n t  program o f f i c e r  c e i l i n g s  o r  o r g a n i z a t i o n a l l y  

p l a c e d  w i t h i n  program o f f i c e s  was r a i s e d  r e p e a t e d l y  as b e i n g  a  n e g a t i v e  

c a r e e r  i n c e n t i v e  and damaging t o  mora le .  The concensus o f  t h e  g roup  

appeared t o  be t h a t  t h e  pe rmanen t l y  ass igned  p r o j e c t  o f f i c e r s  s h o u l d  

r e p o r t  d i r e c t l y  t o  M i s s i o n  management and move i n  a  s e p a r a t e  and 

d i s t i n c t  c a r e e r  t r a c k .  AIDIW r e p r e s e n t a t i v e s  agreed t o  s t u d y  t h e  

s i t u a t i o n .  

4.  E v a l u a t i o n  o f  C o n t r a c t o r s :  The need f o r  a  v i a b l e  and l e g a l  

system f o r  per formance e v a l u a t i o n  o f  c o n t r a c t  d e s i g n  and o t h e r  t e c h n i c i a n s  

was b r o u g h t  up t i m e  and a g a i n  d u r i n g  t h e  Workshop. A  proposed system 

u t i  1 i z i n g  s t a n d a r d  A I D  forms deve loped by t h e  AFRIDR Program Suppor t  

S t a f f  was c i r c u l a t e d  f o r  comment. F u r t h e r  gu idance w i l l  be f o r t h c o m i n g  

on t h i s .  

5. Use o f  Loca l  Resources:  I n  response t o  one p rob lem a f t e r  

ano the r ,  b e t t e r  use o f  i n - c o u n t r y  and A f r i c a n  t a l e n t  emerged as a  

p a r t i a l  s o l u t i o n .  A f r i c a n  c o n s u l t i n g  f i r m s ,  u n i v e r s i t i e s ,  p r i v a t e  and 

v o l u n t a r y  o r g a n i z a t i o n s  and e x i s t i n g  p o o l s  o f  i n d i v i d u a l  s k i l l e d  manpower 

s h o u l d  be tapped much more e x t e n s i v e l y  t h a n  i s  t h e  c u r r e n t  p r a c t i c e ,  

wh ich  i s  a l m o s t  t o t a l l y  e x p a t r i a t e  o r i e n t e d .  
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6. T i t l e  111. The PL 480, T i t l e  I11 p r e s e n t a t i o n  sparked 

a  l i v e l y  d i s c u s s i o n  about  t h e  p r a c t i c a l i t y  o f  t h i s  c o n t r o v e r s i a l  

new program. Much a d d i t i o n a l  c l a r i f y i n g  guidance i s  needed. 

C .  Pending o r  Fo l low-up A c t i o n :  

1 .  A  s p e c i a l  w o r k i n g  group was formed t o  c o n s i d e r  t h e  need 

f o r  m o d i f i c a t i o n  t o  PID d e s i g n  and r e v i e w  procedures e s p e c i a l l y  i n  v iew 

o f  t h e  proposed d e l e g a t i o n s  o f  a u t h o r i t y  f o r  p r o j e c t  approva l  and t h e  

demise o f  t h e  PRP. Recommendations f rom t h e  work ing  group were p resen ted  

t o  t h e  workshop (see S e c t i o n  I11 .H.)  and w i l l  be rev iewed i n  AID/W. 

2. The need t o  p r o v i d e  more c a r e e r  i n c e n t i v e s  f o r  p r o j e c t  

o f f i c e r s  and a  means t o  r e p o r t  d i r e c t l y  t o  M i s s i o n  management w i l l  be 

s t u d i e d  i n  AIDIW, and recommendations w i l l  be made t o  Bureau Management 

as a p p r o p r i a t e .  

3 .  Samples o f  e x c e l l e n t  scopes o f  work f o r  p r o j e c t  des ign  teams 

and t e c h n i c i a n s  w i l l  be d i s t r i b u t e d  t o  t h e  f i e l d  by AIDIW (AFRIDRIARD) 

as soon as p o s s i b l e .  

4. I n  t h e  env i ronmenta l  area,  model lEEs and precedents  f o r  

s u c c e s s f u l  methods o f  d e a l i n g  w i t h  some o f  t h e  tougher  env i ronmenta l  

i s s u e s  w i l l  be d i s t r i b u t e d  t o  t h e  f i e l d  by Bess ie  Boyd 's  o f f i c e .  

( AFRIDRISDP) 

5. E v a l u a t i o n :  A  pend ing recommendation c a l l s  f o r  AIDIW t o  

p r o v i d e  gu idance t o  USAIDs w i t h  r e s p e c t  t o  e v a l u a t i o n  and i n f o r m a t i o n  

system a l t e r n a t i v e s ,  e s p e c i a l l y  those  o f  r e l e v a n c e  t o  e v o l u t i o n a r y ,  

phased and "phased and "process"  des ign  t y p e  p r o j e c t s .  

6. Procurement: Fo r  t h e  sake o f  improved imp lementa t ion  

p l a n n i n g ,  AIDIW (SERICOM) w i l l  p r o v i d e  a s e r i e s  o f  e s t i m a t e s  t o  t h e  

f i e l d  w i t h  r e s p e c t  t o  t i m e  requ i rements  f o r  v a r i o u s  c l a s s e s  and 



c a t e g o r i e s  o f  procurement ( v e h i c l e s  , and o t h e r  commonly f i n a n c e d  

equipment)  . 
7 .  The proposed system f o r  improved p r o j e c t  d e s i g n  and 

o t h e r  c o n t r a c t o r  per formance e v a l u a t i o n  w i l l  be r e f i n e d  and 

o f f i c i a l l y  t r a n s m i t t e d  t o  M i s s i o n s .  

8. REDSOIWA w i l l  r e d i s t r i b u t e  a  l i s t  o f  A f r i c a n  c o n s u l t i n g  

f i r m s  q u a l i f i e d  and a v a i l a b l e  f o r  p r o j e c t  d e s i g n  ass ignments .  

9. - W I D :  AFRIDR w i l l  seek t o  have t h e  W I D  o f f i c e  i n  AID/W 

d i s t r i b u t e  a  l i s t  o f  a v a i l a b l e  WID c o n s u l t a n t s  and e x p e r t s  f o r  

p r o j e c t  d e s i g n .  

10 .  New g u i d e l i n e s  f o r  s o c i a l  soundness ana lyses  a r e  b e i n g  

p repared  by PPC ( S t u d i e s  D i v i s i o n ) .  Suggest ions  a r e  s o l  i c i  t e d  f r o m  

F i e l d  M i s s i o n s .  

11 .  Guidance f o r  mee t ing  e n g i n e e r i n g  c r i t e r i a  under  611a 

and /o r  examples o f  e x c e l  1  e n t  e n g i n e e r i n g  a n a l y s i s  and p l a n s /  

s p e c i f i c a t i o n s  w i l l  be d i s t r i b u t e d  t o  t h e  f i e l d  by AFR/DR/ENGR. 

12.  T i t 1  e  I 1 1  : REDS0 w i l l  a n a l y z e  p o t e n t i a l  r e c i p i e n t  c o u n t r i e s  

r e l a t i v e  t o  T i t l e  I 1 1  e l i g i b i l i t y  c r i t e r i a .  

D. The Body o f  t h e  Repor t  

The f o l l o w i n g  i s  a  d e t a i l e d ,  s e s s i o n  by sess ion ,  d e s c r i p t i o n  

o f  t h e  seminar p o r t i o n  o f  t h e  Workshop. I n  each case t h e  i n i t i a l  

p r e s e n t a t i o n  has been summarized, and key p o i n t s  from ensuing 

d i s c u s s i o n s  have been h igh1  i g h t e d .  

The r e p o r t  i s  b roken down by f u n c t i o n a l  c a t e g o r i e s ,  as was 

t h e  workshop i t s e l f ,  i n c l u d i n g :  
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. I n t r o d u c t i o n  and Opening Sessions 

. Program S t r a t e g y  Development and P r o j e c t  I d e n t i f i c a t i o n  

. P r o j e c t  Design and Development 

, Recur r ing  Design Issues 

. PL 480 T i t l e  I 1 1  

. Other Design Cons ide ra t ions  

. The Washington Review Process 
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A01 DJAN 

111. Workshop Sess ions 

A. I n t r o d u c t i o n  t o  Workshop 

1 .  Opening Remarks: Gordon Evans, D i r e c t o r ,  REDSOIWA 

A f t e r  welcoming Workshop p a r t i c i p a n t s  t o  A b i d j a n ,  

M r .  Evans went on t o  s t r e s s  t h e  f o l l o w i n g  p o i n t s  

c o n c e r n i n g  REDSOIWA. 

. REDSO's fo rmer  r o l e  o f  a u t h o r i t y  i n  C e n t r a l  and West 

A f r i c a  i s  o v e r .  I t  i s  now s t r i c t l y  a  s e r v i c e  o r g a n i z a t i o n .  

. M i s s i o n  personne l  o f  t h e  r e g i o n  s h o u l d  "come t o  A b i d j a n "  
0 f 

when i n  need o f  t e c h n i c a l  h e l p  f o r  r e s o l u t i o ~ p r o b l e m s .  

"We w i l l  respond. "  A c t i o n  o f f i c e r s  w i l l  be ass igned  t o  a l l  

v i s i t o r s .  A r e p o r t  t o  t h e  D i r e c t o r  w i l l  be made on each 

v i s i t .  "We have a  good s t a f f .  C a l l  on us . "  

. The n o t i o n  o f  " t u r f " ,  o r  t e r r i t o r i a l  i n t e g r i t y ,  i n  

C e n t r a l  and West A f r i c a  s h o u l d  be a b o l i s h e d .  REDSO, A I D / \  

and F i e l d  M i s s i o n s  must  and w i l l  work as a  team t o  g e t  t h e  

j o b  done. There i s  no o t h e r  c h o i c e  c o n s i d e r i n g  t h e  

magni tude o f  t h e  t a s k .  

2.  I n t r o d u c t o r y  Remarks and Conceptual  Framework o f  t h e  

Conference : 

John Koehr ing ,  D i r e c t o r ,  AFRIDR. 

M r .  Koehr ing  began w i t h  an e x p l a n a t i o n  o f  t h e  e v o l v i n g  

r o l e ,  s t r u c t u r e  and f u n c t i o n s  o f  t h e  O f f i c e  o f  Development 

Resources (AFR/DR). He a l s o  s t r e s s e d  t h e  r o l e  o f  t h e  o f f i c e  

as a  s e r v i c e  o r g a n i z a t i o n  t o  meet f i e l d  needs and d e s c r i b e d  

AFR/DR1s e f f o r t s  t o  improve i t s  own e f f i c i e n c y  i n  h a n d l i n g  
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p r o j e c t - r e l a t e d  m a t t e r s  a t  a l l  s tages - i n c l u d i n g  t h e  PID. 

(See PID S e c t i o n  below.)  He emphasized, however, t h a t  

fundamental  r e s p o n s i b i l i t y  f o r  p r o j e c t  development and 

i m p l e m e n t a t i o n  c l e a r l y  shou ld  c o n t i n u e  t o  be w i t h  t h e  

i n d i v i d u a l  m i s s i o n .  

Mr. Koehr ing  t h e n  d e s c r i b e d  t h e  Washington v iew  o f  t h e  

concep tua l  framework o f  t h e  workshop, p r i o r  t o  moving on t o  

a number o f  s p e c i f i c  p o i n t s  o f  genera l  i n t e r e s t  as w e l l  as 

developments i n  Washington:  

. The George Wing e x e r c i s e  and pend ing d e l e g a t i o n s  o f  

a u t h o r i t y  f o r  p r o j e c t  a p p r o v a l .  (As o f  t h e  end o f  t h e  work- 

shop no new d e l e g a t i o n s  had been approved.  I t  was suspected 

t h a t  app rova l  a u t h o r i t y  wou ld  p r o b a b l y  come t o  somewhere i n  

t h e  $2-3.5 m i l l i o n  range . )  

. Budget vs S t a f f .  There i s  a move t o  doub le  p r o j e c t -  

r e l a t e d  f u n d i n g  f o r  t h e  A f r i c a  Program, b u t  t h e  outcome i s  

u n c e r t a i n .  On t h e  personne l  s i d e ,  however, no new s t a f f  w i l l  be 

p o s s i b l e  due t o  a genera l  government-wide cu tback .  (How t h i s  

w i l l  impac t  on AID remains  t o  be seen.) Mr. Koehr ing  commented 

on t h e  work load  now f a c i n g  b o t h  t h e  Bureau and t h e  F i e l d ,  (97  

o b l i g a t i o n  a c t i o n s  i n  FY 1978 - a l m o s t  t w i c e  as  many as any 

o t h e r  geograph ic  r e g i o n ) ,  and t h e  c o n t i n u i n g  need t o  st ream- 

l i n e  procedures  and improve e f f i c i e n c y  o f  o p e r a t i o n s .  
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. Foundat ior  f o r  I n t e r n a t i o n a l  Technica l  Cooperat ion (FITC).  

The Foundat ion i s  t o  be i n  t h e  Congressional  P resen ta t i on  f o r  

1980. A  cons ide rab le  p o r t i o n  o f  DSB's p o r t f o l i o  may be 

consumed. The new o r g a n i z a t i o n  m igh t  draw i t ' s  s t a f f ,  i n  p a r t ,  

f rom DSB and r e g i o n a l  t e c h n i c a l  o f f i c e s .  

. I n t e g r a t e d  Personnel System. A  r e p o r t  e s t a b l i s h i n g  t h e  

proposed system i s  due t o  be submi t ted  t o  Congress by March 15. 

I t  w i l l  be pub1 i shed  i n  t h e  Federal Reg i s t e r  and w i l l  become 1  aw 

i n  90 days un less  h e l d  up by Congressional  a c t i o n .  

. The PID Approval  Process. A  d r a f t  memo i s  c i r c u l a t i n g  i n  

Washington which would " t i g h t e n "  t h e  r ev i ew  process. As proposed, 

cop ies  o f  each PID w i l l  be sen t  c o n c u r r e n t l y  t o  AFR/DP and DR. 

DP i n  t u r n  w i l l  r eco rd  t h e  PID and send cop ies  t o  t he  geographic 

o f f i c e  f o r  rev iew.  O f f i c i a l  r ev i ew  and cab le  response t o  t h e  

F i e l d  i s  t o  occur  w i t h i n  a  20 day pe r i od .  I f  a  PID i s  n o t  approved, 

t h e  F i e l d  would be so n o t i f i e d  w i t h  reasons. I t  i s  a l s o  proposed 

t h a t  a l l  PID rev iews  be c h a i r e d  by a  geographic o f f i c e  d i r e c t o r .  

AA/AFR i s  t o  h o l d  b i -week ly  s t a t u s  rev iews  o f  submi t ted  PIDs. 

. Regu la t ion  16. A  recommendation t o  de lega te  a u t h o r i t y  t o  make 

t h r e s h o l d  dec i s i ons  based on IEEs on a  v a r i e t y  o f  p r o j e c t  t ypes  

has been c l e a r e d  by t h e  AA/AFR. Th is ,  and o t h e r  changes, i s  t h e  

s u b j e c t  o f  an Agency C i r c u l a r  A i rg ram (now i n  d r a f t )  t o  a l l  

M iss ions  g i v i n g  i n s t r u c t i o n s  on r e v i s e d  procedures.  

. Consol i d a t e d  De lega t ion  o f  A u t h o r i t y .  'The r e c e n t l y  i s sued  

consol  i d a t e d  d e l e g a t i o n  o f  a u t h o r i t y  t o  t h e  REDSOs, F i e l d  M iss ions  

and o t h e r  pos ts  was po in ted  o u t  f o r  d i s c u s s i o n  l a t e r  i n  t h e  week. 



. Women-in-Development (WID). M r .  Koehr ing s t ressed  t h e  

AA's v iew t h a t  AID should  t a k e  women, as w e l l  as a l l  o t h e r  

people, i n t o  account i n  p r o j e c t s  r a t h e r  than  a t t e m p t i n g  t o  

des ign a  number o f  spec ia l  p r o j e c t s  d e a l i n g  e x c l u s i v e l y  w i t h  

women. The AA i s  " v e r y  i n t e r e s t e d "  i n  a  sound W I D  p o l i c y  and 

s o l i c i t s  comments f rom t h e  f i e l d .  

. Eva lua t i on  o f  Con t rac to rs .  M r .  Koehr ing h i g h l i g h t e d  t h e  

need f o r  a  v i a b l e  and l e g a l  system f o r  e v a l u a t i o n  o f  c o n t r a c t  

des ign  t echn i c i ans .  A  proposed system u t i l i z i n g  s tandard AID 

forms which would be by t h e  AFR/DR Program Support  S t a f f  was 

c i r c u l a t e d  f o r  comment. Apparent ly ,  t h e  same consu l t an t s  o f  

marg ina l  performance keep showing up on one des ign j o b  a f t e r  

another  w i t h  depress ing r e g u l a r i t y ,  i .e., Dakar i n  A p r i l  - 
K i g a l i  i n  May, e t c .  

3. View f rom t h e  Desk: J im K e l l y ,  D i r e c t o r ,  AFR/SFWA 

M r .  K e l l y  commented b r i e f l y  on t h e  general  theme o f  t h e  need t o  

upgrade t h e  q u a l i t y  o f  des ign i n  t h e  r eg ion .  He a l s o  s t r essed  t h e  

need (now t h a t  g r e a t e r  s t a f f  and des ign  t a l e n t  i s  a v a i l a b l e  i n  t h e  

f i e l d )  t o  r e t u r n  and t ake  a  c r i t i c a l  l o o k  a t  what has gone before,  

i e . ,  p r o j e c t s  now be ing  implemented. Where redes ign  i s  i n d i c a t e d ,  

he emphasized, i t  should  be c a r r i e d  ou t .  Given t h e  reduced budget 

t h i s  year ,  and p robab ly  next ,  (due, among o t h e r  t h i n g s ,  t o  t h e  

p r a c t i c e  of incrementa l  f und ing  and r e c u r r i n g  o b l i g a t i o n s ) ,  i t  

should  be p o s s i b l e  t o  p u t  more e f f o r t  i n t o  a n a l y s i s  and p l ann ing  - 
bo th  o f  t h e  e x i s t i n g  and f u t u r e  p o r t f o l i o .  



B. Program S t r a t e g y  Development and P r o j e c t  I d e n t i f i c a t i o n  

1  . The Country  Devel opment S t r a t e g y  Statement (CDSS) 

P resen ta t i on :  John Koehr ing, D i r e c t o r ,  AFRIDR 

Panel : Cary Coul t e r ,  Program O f f i c e r ,  USA1 DIUpper Vol t a  

D ick  Dal aney, Program O f f i c e r ,  USAIDIChad 

Jim w a d s  ky, T ranspor t  Economist, REDSOIWA 

a )  Koehr ing: M r .  Koehr ing began w i t h  a  b r i e f  e x p l a n a t i o n  o f  

t h e  c u r r e n t  (FY 1981) CDSS process and ca lendar  as s e t  f o r t h  

i n  AIDTO C I R C  384, i e . :  

. A1 1  statements a r e  t o  be i n  by Jan. 31 , 1979 

. A l l  CDSSs a r e  t o  be rev iewed and r e p o r t s  sen t  t o  t h e  

f i e l d  by March 31, 1979. 

. I n d i c a t i v e  P lann ing  A1 l o c a t i o n s  ( IPAs)  a r e  t o  rep1 ace 

DAP- based p l ann ing  budgets.  

. The CDSSs a r e  t o  i n c l u d e  5-year p l ann ing  f i g u r e  

p r o j e c t i o n s .  

. A I D I W  w i l l  p r ov i de  approved p l ann ing  f i g u r e s ,  yea r  by year ,  

t oge the r  w i t h  comments on substance. Based on these  

Washington responses, t h e  ABS w i l l  be prepared.  

Concerning t h e  demanding requi rements  f o r  CDSS p resen ta t i ons ,  

M r .  Koehr ing i n d i c a t e d  t h a t  a d d i t i o n a l  measures were necessary 

t o  a s s i s t  smal l  pos ts  w i t h  l a r g e  p r o j e c t e d  programs. REDSOs w i l l  

be encouraged t o  a s s i s t ,  and o u t s i d e  c o n s u l t a n t s  may be r e q u i r e d  

d e s p i t e  t h e  general  p o l i c y  t h a t  t h e  CDSS should  be an i n t e r n a l l y  

generated document. M r .  Koehr ing a l s o  p o i n t e d  o u t  t h a t  f o r  those  

programs p r o j e c t e d  a t  l e s s  than  $35 m i l l  i o n  ove r  t h e  s t i p u l a t e d  

f i v e  yea r  pe r i od ,  o n l y  a  "sma l l  p o s t  s ta tement"  i s  r equ i r ed ,  



which i s  c o n s i d e r a b l y  l e s s  t a x i n g  a n a l y t i c a l l y .  As a  l o n g -  

t e r m  s t r a t e g y ,  M r .  Koehr ing s t r e s s e d  t h a t  l o n g - t e r m  r e s i d e n t  

economists and s o c i a l  s c i e n t i s t s  w i l l  be necessary  t o  

p r o p e r l y  deal  w i t h  CDSS requ i rements .  

b)  D iscuss ion :  

I n  genera l ,  Workshop p a r t i c i p a n t s  expressed t h e  concern t h a t  

t h e  e x t e n s i v e  and a m b i t i o u s  n a t u r e  o f  t h e  PPC i n s t r u c t i o n s  may 

cause t h e  CDSS t o  evo lve  away f rom i t s  o r i g i n a l  purpose o f  

s e r v i n g  as a  conc ise  and s imp le  p l a n n i n g  t o o l  f o r  t h e  AID 

programming process, and become an o b j e c t  i n  i t s e l f .  I t  was 

s t r e s s e d  t h a t  an excess ive  amount o f  M i s s i o n  t i m e  and energy 

c o u l d  be expended on t h e  CDSS t o  t h e  d e t r i m e n t  o f  b o t h  p r o j e c t  

des ign  and implementat ion,  r e p r e s e n t i n g  y e t  ano ther  c o n s t r a i n t  

t h e r e t o .  I n  a d d i t i o n ,  i t  was p o i n t e d  o u t  t h a t  a  g r e a t  dea l  o f  

d i r e c t  h i r e  and c o n s u l t a n t  t i m e  and money were devoted t o  t h e  

p r e p a r a t i o n  o f  t h e  DAP, t h e  o v e r a l l  p l a n n i n g  e f f o r t  which p re -  

ceeded t h e  CDSS. I n  many cases much o f  t h e  i n f o r m a t i o n  and 

substance o f  t h e  CDSS may a l r e a d y  e x i s t  i n  t h e  DAP, The CDSS, 

t h e r e f o r e ,  wherever p o s s i b l e ,  should  b u i l d  on o r  r e f i n e  an 

e x i s t i n g  DAP r a t h e r  than  d u p l i c a t e  i t .  A  s imp le  and c o n c i s e  

CDSS, i t  was argued, i s  1  i a b l e  t o  be more e x t e n s i v e l y  used f o r  

o p e r a t i o n a l  purposes by b o t h  f i e l d  and Washington personnel ,  

and be more i n  keeping w i t h  t h e  A d m i n i s t r a t o r ' s  d e s i r e  t o  

reduce b u r e a u c r a t i c  c o n s t r a i n t s  and a c c e l e r a t e  t h e  pace and 

improve t h e  qua1 i t y  o f  p r o j e c t  des ign  and imp1 ementat ion.  



The rema inder  o f  t h e  d i s c u s s i o n  emphasized t h e  f o l l o w i n g  q u e s t i o n s  

and concerns :  

. There i s  a  r e a l  t i m i n g  p rob lem a s s o c i a t e d  w i t h  CDSS p r e p a r a t i o n .  

To do t h e  j o b  p r o p e r l y ,  USAIDs must  c a r r y  o u t  budge ta ry  

n e g o t i a t i o n s  w i t h  h o s t  governnients -in January  and February ,  a  

f u l l  two y e a r s  i n  advance o f  a c t u a l  commitment o f  f unds .  

. The " s o p h i s t i c a t i o n "  o f  t h e  CDSS was b r o u g h t  up a g a i n  as b e i n g  

beyond e x i s t i n g  a n a l y t i c a l  c a p a b i l i t y  i n  t h e  f i e l d .  O u t s i d e  

he1 p  i s  needed. REDS0 r e p r e s e n t a t i v e s  o f f e r e d  t o  a s s i s t  wherever  

p o s s i b l e .  I n  f a c t ,  REDSOIWA i s  a n x i o u s  t o  d e v e l o p  a  s p e c i a l  

c a p a b i l i t y  and e x p e r t i s e  i n  t h i s  area.  A l s o ,  c o n t r a c t  i n p u t s  

can be made. A l a n  Hoben, PPC, p o i n t e d  o u t  t h a t  "even rough  

e s t i m a t e s  were b e t t e r  t h a n  n o t h i n g " ,  and t h a t  much u s e f u l  i n s i g h t  

c o u l d  be drawn f rom even v e r y  shaky d a t a .  

. The need f o r  a  r e l a t i o n s h i p  between t h e  CDSS and t h e  PID was 

d i s c u s s e d  a s  a  c o n s t r a i n i n g  f a c t o r .  Washington r e p r e s e n t a t i v e s  

s t r e s s e d ,  however, t h a t ,  a1 though  t h e r e  o b v i o u s l y  s h o u l d  be a  

s o l i d  b a s i s  f o r  programs and p r o j e c t  a r e a s  e s t a b l i s h e d  i n  t h e  

CDSS, Under c u r r e n t  g u i d e l i n e s  no PID w i l l  be r e j e c t e d  s o l e l y  

f o r  l a c k  o f  c o r r e l a t i o n  w i t h  t h e  s t r a t e g y  s t a t e m e n t .  I f  a  

PID I s  n o t  i n  l i n e  w i t h  t h e  CDSS, however, t h e  document s h o u l d  

c a n d i d l y  p o i n t  t h i s z 3 u t  e x p l a i n  why and go on t o  j u s t i f y  t h e  

p r o j e c t  on  o t h e r  grounds.  

2 .  The P r o j e c t  I d e n t i f i c a t i o n  Document ( P I D )  P r e s e n t a t i o n  : 

W i l l i a m  Johnson, C h i e f ,  AFRIDRIARD 
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Panel : Jonathan McCabe, C h i e f ,  AFR/DR/SFWAP 

Rober t  Shoemaker, C a p i t a l  Development O f f i c e r ,  USAID Kinshasa 

Noel Marsh, Program O f f i c e r  , USAI D/Li  b e r i a  

a )  Johnson: B i l l  Johnson made a  b r i e f  p r e s e n t a t i o n  h igh1 i g h t i n g  t h e  

f o l l o w i n g  p o i n t s .  

. Handbook 3 guidance on t h e  PID i s  b a s i c a l l y  adequate, i f  taken  

s e r i o u s l y .  "We do n o t  want PRPs i n  d i s g u i s e "  

. The PID shou ld  be b o t h  complete and thorough and must be 

t e c h n i c a l l y  v a l i d .  That  i s ,  i n  many cases a p p r o p r i a t e  

t e c h n i c i a n s  shou ld  c o n t r i b u t e ,  r e v i e w  and o t h e r w i s e  make 

i n p u t s  t o  development o f  PIDs, a l t h o u g h  f u l l  t e c h n i c a l  

ana lyses a r e  r a r e l y  necessary.  

. The PID should  demonstrate what i s  t o  be done and 

o b j e c t i v e s  a r e  t o  be accompl i s  hed. 

. "St raw men" should  n o t  be used. I f  t h e r e  a r e  no a l t e r n a t i v e s ,  

t h i s  should  be c a n d i d l y  s t a t e d .  

. Other  donor a c t i v i t y  must be desc r ibed .  

. Issues  should  be noted,  e s p e c i a l l y  where management d e c i s i o n s  

a r e  r e q u i r e d .  

. Scopes o f  work f o r  f u l l  p r o j e c t  des ign  should  be i n c l u d e d  

o r  a t t a c h e d  t o  t h e  PID, e s p e c i a l l y  where i n p u t s  f rom o u t s i d e  

t h e  Agency a r e  r e q u i r e d .  

. The t e c h n i c a l  o f f i c e s  i n  Washington (AFR/DR) a r e  prepared 

t o  he1 p  b o t h  i n  development and r e v i e w  o f  PIDs, as  w e l l  as 

i n  e s t a b l  i s h i n g  t e c h n i c a l  requ i rements  f o r  t h e  PP e f f o r t  

t o  f o l l o w .  T h i s  tends t o  d i scourage  t h e  "adversa ry "  

r e l a t i o n s h i p  w i t h  t h e  f i e l d  sometimes noted i n  t h e  p a s t .  



. The Board f o r  I n t e r n a t i o n a l  Food and A g r i  c u l  t u r a l  Development 

(BIFAD) i s  i n t e r e s t e d  i n  r e v i e w i n g  a l l  a p p r o p r i a t e  PIDs as 

e a r l y  as p o s s i b l e  f o r  p o s s i b l e  T i t l e  X I 1  i nvo lvement .  I n  

t h o s e  cases where a  T i t l e  X I 1  imp lement ing  i n s t i t u t i o n  i s  

d e f i n i t e l y  n o t  a d v i s e a b l  e, PIDs shou ld  so s t a t e  and a r t i c u l a t e  

t h e  why. 

b )  D iscuss ion :  

A  number o f  coniments f rom t h e  f l o o r o p i n e d  t h a t  t h e  PID, o f  

n e c e s s i t y ,  w i l l  have t o  be a  much Illore s u b s t a n t i a l  document 

i n  t h e  f u t u r e ,  e s p e c i a l l y  when t h e  proposed d e l e g a t i o n  o f  

a u t h o r i t y  f o r  p r o j e c t  approva l  i n  t h e  f i e l d  becomes a  r e a l i t y .  

The need f o r  new guidance, s tandards  and c r i t e r i a  was s t r e s s e d  

a  number o f  t i m e s .  

The f o l l o w i n g  a d d i t i o n a l  p o i n t s  were b r o u g h t  o u t  d u r i n g  

d i s c u s s i o n :  

. AFRDR hopes t o  c o n t r i b u t e  t o  making t h e  PID approva l  

process more mean ing fu l  t h a n  i n  t h e  p a s t .  (See 

M r .  K o e h r i n g ' s  remarks on t h e  PID under  i n t r o d u c t i o n  

above. ) 

. D u r i n g  PID development t h e  h o s t  government s h o u l d  be 

c o n s u l t e d .  PIDs. shou ld  o n l y  be s u b m i t t e d  when t h e y  have 

a t  a  minimum, t e n t a t i v e  s u p p o r t  f rom a p p r o p r i a t e  h o s t  

government e n t i t i e s .  

. The need f o r  PD and S  money f o r  PID development was 

b r o u g h t  up, g i v e n  t h a t  PIDs would now r e q u i r e  more 

s u b s t a n t i a l  d e s i g n  and t e c h n i c a l  i n p u t s .  A1 D/W responded 

t h a t  PD and S money, o v e r  and above M i s s i o n  a l l o t m e n t s  



c o u l d  be a l l o c a t e d  on a  case by case b a s i s  depending on t h e  

need and p r i o r i t y  o f  a  p a r t i c u l a r  p r o j e c t .  

. The i d e a  o f  u s i n g  a  s i n g l e  PID f o r  a  number ( " b a s k e t " )  

o f  p r o j e c t s  was d iscussed b r i e f l y .  The f e e l i n g  was t h a t  
a 

t h i s  w a s / p o s s i b i l i t y ,  b u t  would have t o  be s t u d i e d  on a  

case by case bas is .  

. Regarding how c l o s e l y  t h e  f i n a l  PP must resemble o r  adhere 

t o  t h e  des ign  e s t a b l i s h e d  i n  t h e  PID, M r .  Koehr ing s t a t e d  

t h a t  i f  t h e  change was s i g n i f i c a n t  i n  terms o f  e i t h e r  

bas ic  s t r u c t u r e  o r  fund ing ,  t h e  M i s s i o n  shou ld  come back 

t o  Washington w i t h  an i n t e r i m  r e p o r t  o r  some t y p e  o f  change 

p r e s e n t a t i o n .  

F i n a l l y ,  g i v e n  unreso lved  ques t ions  and concerns r e g a r d i n g  

what t h e  PID should  be, a  work ing  group was proposed which would r e v i e w  

requ i rements  and procedures and make recommendations t o  AIDIW. The 

group, composed o f  B i l l  Johnson, Mike Speers, Graham Thompson, 

Robert  Shoemaker, D ick  Delaney and Norm Sheldon, met d u r i n g  t h e  week 

and presented t h e i r  recommendations on t h e  l a s t  a f t e r n o o n  o f  t h e  

Workshop. (See H be1 ow). 



C.  P r o j e c t  Design and Development : 

1 .  I n n o v a t i o n s  i n  Design:  

P r e s e n t a t i o n s :  

Panel : 

John Heard, Design C o n s u l t a n t  
(Design I n n o v a t i o n s )  

B i l l  Johnson, C h i e f ,  
AFRIDRIARD, T i t l e  X I1  

John E r i c s o n ,  L i v e s t o c k  Economist, 
REDSOIWA 

C h ~ ~ c k  Hus ick ,  AFRIDR, 
(Works hop C o o r d i n a t o r )  

Glen Slocum, Program O f f i c e r ,  OMVS, 
USAIDISenegal 

a )  Heard, Design I n n o v a t i o n s ,  Genera l :  

The t h r u s t  o f  John H e a r d ' s  p r e s e n t a t i o n  was t o  encourage t h e  

a p p l i c a t i o n  o f  i n n o v a t i v e  i d e a s  e a r l y  i n  t h e  d e s i g n  process i n  o r d e r  

t o  deve lop  i m a g i n a t i v e  ways o f  d e a l i n g  w i t h  some o f  t h e  more severe 

c o n s t r a i n t s  f r e q u e n t l y  encountered i n  t h e  A f r i c a  Program ( l a c k  o f  d a t a ,  

i n f r a s t r u c t u r e ,  an i n s t i t u t i o n a l  and human r e s o u r c e  base, e t c . ) .  O f t e n  

such c o n s t r a i n t s  pose a l m o s t  i m p o s s i b l e  b a r r i e r s  t o  adequate f e a s i b i l i t y  

ana lyses  and p l a n n i n g  p r i o r  t o  p r o j e c t  a u t h o r i z a t i o n .  

M r .  Heard t h e n  t u r n e d  t o  a  b r i e f  d i s c u s s i o n  o f  t h e  models l i s t e d  

below, b u t  s t r e s s e d  t h a t  t h e s e  were o n l y  i l l u s t r a t i v e  o f  what has t h u s  

f a r  been a t tempted .  They a r e  by no means t h e  o n l y  o p t i o n s .  Suggest ions 
1  

and o t h e r  " i n n o v a t i o n s "  a r e  encouraged. The Bureau i s  p repared  t o  

under take  c e r t a i n  r i s k s  i n  o r d e r  t o  exper imen t  w i t h  new schemes f o r  

a d d r e s s i n g  t r a d i t i o n a l  i s s u e s .  

As ment ioned i n  t h e  d r a f t  gu idance paper,  t h e  c a t c h  word " i n n o v a t i o n "  
i s  used f o r  l a c k  o f  a  b e t t e r  te rm.  Most o f  t h e  approaches d i scussed  
have been around f o r  a  number o f  y e a r s .  
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. Phased Development: For a  l o n g  t e r m  p r o j e c t  w i t h  i n s t i t u t i o n a l ,  

system o r  s e c t o r  o b j e c t i v e s  eg. (Casamance Regiona l  Development 

P r o j e c t  i n  Senegal ) ,  t h e  f i r s t  phase can l a y  i n s t i t u t i o n a l ,  r e s e a r c h  

and i n f r a s t r u c t u r e  ground work o v e r  a  t h r e e  t o  f i v e  y e a r  p e r i o d .  

T h i s  would be f o l l o w e d  by a  s i g n i f i c a n t l y  expanded f i e l d  o p e r a t i o n a l  

phase. 

. The E v o l u t i o n a r y  Approach: A  v a r i a t i o n  o f  phased development,  t h e  

e v o l u t i o n a r y  approach,  i s  f o r  t h o s e  cases where a  m a j o r  e f f o r t  i n  d a t a  

c o l l e c t i o n  and a n a l y s i s ,  t r a i n i n g  and /o r  e x p e r i m e n t a t i o n  i s  necessary  

p r i o r  t o  l a u n c h i n g  a  complex o r  i n t e g r a t e d  development e f f o r t .  I n  

t h e s e  s i t u a t i o n s ,  an a l t e r n a t i v e  i s  t o  a u t h o r i z e  a  sma l l  p r o j e c t  w i t h  

modest i n i t i a l  i n t e r v e n t i o n s  w h i l e  t e c h n i c a l  s p e c i a l i s t s ,  c o n t r a c t e d  

by  t h e  p r o j e c t ,  c a r r y  o u t  necessary  s t u d i e s  f o r  t h e  a u t h o r i z a t i o n  o f  a  

l a r g e r  p r o j e c t  two t o  t h r e e  y e a r s  l a t e r .  

. The Process Approach: T h i s  approach i n v o l v e s  t h e  n o t i o n  o f  a  dynamic 

des ign ,  imp lemen ta t i on ,  r e d e s i g n  process w i t h  b u i l t - i n  d a t a  g a t h e r i n g  and 

management, feedback,  p l a n n i n g  and r e p l a n n i n g  c h a r a c t e r i s t i c s .  The model 

i s  app l  i c a b l  e  t o  cases where a c t u a l  f i e l d  e x p e r i m e n t a t i o n  i s  r e q u i r e d  

a l o n g  w i t h  d a t a  g a t h e r i n g  and a n a l y s i s  i n  o r d e r  t o  a d e q u a t e l y  shape and 

reshape i n t e r v e n t i o n s .  (Arusha P l a n n i n g  and V i l l  age Development i n  

~ a n z a n i a ) .  

. Core C a p a c i t y - t y p e  P r o j e c t s :  T h i s  t y p e  o f  p r o j e c t  i s  g e n e r a l l y  a  

p r e c u r s o r  t o  a  s e c t o r  l e v e l  i n i t i a t i v e  b u t  i s  a l s o  s u i t a b l e  f o r  l o n g  

range r i v e r  b a s i n  and r e g i o n a l  development e f f o r t s  i n v o l v i n g  t h e  

e s t a b l i s h m e n t  o f  s p e c i a l  " a u t h o r i t i e s "  o r  p r o j e c t  management u n i t s .  
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I n  most cases t h e  p r o j e c t  aims a t  e s t a b l i s h i n g  a  permanent 

i n s t i t u t i o n a l  a n a l y t i c a l  and p l ann ing  c a p a b i l i t y  o f t e n  o f  an i n t e r -  

agency na tu re .  (A number o f  examples a r e  a v a i l a b l e  f r om  t h e  L a t i n  

American program due t o  i t s  heavy pas t  emphasis on s e c t o r  p l ann ing . )  

. Rura l  Works and Other Mu1 t i  p l  e  "Sub-Pro ject "  Approaches: 

The approach u s u a l l y  e s t a b l i s h e s  a  fund, a  mechanism, and sometimes 

an o r g a n i z a t i o n  f o r  t h e  e v a l u a t i o n ,  approva l  and m o n i t o r i n g  o f  sub- 

p r o j e c t s  -- o f t e n  o f  a  v i l l a g e  improvement, l ow - l eve l  e n t e r p r i s e ,  o r  

i n f r a s t r u c t u r e  na tu re .  Comprehensive c r i t e r i a  a r e  r e q u i r e d  f o r  

p r o j e c t  s e l e c t i o n  and approva l  u t i l  i z i n g  f i n a n c i a l  , economic, s o c i a l  , 

t e c h n i c a l  and p o l i c y  i n d i c a t o r s .  The model i s  a p p r o p r i a t e  f o r  t h e  

development o f  "ou t reach"  a n a l y t i c a l  and management c a p a c i t i e s  on t h e  

p a r t  o f  bo th  p u b l i c  and p r i v a t e  " d e l i v e r y  systems." ( M a l i  Rura l  Works). 

I t  shou ld  be no ted  t h a t  a  s p e c i a l  e f f o r t  i s  necessary w i t h  t h i s  

approach i n  o r d e r  t o  s a t i s f y  61 l a  requi rements .  (See Guidance Paper 

on Design I nnova t i ons .  Legal c o n s u l t a t i o n  i s  suggested p r i o r  t o  

commencing des ign  o f  such "basket"  p r o j e c t s  . )  

b)  Johnson, T i t l e  X I I :  

B i l l  Johnson began w i t h  a  b r i e f  overv iew o f  t h e  substance o f  

T i t l e  X I 1  l e g i s l a t i o n  and i t s  s i g n i f i c a n c e  t o  t h e  A f r i c a n  Program. 

I n  a d d i t i o n ,  he e l abo ra ted  on a  number o f  advantages, l i m i t a t i o n s  and 

o t h e r  c h a r a c t e r i s t i c s  o f  T i t l e  XI1 i n s t i t u t i o n s  re1  a t i v e  t o  v a r i o u s  

p r o j e c t  types and s i t u a t i o n s  faced by A f r i c a n ~ s s i o n s .  ~h~ more 

impo r t an t  p o i n t s  s t r essed  d u r i n g  h i s  p r e s e n t a t i o n  were as f o l l o w s :  
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. There a r e  112 q u a l i f y i n g  i n s t i t u t i o n s  -- a l l  competent  i n  

t h e i r  r e s p e c t i v e  d i s c i p l i n e s  - -  which a r e  r e p r e s e n t e d  by t h e  Board 

f o r  I n t e r n a t i o n a l  Food and A g r i c u l t u r a l  Development (B:[ FAD). The 

USDA i s  a l s o  a  BIFAD member. 

. T i t l e  XI1 i n s t i t u t i o n s  w i s h  t o  be i n v o l v e d  a t  t h e  e a r l i e s t  

p o s s i b l e  p l a n n i n g  s tage  f o r  program development, i . e . ,  d u r i n g  

CDSS p r e p a r a t i o n .  

. The J o i n t  Committee on A g r i c u l t u r a l  Development (JCAD) and 

t h e  J o i n t  Research Committee (JRC) a r e  t h e  o p e r a t i n g  components o f  

t h e  BIFAD. B i l l  Johnson i s  t h e  key person f o r  AFRIDR i n  b o t h  

commit tees.  JCAD i s  p a r t i c u l a r l y  anx ious  t o  c a r r y  o u t  base1 i n e  

s t u d i e s  i n  areas a p p r o p r i a t e  f o r  T i t l e  XI1  a c t i v i t y .  

. A T i t l e  XI1 c o l l a b o r a t i v e  c o n t r a c t  r e p r e s e n t s  a  s t r e a m l i n e d  mode 

o f  c o n t r a c t i n g ,  and, i f  mon i to red  p r o p e r l y  can proceed w i t h o u t  a  h i t c h  

f rom des ign  t o  imp lementa t ion .  (The RFP can be r e s t r i c t e d  t o  c e r t a i n  

T i t l e  XI1 i n s t i t u t i o n s . )  There a l s o  i s  o b v i o u s l y  a  need f o r  a  more 

e f f e c t i v e  code o f  ethics, among T i t l e  X I 1  schoo ls  compet ing f o r  AID 

c o n t r a c t s .  

. Some e v i d e n t  shor tcomings and prob lem a reas  o f  T i t l e  X I 1  a r e :  

- I t  i s  o f t e n  d i f f i c u l t  t o  r e c r u i t  p r o f e s s o r s  f o r  f i e l d  

assignments o f  more t h a n  two y e a r s .  (Such a  s t i p u l a t i o n  

s h o u l d  a lways be s p e l l e d  o u t  i n  t h e  RFP.) 

- There i s  a  tendency t o  send t h e  peop le  who can be spared 

f rom busy academic programs, i . e . ,  l e s s  t h a n  t h e i r  t o p  q u a l i t y  

peopl  e .  

- T i t l e  X I 1  teams a r e  o f t e n  v e r y  " n a i v e "  i n  t h e i r  d e s i g n  

work. They have l i t t l e  r e c e n t  p r a c t i c a l  e x p e r i e n c e  overseas.  



. I f  a  USAID does n o t  want a  T i t l e  X I1  i n s t i t u t i o n  f o r  a  pa r -  

t i c u l a r  p r o j e c t ,  t h i s  shou ld  be s t a t e d  -- w i t h  reasons. 

. I n  genera l ,  T i t l e  XI1  i n s t i t u t i o n s  a r e  capable  and a p p r o p r i a t e  

f o r  research ,  t r a i n i n g ,  ex tens ion ,  academic i n s t i t u t i o n a l  deve lop-  

ment, and i n f o r m a t i o n  system development i n  t h e  area o f  food 

p r o d u c t i o n  and d i s t r i b u t i o n .  They a r e  n o t  s u i t e d ,  n o r m a l l y ,  f o r  

more h e a v i l y  o p e r a t i o n a l  a c t i v i t i e s  such as l a n d  development, 

marke t ing ,  i n p u t  de l  i v e r y ,  e t c .  

c )  D iscuss ion :  

There was l i t t l e  t ime,  u n f o r t u n a t e l y ,  f o r  d i s c u s s i o n  as t h e  

p r e s e n t a t i o n s  t o o k  up most o f  t h e  sess ion .  The f o l l o w i n g  p o i n t s  

were r a i s e d  b r i e f l y :  

. PL 480, T i t l e  111, was r a i s e d  as ano ther  des ign  i n n o v a t i o n .  

(Covered Be1 ow, Sect  i o n  E )  . 
. There i s  a  need i n  t h e  f i e l d  f o r  ready  access t o  i n n o v a t i v e  

PPs prepared i n  o t h e r  m iss ions  and r e g i o n s .  AFR/DR should  

d i s t r i b u t e  good examples o f  a c c e p t a b l e  i n n o v a t i v e  approaches. A lso ,  

A I D ' S  Development I n f o r m a t i o n  S e r v i c e  (DIS) i s  a  good resource  and 

should  be more f r e q u e n t l y  used. 

. Thorough invo lvement  o f  t h e  h o s t  government a t  an e a r l y  s tage  

o f  any d e s i g n  e f f o r t  ( i n c l u d i n g  T i t l e  X I I )  was s t r e s s e d .  

. One o f  t h e  g r e a t e s t  problems w i t h  T i t l e  X I 1  i s  t h e  l a c k  o f  

language capabi  1  i t y  r e 1  a t i v e  t o  Francophone A f r i c a .  



. Bo th  AID and h o s t  governments can i n t e r v i e w  T i t l e  XI1 c a n d i d a t e s  

and b o t h  have t h e  r i g h t  o f  a p p r o v a l .  

2 .  The PP, Form and Substance:  

P r e s e n t a t i o n :  John Heard, Design C o n s u l t a n t  

Jack Morgan, AFRIDRIENGR 
W i  11 iam G i  11 , Supply  Management 

A d v i s o r ,  REDSOIWA 
C r a i g  Buxton,  I D I ,  Guinea B issau  
David Del gado, P r o j e c t  Manager, 

USA1 D/Mal i 
Tom K e l l  erman, C a p i t a l  Devel opment 

O f f i c e r ,  REDSOIWA 

a )  Heard:  

John Heard ' s  p r e s e n t a t i o n  c e n t e r e d  on form more t h a n  t h e  substance 

o f  t h e  PP and covered t h e  f o l l o w i n g  b a s i c  p o i n t s :  

. Above a l l ,  t h e  PP shou ld  be honest .  I s s u e s  shou ld  be c a n d i d l y  s e t  

f o r t h  i n  t h e  open ing summary and t r e a t e d  i n  d e p t h  i n  t h e  body o f  t h e  

document. 

. The PP shou ld  be c a r e f u l l y  o r g a n i z e d  and s t r u c t u r e d  f o r  ease o f  

r e v i e w  and maximum u t i l i t y  as a  work ing  document. 

. The PP s h o u l d  commence w i t h  an open ing summary wh ich  s h o u l d  b r i e f l y  

(no more t h a n  t h r e e  pages) c o v e r  recommendations, d e s c r i b e  t h e  p r o j e c t ,  

p r o v i d e  b a s i c  f i n a n c i a l  i n f o r m a t i o n ,  r e f e r e n c e  f i n d i n g s  o f  a l l  ana lyses ,  

i n c l u d i n g  t h e i r  r e l a t i o n  t o  l e g a l  and s t a t u t o r y  c r i t e r i a ,  and d e t a i l  

i s s u e s  and r e s o l u t i o n s .  

. I f  a  PP i s  t o  dea l  w i t h  a  complex mu1 t i - componen t  o r  o t h e r w i s e  

demanding p r o j e c t  r e q u i r i n g  l o n g  and i n v o l v e d  t r e a t m e n t ,  t h e  o n l y  

s o l u t i o n  w i t h  r e s p e c t  t o  g u i d e l i n e s  on l e n g t h  i s  t o  w r i t e  t h e  PP as 

necessary  t o  e s t a b l i s h  f e a s i b i l i t y ,  j u s t i f y  t h e  p r o j e c t  and s e r v e  

as an e f f e c t i v e  i m p l e m e n t a t i o n  p l a n n i n g  and o p e r a t i n g  document. 



The o v e r a l l  document can t h e n  be summarized t o  meet t h e  35 and 65 

page 1  i m i t a t i o n s  ( 1 0 0  pages o v e r a l l  ) f o r  AID/W p r o c e s s i n g .  Two 

volumes w i l l  be necessa ry  i n  such cases.  

. The PP s h o u l d  be w e l l - w r i t t e n  and c a r e f u l l y  e d i t e d  f o r  maximum 

c l a r i t y  and c o n c i s e  e x p r e s s i o n .  Time f o r  e s s e n t i a l  r e w r i t i n g  and 

e d i t i n g  mus t  be a l l o w e d  a f t e r  t h e  d e p a r t u r e  o f  o t h e r  d e s i g n  team 

members ( t w o  t o  f o u r  weeks) .  A d d i t i o n a l l y ,  t h e  PP s h o u l d  be 

c a r e f u l l y  packaged and appear n e a t  and p r o f e s s i o n a l  . ( T y p i n g ,  

s p e l l i n g ,  spac ing ,  g r a p h i c s ,  e t c . )  

. Seve ra l  i m p o r t a n t  e lements  o f  t h e  PP, mos t  o f  w h i c h  were cove red  

i n  subsequent  s e s s i o n s  i n  g r e a t e r  dep th ,  were s i n g l e d  o u t  as n o r m a l l y  

r e c e i v i n g  i n a d e q u a t e  t r e a t m e n t .  The mos t  i m p o r t a n t  o f  t h e s e  were t h e  

imp1 e m e n t a t i o n  p l a n ,  and h o s t  c o u n t r y  a d m i n i s t r a t i v e  c a p a c i t y .  

. C o n d i t i o n s  and covenan ts  a r e  t o o  i m p o r t a n t  t o  l e a v e  t o  t h e  l a w y e r s  

o r  t o  Wash ington.  N o r m a l l y ,  o n l y  t h e  M i s s i o n  i s  r e a l l y  c l o s e  enough 

t o  t h e  p r o j e c t  t o  do an adequate ,  s e n s i b l e  and s e n s i t i v e  j o b  o f  

d e v e l o p i n g  "CPs" and covenan ts .  "You may n o t  want  t o  l i v e  w i t h  what  

you  g e t  f r o m  Wash ington. "  I t  pays f o r  t h e  M i s s i o n  i t s e l f  t o  work t h e s e  

o u t .  

b )  D i s c u s s i o n  : 

C o n s i d e r a b l e  d i s c u s s i o n  was d i r e c t e d  t o  t h e  q u e s t i o n  o f  l e n g t h .  

I n  response,  M r .  K o e h r i n g  emphasized t h a t  t h e  100  page r u l e  r e a l l y  

had t o  be obse rved  i n  o r d e r  t o  p r o v i d e  f o r  a  manageable r e v i e w  p rocess  

i n  Washington.  If t h e  p r o j e c t  r e a l l y  r e q u i r e s  more d e t a i l e d  t r e a t m e n t  

f o r  i m p l e m e n t a t i o n  purposes,  t h e  document, as  p o i n t e d  o u t  above, s h o u l d  

be deve loped  as necessa ry  and t h e n  summarized f o r  t h e  sake o f  AID/W 

p r o c e s s i n g .  



The o t h e r  ma jo r  i n p u t  was made by B i l l  G i l l ,  REDSO1s commodity 

s p e c i a l  i s t ,  who s t r e s s e d  t h e  need f o r  a  c a r e f u l l y  thou&t-out 

procurement p l a n .  The same p o i n t  was a l s o  made w i t h  r e s p e c t  t o  

o t h e r  c r i t i c a l  " n i  t t y  g r i t t y "  imp1 ementat ion elements such as 

c o n t r a c t i n g ,  d isbursement,  e n g i n e e r i n g  c o n s i d e r a t i o n s ,  e t c .  

3. P lann ing  f o r  P r o j e c t  Design and O r g a n i z a t i o n  and 
Manaaement o f  t h e  Process:  

P r e s e n t a t i o n :  

Panel : 

L a r r y  Bond, C a p i t a l  
Development O f f i c e r  , 
REDSO/WA 

W i l l  iam Johnson, C h i e f ,  AFR/DR/ARD: 
Chuck Hus ick ,  AFRIDR, Workshop Coord ina to r ;  
Graham Thompson, C h i e f ,  AFR/DR/CAWARAP; 
Herb M i  11 e r  , Program O f f i c e r  , USAI D / N i  ger  ; 
Donald C la rk ,  C a p i t a l  Development O f f i c e r ,  

USAI D/Upper Vol t a  

a )  Bond: 

L a r r y  Bond began by a s s e r t i n g  t h a t  des ign  p l a n n i n g  shou ld  be taken 

much more s e r i o u s l y  than  i t  c u r r e n t l y  i s .  One o f  t h e  p r i n c i p a l  reasons 

why so many f i n a l  p roduc ts  a r e  o f  poor  q u a l i t y  i s  because t h e y  a r e  

e i t h e r  n o t  p lanned a t  a l l  o r  o n l y  i n  t h e  most s u p e r f i c i a l  way. M r .  Bond 

went on t o  s t r e s s  t h a t  p l a n n i n g  f o r  p r o j e c t  des ign  i s  n o t  so d i f f e r e n t  

f rom p l a n n i n g  f o r  implementat ion.  The normal s c e n a r i o  i s  complex enough 

so t h a t  some form o f  PERT o r  CPM techn ique  should  be u t i l i z e d .  M r .  Bond 

then  d e t a i l e d  a  number o f  f a c t o r s  and o t h e r  p o i n t s  which should  be taken 

i n t o  account  as l i s t e d  below: 
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. The Order  and Leve l  o f  T e c h n i c a l  I n p u t s :  Des ign e f f o r t s  

o f t e n  go awry because t h e  wrong t e c h n i c i a n s  a r r i v e  a t  t h e  wrong t i m e  

o r  i n  t h e  wrong o r d e r .  A n a l y t i c a l  components must  mesh w i t h  each 

o t h e r  and be c a r r i e d  o u t  i n  t h e  p r o p e r  sequence, o r  l a r g e  gaps can 

deve lop  wh ich  must  be p lugged w i t h  v a r y i n g  degrees o f  success by 

g e n e r a l i s t s  l e f t  " h o l d i n g  t h e  bag" when i t  i s  t o o  l a t e  t o  r e c a p t u r e  

t h e  necessa ry  e x p e r t i s e .  

. L o g i s t i c s :  Most  AID p r o j e c t s ,  by t h e i r  n a t u r e ,  r e q u i r e  e x t e n s i v e  

d e s i g n  t i m e  i n  t h e  f i e l d .  'This needs t o  be c a r e f u l l y  p lanned.  A  

d e s i g n  team t h a t  c a n ' t  g e t  o u t  o r  g e t  back f rom t h e  f i e l d ,  o r  t h a t  i s  

n o t  m o b i l e  w h i l e  i t  i s  t h e r e ,  can waste thousands o f  d o l l a r s  a  day 

w a i t i n g  fo r  things t o  happen which should'have been planned f o r  

i n  advance. S p e c i a l  arrangements f o r  communicat ion  and t r a n s p o r t a t i o n  

a r e  o f t e n  necessary ,  i n c l u d i n g  c h a r t e r e d  a i r c r a f t .  The t i m i n g  o f  f i e l d  

work i s  c r i t i c a l .  Des ign teams shou ld  n o t  go o u t  u n t i l  t h e y  a r e  a d e q u a t e l y  

p repared  and have t h e i r  a c t  t o g e t h e r  i n  te rms o f  a reas  o f  r e s p o n s i b i l i t y ,  

a  p r a c t i c a l  p l a n  f o r  d a t a  g a t h e r i n g ,  i n t e r v i e w i n g ,  s i t e  v i s i t s ,  e t c .  

C o u n t e r p a r t s  a l s o  have t o  be p lanned f o r  and i n  p l a c e .  

. Groundwork P r e p a r a t o r y  t o  Design:  To t h e  e x t e n t  t h a t  i m p o r t a n t  d a t a  

can be i d e n t i f i e d  and ga the red  i n  advance o f  t h e  a r r i v a l  o f  t h e  f u l l  

d e s i g n  team, much t i m e  and g r i e f  can be saved. T h i s  i s  o f t e n  p o s s i b l e  

t h r o u g h  l o c a l  h i r e  t e c h n i c i a n s .  N a t i o n a l  u n i v e r s i t i e s  p r o v i d e  a n o t h e r  

r e s o u r c e .  A t  a  miminum, a l l  a v a i l a b l e  documen ta t i on  s h o u l d  be assembled 

and r e a d y  f o r  r e v i e w  by a r r i v i n g  t e c h n i c i a n s .  



. Scopes o f  Work: Terms o f  r e f e r e n c e  f o r  d e s i g n  team members 

must  be d e t a i l e d  and r e a l i s t i c .  E x a c t l y  what d i s c i p l i n e s  and 

e x p e r i e n c e  a r e  r e q u i r e d  shou ld  a1 so be c a r e f u l l y  s p e l l e d  o u t .  

What i s  expected i n  te rms o f  t h e  f i n a l  p r o d u c t  must  be c l e a r .  

. P r e p a r a t i o n  and B r i e f i n g  o f  Design Team: I n  a d d i t i o n  t o  t h e  

AID/W b r i e f i n g ,  wh ich  has o f t e n  been l a c k i n g  i n  substance,  t h e  

f i r s t  two t o  t h r e e  days o f  f i e l d  t i m e  shou ld  c o n c e n t r a t e  on a  round  
meetings 

o f  i n t e r n a l  and b r i e f i n g s  i n  o r d e r  t o  a d e q u a t e l y  o r g a n i z e  

team e f f o r t s .  Team members shou ld  be r e q u i r e d  t o  c o o r d i n a t e  t h e i r  

scopes o f  work, i n d i v i d u a l l y  and c o l l e c t i v e l y ,  and be su re  t h e y  a r e  

i n t e r n a l l y  c o n s i s t e n t .  O f ten ,  an i n i t i a l  d r a f t  l o g i c a l  framework 

h e l p s  w i t h  t h i s  aspec t .  E x a c t l y  how, and under what c o n d i t i o n s ,  t h e  

group w i l l  proceed needs t o  be e s t a b l i s h e d  and unders tood  by a l l  

members . 
. C o u n t e r p a r t  P lann ing :  Complex p r o j e c t s  canno t  be des igned i n  a  

vacuum. Adequate h o s t  c o u n t r y  p a r t i c i p a t i o n  must  be n e g o t i a t e d  and 

programmed. I f  e x e c u t i n g  agency peop l  e  can a c t u a l  l y  t r a v e l  w i t h  

teams and p a r t i c i p a t e  i n  p r o j e c t  des ign ,  f rom d a t a  g a t e r i n g  thoughou t  

c o n c e p t u a l i z a t i o n  and i m p l e m e n t a t i o n  p l a n n i n g ,  t h i s  i s  i d e a l .  

. Lead Times: E s s e n t i a l  l e a d  t i m e s  a r e  r o u t i n e l y  underes t ima ted  

f o r  d e s i g n  team r e c r u i t m e n t .  Adequate t i m e  f o r  r e c r u i t m e n t ,  con- 

t r a c t i n g ,  and t h e  v a g a r i e s  o f  t h e  system must  be a l l o w e d  f o r .  

When programming i s  t o o  t i g h t ,  p l a n s  can and do d i s i n t e g r a t e .  



b )  D i s c u s s i o n :  

D i s c u s s i o n  c e n t e r e d  on a  number o f  r e c u r r i n g  d e s i g n  team and 

p l a n n i n g  i s s u e s .  High1 i g h t s  were as f o l l o w s :  

. S e l e c t i o n  o f  t h e  Design Team: Where s h o u l d  t h e  M i s s i o n  go f o r  

t a l e n t ,  shou ld  t h e y  go t o  u n i v e r s i t i e s ,  IQCs, PSCs, c o l l a b o r a t i v e  

arrangements o r  e l sewhere?  F r e q u e n t l y ,  s p e c i f i c  c o u n t r y  e x p e r t i s e  

i s  needed. More o f t e n ,  language c a p a b i l i t y  i s  e s s e n t i a l .  P a r t  o f  

t h e  answer t o  t h i s  has t o  do w i t h  v e r y  s p e c i f i c  te rms o f  r e f e r e n c e .  

A1 so, i t  was suggested t h a t  M i s s i o n s  c o n s i d e r  pe rsona l  s e r v i c e  

c o n t r a c t s  when t h e y  had i d e n t i f i e d  i n d i v i d u a l  s  and established a. 

r e l a t i o n s h i p  w i t h  t h o s e  i n d i v i d u a l s .  (New f u n d i n g  c o n s t r a i n t s  may 

s e v e r e l y  l i m i t  t h e  use o f  PSC's) .  As an a l t e r n a t i v e ,  m i s s i o n s  may 

w i s h  t o  c o n s i d e r  purchase o r d e r s  t o  buy a  s p e c i f i c  p r o d u c t  such as 

a  fa rm l e v e l  s u r v e y  o r  non+ersonal s e r v i c e s  c o n t r a c t s  when t h e s e  

a r e  a p p r o p r i a t e .  I t  was emphasized t h a t  t h e  AFR/W p r o j e c t  and 

t e c h n i c a l  d i v i s i o n s  w i l l  do a l l  t h e y  can t o  h e l p ,  b u t  t h e y  need 

d e t a i l e d  i n f o r m a t i o n  and r e q u i r e m e n t s  f r o m  t h e  F i e l d .  

. S e l e c t i o n  o f  Team Leader :  Th is ,  i t  was s t r e s s e d ,  s h o u l d  n o t  be 

l e f t  t o  t h e  c o n t r a c t o r .  The n a t u r a l  l e a d e r  shou ld  be s i n g l e d  o u t ,  o r  

i f  t h i s  i s  n o t  p o s s i b l e ,  t h e  P r o j e c t  O f f i c e r  must  t a k e  o v e r  c o m p l e t e l y .  

. Data Requirements:  A  d e s i g n  team canno t  do a  fa rm l e v e l  s u r v e y  i n  

1 0  days, much l e s s  deve lop  adequate i n s t r u m e n t s  f o r  c o l l e c t i o n  work and 

a n a l y s i s .  Data c o l l e c t i o n  and a n a l y s i s  needs t o  be c a r e f u l l y  t h o u g h t  

t h r o u g h  and p lanned a t  t h e  PID s tage ,  as w e l l  as a f t e r  t h e  Washington 

r e v i e w  o f  t h e  PID, i n  o r d e r  t o  t a k e  i n t o  a c c o u n t  t h e  r e s u l t i n g  

s u g g e s t i o n s  and gu idance.  Wherever p o s s i b l e ,  e x i s t i n g  d a t a  s h o u l d  be 

u t i l i z e d .  



. Use o f  Loca l  Resources: Cons ide rab le  d i s c u s s i o n  c e n t e r e d  on 

t h e  need t o  make b e t t e r  use o f  t a l e n t  a v a i l a b l e  i n  t h e  c o u n t r y  

and A f r i c a  i n  genera l .  I n  a number o f  cases, M i s s i o n s  c la imed  

t o  know l i t t l e  concern ing  e x i s t i n g  resources .  REDS0 promised t o  

r e d i s t r i b u t e  a l i s t  o f  A f r i c a n  c o n s u l t i n g  f i r m s ,  q u a l i f i e d  and 

a v a i l a b l e  f o r  p r o j e c t  d e s i g n  assignments,  wh ich  was developed 

f rom a r e g i o n a l  s t u d y  t h r e e  y e a r s  ago. 

. When Should a Design Team be Terminated? The q u e s t i o n  was asked 

i f  any des ign  team o r  i n d i v i d u a l  had e v e r  a c t u a l l y  been removed f rom a 

des ign  j o b  i n  t h e  f i e l d .  A coup le  o f  i s o l a t e d  and extreme cases 

where t h i s  happened were ment ioned. I n  genera l ,  however, M i s s i o n s  

have been prone t o  s l a v i s h l y  accep t  t h e  p r o d u c t  o f  incompetent  e f f o r t s  

r a t h e r  than  d e l a y  a p r o j e c t  submiss ion and upse t  a demanding t i m e t a b l e .  

AID/W ( ~ o h n  Koehr ing )  urged, however, t h a t ,  i n  t h e  f u t u r e ,  des ign  teams 

o r  members who r e a l l y  cannot  p e r f o r m  a t  a minimum s a t i s f a c t o r y  l e v e l ,  

shou ld  be t e r m i n a t e d .  T h i s  w i l l  t a k e  r e a l  courage, b u t  i t  i s  a 

t remendous ly  v a l u a b l e  precedent  t o  e s t a b l i s h .  

4. The P r o j e c t  O f f i c e r  - -  Role and F u n c t i o n s :  

P r e s e n t a t i o n  : 

Panel : 

John Herd, P r o j e c t  Design 
C o n s u l t a n t  

L a r r y  Bond, C a p i t a l  Development 
O f f i c e r  , REDSO/WA; 

Le roy  Jackson, C a p i t a l  Devel opment 
O f f i c e r ,  USAID/Zaire; 

Chuck Hus ick ,  AFR/DR, Workshop 
C o o r d i n a t o r ;  

Tom Kel 1 erman , C a p i t a l  Development 
O f f i c e r ,  REDSO/WA; 

John Koehr ing,  D i r e c t o r ,  AFR/DR; 
Gordon Evans, D i r e c t o r ,  REDSO/WA 



a )  Heard: 

John Heard drew b a s i c a l l y  f r o m  t h e  paper he had w r i t t e n  on t h e  

p r o j e c t  o f f i c e r .  He emphasized t h e  f o l l o w i n g  p o i n t s :  

. The M i s s i o n  has b o t h  t h e  a u t h o r i t y  and r e s p o n s i b i l i t y  f o r  p r o j e c t  

d e s i g n  i n  t h e  f i e l d .  P r o j e c t  o f f i c e r s  and teams shou ld  respond f i r s t  

t o  USA1 D management. 

. The p r o j e c t  o f f i c e r ,  on t h e  o t h e r  hand, s h o u l d  be t h e  u n d i s p u t e d  

l e a d e r  o f  t h e  d e s i g n  teams, and -- where p o s s i b l e  -- t h e  e n t i r e  d e s i g n  

process f rom PID t h r o u g h  PP. Design teams shou ld  be so b r i e f e d .  

. The p r o j e c t  o f f i c e r  must  have t i m e  t o  do h i s  j o b  p r o p e r l y  -- b e f o r e ,  

d u r i n g  and a f t e r  o t h e r  t e c h n i c a l  i n p u t s .  

. The p r o j e c t  o f f i c e r  must  unders tand  t e c h n i c a l  and o t h e r  i s s u e s .  He 

shou ld  p a r t i c i p a t e  i n  t e c h n i c a l  meet ings  and spend t i m e  i n  t h e  f i e l d  

w i t h  t h e  d e s i g n  team. 

. The p r o j e c t  o f f i c e r  must  manage and o r g a n i z e  t h e  d e s i g n  team on a  

day- to-day b a s i s .  He must  c o n s t a n t l y  be on t o p  o f  t h e  j o b .  

. I t i s  e s s e n t i a l  t h a t  p r o j e c t  o f f i c e r s  accompany PP submiss ions t o  

Washington i n  o r d e r  t o  r e s o l v e  i s s u e s  as t h e y  emerge d u r i n g  r e v i e w  and 

o t h e r w i s e  a s s i s t  w i t h  p r o j e c t  p r o c e s s i n g .  

b )  D i s c u s s i o n  : 

Comments f rom t h e  f l o o r  suppor ted  most  o f  t h e  above p o i n t s  and 

expanded on some. For t h e  most  p a r t ,  however, d i s c u s s i o n  r e v o l v e d  

around t h e  q u e s t i o n  o f  t h e  p o s i t i o n  and s t a t u s  o f  t h e  p r o j e c t  o f f i c e r  

i n  A f r i c a n  M i s s i o n s .  I t  appears t h a t ,  i n  many i n s t a n c e s  i n  West 

A f r i c a ,  p r o j e c t  o f f i c e r s  (bhckstop code 9 4 )  a r e  b e i n g  ass igned  t o  

a s s i s t a n t  program o f f i c e r  c e i l i n g s .  The o f f i c e r  wou ld  t h u s  r e p o r t  t o  



t h e  c h i e f  program o f f i c e r  and would n o t  have d i r e c t l y  d e l e g a t e d  

r e s p o n s i b i l i t y  on p r o j e c t  m a t t e r s  f rom t h e  m i s s i o n  d i r e c t o r .  T h i s  

i s  a  m a j o r  prob lem and was r a i s e d  r e p e a t e d l y  as be ing  a  n e g a t i v e  

c a r e e r  i n c e n t i v e  and damaging t o  mora le .  The consensus o f  t h e  group 

appeared t o  be t h a t  t h e  pe rmanen t l y  ass igned  p r o j e c t  o f f i c e r  shou ld  

r e p o r t  d i r e c t l y  t o  M i s s i o n  management and move i n  a  separa te  and 

d i s t i n c t  c a r e e r  p a t t e r n .  ( A t  l e a s t  a t  t h e  l o w e r  and m i d - c a r e e r  l e v e l s ) .  

AIDIW r e p r e s e n t a t i v e s  agreed t o  s t u d y  t h e  s i t u a t i o n ,  and make 

recommendations, i f  deemed a p p r o p r i a t e  due t o  t h e  p r i o r i t y  need t o  

a t t r a c t  and h o l d  good p r o j e c t  o f f i c e r s  i n  f i e l d  j o b s .  

The o t h e r  m a j o r  p o i n t  b rough t  up d u r i n g  d i s c u s s i o n  was made by 

Gordon Evans, D i r e c t o r ,  REDSOIWA, and had t o  do w i t h  t h e  need f o r  

r e d e s i g n  o f  a  number o f  p r o j e c t s .  He s t r e s s e d  t h a t  t h i s  was as 

i m p o r t a n t  and fundamental a  need as new p r o j e c t  development i n  s e v e r a l  

p o s t s  ( a  v a r i a t i o n  on t h e  t h r u s t  o f  J im K e l l y ' s  remarks d u r i n g  t h e  

open ing s e s s i o n ) .  

5 .  E v a l u a t i o n  and E v a l u a t i o n  P l a n n i n g :  

P r e s e n t a t i o n :  John Heard, Design Consul t a n t  

Panel : D i c k  Del aney, Program O f f i c e r  , 
USA1 DIChad ; 

John E r i c k s o n ,  L i v e s t o c k  Economist ,  
REDSOIWA: 

Steve Reyna, S o c i a l  A n t h r o p o l o g i s t ,  
RE DSOIWA ; 

L a r r y  Bond, C a p i t a l  Development O f f i c e r ,  
RE DSOIWA ; 

T r i d  Mukher jee,  Ag. S e c t o r  Economist, 
REDSOIWA . 

a )  Heard:  

John Heard c o n c e n t r a t e d  h i s  comments on e v a l u a t i o n  as a  t o o l  

i n  p r o j e c t  d e s i g n  and imp lemen ta t i on .  He s t r e s s e d  t h e  f o l l o w i n g  p o i n t s .  



. E v a l u a t i o n  shou ld  be c o n s i d e r e d  an i n t e g r a l  p a r t  o f  t h e  des ign ,  

i m p l e m e n t a t i o n  and r e d e s i g n  p rocess .  I t  shou ld  be a  f i e l d  

r e s p o n s i  b i l  i ty.  Long n e g l e c t e d  i n  A I D ' S  A f r i c a n  program, e v a l u a t i o n  

w i l l  r e c e i v e  i n c r e a s i n g  a t t e n t i o n  as more p r o j e c t s  a r e  implemented.  

( T h i s  p r o b a b l y  w i l l  be p a r t  o f  an h i s t o r i c a l  and expected pendulum 

swing toward  more o f  an emphasis on i m p l e m e n t a t i o n .  ) 

. E v a l u a t i o n  i s  an i n v a l u a b l e  p r o j e c t  management t o o l .  When faced  

w i t h  a  r e a l  dilemma i n  i m p l e m e n t a t i o n  - -  and ha rd  d e c i s i o n s  a r e  i n  

o r d e r  -- a  s p e c i a l ,  c a r e f u l l y  t a i l o r e d  e v a l u a t i o n  can be a  remarkab ly  

e f f e c t i v e  mechanism. 

. E v a l u a t i o n  s h o u l d  be des igned i n t o  p r o j e c t s  s y s t e m a t i c a l l y  and 

funded j u s t  1  i ke any o t h e r  key  i n p u t  component, such as t e c h n i c a l  

a s s i s t a n c e  o r  t r a i n i n g .  

. E v a l u a t i o n  i s  e s p e c i a l l y  i m p o r t a n t  i n  t h e  A f r i c a n  s e t t i n g  where t h e  

program i s  c o n s t a n t l y  b r e a k i n g  new ground, t e s t i n g  new approaches and 

becoming l o n g e r  te rm.  I t  i s  v i t a l  t h a t  t h e  impac t  o f  i n n o v a t i o n  be 

documented and v e r i f i e d .  E v a l u a t i o n  i s  a l s o  e s s e n t i a l  as l i n k a g e  between 

phases o f  a  l o n g  t e r m  development s c e n a r i o .  

. E v a l u a t i o n  - -  w i t h  a  few e x c e p t i o n s  c a l l i n g  f o r  "one s h o t "  l o o k s  - -  

shou ld  be a  dynamic, ongo ing process i n v o l v i n g  a  c o n t i n u i n g  c o l l e c t i o n  

o f  d a t a  and feedback,  t h e  p r o c e s s i n g  and i n t e r p r e t a t i o n  o f  i n f o r m a t i o n ,  

r e v i e w  and c o r r e c t i v e  a c t i o n .  T h i s  i s  t h e  key  t o  "p rocess "  o r  r o l l i n g  

d e s i g n  . 

. A v a i l a b l e  e v a l u a t i o n  methodo logy and techno1 ogy ( d a t a  c o l  l e c t i o n ,  

management, and i n t e r p r e t a t i o n )  has become more s o p h i s t i c a t e d  o v e r  t h e  

p a s t  few y e a r s .  As i n  any  o t h e r  t e c h n i c a l  a rea ,  when l o c a l  s k i l l  and 

e x p e r i e n c e  i s  n o t  adequate f o r  a  d i f f i c u l t  e v a l u a t i o n  component, o u t s i d e  

a s s i s t a n c e  s h o u l d  be u t i l i z e d .  



- 35 - 
. Host governments and e x e c u t i n g  agencies shou ld  be i n v o l v e d  i n  

p r o j e c t  e v a l u a t i o n s  - i f  n o t  i n  t h e  a c t u a l  t a s k ,  a t  l e a s t  i n  a  

s u b s t a n t i v e  r e v i e w  o f  f i n d i n g s .  Coun te rpar t  agencies w i l l  be 

much more 1  i k e l y  t o  t a k e  c o r r e c t i v e  a c t i o n  and accept  i n d i c a t e d  

changes i f  t h e y  have been i n v o l v e d  i n  t h e  f o r m u l a t i o n  o f  recommendations 

and have o f f i c i a l l y  endorsed them. 

. Concerning b a s i c  methodology, a  good e v a l u a t i o n  p l a n  shou ld  

c o n c e n t r a t e  on t h e  purpose l e v e l  o f  a  p r o j e c t .  Outputs  may l e g i t i m a t e l y  

change over  t ime ,  b u t  presumably t h e  purpose w i l l  n o t .  E v a l u a t i o n  

a c t i v i t i e s  shou ld  be t a r g e t e d  on " c o n d i t i o n s  expected" and on 1  inkages 

i n  t h e  inpu t -ou tpu t -pu rpose  cha in .  

. W i t h  r e s p e c t  t o  su rvey  techn iques,  t r a d i t i o n a l  sample survey  

methodology i s  n o t  a lways i n d i c a t e d  because o f  i t s  c o m p l e x i t y ,  c o s t ,  

and t ime  requ i rements .  There a r e  s h o r t e r  and l e s s  expensive techn iques  

f o r  g a t h e r i n g  v a l u a b l e  f i e l d  i n f o r m a t i o n ,  feedback and da ta .  A v a r i e t y  

o f  p r o x i e s  a r e  a v a i l a b l e  f o r  hard t o  o b t a i n  income da ta ,  f o r  example. 

A d d i t i o n a l l y ,  t h e r e  a r e  i n t e r v i e w i n g  techn iques  i n v o l v i n g  f r e e - f l o w i n g  

c o n v e r s a t i o n  which can draw much w o r t h w h i l e  i n s i g h t  f rom p a r t i c i p a n t s .  

b)  D iscuss ion :  

Two panel members, T r i d j i b  Mukherjee and Steve Reyna, made b r i e f  

p r e s e n t a t i o n s  concern ing  v a r i o u s  aspec ts  o f  da ta  c o l l e c t i o n .  Most 

macro d a t a  i s  suspect,  f o r  example, and most m i c r o  d a t a  i s  absent .  

I t  was emphasized t h a t  good d a t a  c o l l e c t i o n  r e q u i r e s  a p p r o p r i a t e  spec- 

i a l i s t s .  An e x p e r t ,  w e l l  acqua in ted  w i t h  t h e  necessary methodology, 

should  p l a n  d a t a  c o l l e c t i o n  e f f o r t s  and e s t a b l i s h  who i s  a v a i l a b l e  t o  

a c t u a l l y  c a r r y  o u t  t h e  e x e r c i s e  and what o t h e r  i n p u t s  -- such as 

t r a i n i n g  o f  i n t e r v i e w e r s  and enumerators -- shou ld  be made. The need 



t o  keep t h e  d a t a  c o l l e c t i o n  e lement  as s i m p l e  as  p o s s i b l e ,  and 

s h a r p l y  focused on o n l y  r e q u i r e d  i n f o r m a t i o n ,  was s t r e s s e d .  The 

u t i l i t y  o f  d e s i g n i n g  good i n f o r m a t i o n  systems i n t o  p r o j e c t s  f r o m  

t h e  s t a r t  was endorsed, as w e l l  as  t h e  need t o  i n s u r e  b a s e l i n e  

d a t a  v a l i d i t y  a t  t h e  s t a r t  o f  t h e  p r o j e c t .  

I n  f u r t h e r  open d i s c u s s i o n  t h e  f o l l o w i n g  p o i n t s  were made: 

. E v a l u a t i o n  s h o u l d  demonst ra te  why unplanned changes t o o k  p l a c e  

i n  a  p r o j e c t .  

. There i s  now c o n s i d e r a b l e  i n t e r e s t  i n  e v a l u a t i o n  i n  Congress and 

i n  AID/W, e s p e c i a l l y  PPC. More s t r e s s  w i l l  be p l a c e d  on e v a l u a t i o n  

i n  t h e  f u t u r e .  

. C o n s i d e r a b l e  comment f rom t h e  f l o o r  r e f l e c t e d  a  genera l  s k e p t i c i s m  

o v e r  t h e  r e a l  p r i o r i t y  o f  e v a l u a t i o n  t o  AID/W and t h e  A f r i c a  Bureau.  

I t  was a l s o  argued t h a t  s o l i d  gu idance  and a s s i s t a n c e  was needed f rom 

Washington c o n c e r n i n g  v a r i o u s  a c c e p t a b l e  and p r a c t i c a l  i n f o r m a t i o n /  

e v a l u a t i o n  system a l t e r n a t i v e s  i n  r e l a t i o n  t o  phased, e v o l u t i o n a r y ,  

and r o l l i n g  d e s i g n  t y p e  p r o j e c t s .  F i n a l l y ,  t h e r e  was c o n f u s i o n  o v e r  

t h e  PES r e q u i r e m e n t  and what happens t o  t h e  document when i t  i s  

fo rwarded  t o  Washington. 

D. R e c u r r i n g  Design I s s u e s :  

1  . I m p l e m e n t a t i o n  P l a n n i n g :  

P r e s e n t a t i o n  : John Heard, Des ign C o n s u l t a n t  

Panel : Lar ry  Bond, C a p i t a l  Development O f f i c e r ;  
B i l l  G i l l ,  Supp ly  Management O f f i c e r ;  

REDSO/WA, 
L a r r y  Harms, P r o j e c t  Manager, USAID/Mali  



a )  Heard: 

John Heard 's  p r e s e n t a t i o n  was b r i e f  and con f i ned  t o  t h e  

f o l l o w i n g  p o i n t s  : 

. Implementat ion p lans  a r e  j u s t  as impo r tan t  as any o t h e r  component 

o f  t h e  PP i f  n o t  more impo r tan t ,  and should r e c e i v e  commensurate 

a t t e n t i o n .  Inadequate implementat ion p lans w i l l  n o t  be accepted 

by AID/W. 

. The impor tance o f  a  good implementat ion p l an  should  be obv ious 

i n  terms o f  i t s  u t i l i t y  as a  work ing document f o r  p r o j e c t  a d m i n i s t r a t i o n .  

. Above a l l ,  implementat ion p lans should  be honest.  I f  i t  w i l l  t a k e  

t h r e e  years  t o  g e t  t h e  p r o j e c t  o f f  t h e  ground, say so. I t  i s  coun te r -  

p r o d u c t i v e  t o  c r e a t e  fa1  se hopes. 

. Implementat ion p l ann ing  should  n o t  be c a r r i e d  o u t  i n  a  vacuum by 

t h e  p r o j e c t  o f f i c e r .  Design t echn i c i ans  should  be i n v o l v e d  a long  w i t h  

hos t  government personnel  whenever poss ib l e .  

Implementat ion p l ann ing  should  n o t  be l e f t  t o  t h e  end o f  t h e  des ign 

scenar io .  

. Desp i te  t h e  absence o f  a  PPT requi rement ,  implementat ion p lans 

should  be based on some form o f  ne t -work ing  (CPM, PPT, e t c ) .  The 

technique of  hav ing a l l  t echn i c i ans  p l o t  t h e i r  own components on a  l a r g e  

sheet  f o r  subsequent r e c o n c i l i a t i o n  w i t h  o t h e r  l i n e s  o f  a c t i o n  i s  recom- 

mended. The p l an  should  c o n s t a n t l y  be checked and r e v i s e d  as new factors 

emerge. 

b )  Discuss ion:  

The d i scuss ion  p e r i o d  commenced w i t h  a  s t r o n g  p i t c h  f rom B i l l  G i l l  

on t h e  need f o r  a  r e a l i s t i c  procurement p l a n  as p a r t  o f  t h e  implementat ion 

p l an .  Of ten  procurement commences be fo re  p r o j e c t  managers o r  c o n t r a c t  



teams a r r i v e ,  and i t  i s  e s s e n t i a l  t h a t  requ i rements  and t i m i n g ,  as 

de te rm ined  by t h e  d e s i g n  team, be c l e a r  f rom t h e  PP. Commodity 

l i s t s  can be genera l  as l o n g  as c o s t  e s t i m a t e s  a r e  adequate.  

S p e c i f i c a t i o n s  can w a i t  f o r  PP approva l  and t h e  w r i t i n g  o f  PIO/CS, 

Moving f rom t h e  s p e c i f i c  back t o  t h e  g e n e r a l ,  t h e  q u e s t i o n  was 

r a i s e d  as t o  how t o  accoun t  f o r  "Murphy's Law" and t h e  d e l a y s  t h a t  

a r e  bound t o  occur  i n  imp lementa t ion  p l a n n i n g .  The response was 

t h a t  exper ienced  p l a n n e r s  program t h e  necessary  padd ing.  We s h o u l d  

n o t  a l l o w  o u r s e l v e s  t o  be i n f l u e n c e d  by what we t h i n k  Washington wants 

t o  hear .  Washington, i n  f a c t ,  has become c o n s i d e r a b l y  more s e n s i t i v e  

o v e r  t h e  l a s t  c o u p l e  o f  y e a r s  t o  r e a l  i sm i n  imp lementa t ion  p l a n n i n g  

and would much p r e f e r  t o  see t h e  " h a r d  t r u t h "  r a t h e r  t h a n  a  

"Po l  l y a n n a - i s h "  schedu le  wh ich  i s  a1 1  t o o  o b v i o u s l y  doomed t o  f a i l u r e  

f rom t h e  s t a r t .  M r .  Koehr ing  s t r e s s e d  t h a t ,  i n  Washington, "we must 

have i m p l e m e n t a t i o n  p l a n s  we can defend as r e a l  i s t i c . "  

Other  p o i n t s  r a i s e d  i n  t h e  c o u r s e  o f  d i s c u s s i o n  g e n e r a l l y  r e i n f o r c e d  

what had been emphasized i n  t h e  open ing  p r e s e n t a t i o n .  

2 .  S e c t i o n  61 l a  o f  t h e  Fore ign  A s s i s t a n c e  A c t :  

P r e s e n t a t i o n :  

Panel : 

W i l l i a m  L o r i s ,  A s s i s t a n t  
Regional  Legal  A d v i s o r ,  REDSO/WA 

Jack Morgan, AFR/DR/ENGR; 
John B e n o i t ,  ENGR A d v i s o r ,  REDSO/WA; 
John Woods, Program O f f i c e r  , USA1 D/ 

Cameroon ; 
John Koehr ing,  D i r e c t o r ,  AFR/DR 

Note:  A  paper on S e c t i o n  611a by S teve  T i s a  o f  GC/AFR was d i s t r i b u t e d  

p r i o r  t o  t h e  sess ion .  

a )  L o r i s :  

B i l l  L o r i s  used t h e  T i s a  apper  o n  611a as a  b a s i c  agenda f o r  h i s  

p r e s e n t a t i o n .  He h igh1  i qhted t h e  f o l  l o w i n g  p o i n t s  : 



. B a s i c a l l y ,  611a r e q u i r e s  p l a n n i n g ,  n o t h i n g  more, adequate  

p l a n n i n g  f o r  t h e  prudent manageinent of funds. It is  important 

t o  know who w i l l  do what, where and how. These a r e  fundamenta l  

q u e s t i o n s .  What a r e  t h e  i m p l e m e n t a t i o n  ar rangements .  How much 

w i l l  i t  c o s t ,  e t c .  

. S e c t i o n  611a a p p l i e s  t o  a l l  SSA and DA p r o j e c t s  o f  o v e r  

$100,000 - -  n o t  j u s t  c a p i t a l  p r o j e c t s  - -  w i t h  t h e  e x c e p t i o n  o f  

t h e  a p p r o p r i a t i o n  accoun ts  l i s t e d  on page 2  o f  S teve  T i s a ' s  pape r .  

( S e c t i o n s  451 , 492, 494A, 496 and 121 . ) The $1 00,000 c r i t e r i a  

a p p l i e s  t o  t h e  o v e r a l l  p r o j e c t ,  n o t  j u s t  t o  an i n d i v i d u a l  component. 

. There  i s  no such t h i n g  as a  611a c e r t i f i c a t i o n .  The c e r t i f i c a t i o n  

r e q u i r e m e n t  a p p l i e s  o n l y  t o  611e f o r  c a p i t a l  p r o j e c t s  o f  o v e r  

$1,000,000. S e c t i o n  611a must  be s a t i s f i e d  by t h e  PP i t s e l f  i n  te rms 

o f  adequate  f e a s i b i l i t y  ana l yses  and p l a n n i n g .  

. I n  t h o s e  cases where 611a canno t  be s a t i s f i e d  w i t h  r e s p e c t  t o  

c e r t a i n  e lemen ts  o f  a  p r o j e c t  p r i o r  t o  a u t h o r i z a t i o n ,  t h e  mechanism 

o f  i n c r e m e n t a l  o b l i g a t i o n s  can be used.  

. 61 l a  f o r  I C I  p r o j e c t s ,  if t h e  purpose o f  such p r o j e c t  i s  t o  c r e a t e  

o r  s t r e n g t h e n  an i n s t i t u t i o n  o r  a  mechanism r a t h e r  t h a n  t o  c a r r y  o u t  

pro jec t s ,  
sub- can be met  by showing t h e  p r o j e c t  w i l l  s t r e n g t h e n  t h e  

i n s t i t u t i o n ' s  a b i l i t y  t o  plan-and execute p ro jec t s  planning, i n  these  

cases,  i s  based on i n s t i t u t i o n a l  p rocedures ,  c a p a c i t y ,  c r i t e r i a ,  e t c .  

. For  o t h e r  " b a s k e t "  p r o j e c t s ,  611a can sometimes be s a t i s f i e d  by 

t h e  e s t a b l i s h m e n t  o f  v e r y  s o l i d  c r i t e r i a  f o r  p r o j e c t  e l i g i b i l i t y  and 

a  p o s i t i v e  l i s t  o f  wh ich  p r o j e c t s  w i l l ,  i n  f a c t ,  be c a r r i e d  o u t .  The 

case must  be made, however, t h a t  t h e  t r u e  purpose i s  t o  e s t a b l i s h  o r  

improve an i n s t i t u t i o n a l  c a p a c i t y  o r  a  system. 



. 4 l t h o u g h  t h e  e n g i n e e r  o f t e n  p l a y s  a  l e a d i n g  r o l e  i n  d e a l i n g  

w i t h  611a, because o f  i t s  a p p l i c a b i l i t y  w i t h  r e s p e c t  t o  

c o n s t r u c t i o n ,  t h e  m a j o r  burden f o r  a s s u r i n g  t h a t  t h e  S e c t i o n  has 

been s a t i s f i e d  f a l l s  t o  t h e  p r o j e c t  o f f i c e r ,  a l t h o u g h  i t  i s  

e v e r y o n e ' s  j o b  t o  see t h a t  p r o p e r  p l a n n i n g  has been done. 

. A l t h o u g h  t h e r e  i s  no l e g a l  r e q u i r e m e n t  t h a t  611a be s a t i s f i e d  

a t  t h e  t i m e  o f  p r o j e c t  a u t h o r i z a t i o n  i t  i s  AID p o l i c y  t h a t  i t  

s h o u l d  be -- i f  p o s s i b l e ,  p a r t i c u l a r l y  f o r  p r o j e c t s  t o  be f u l l y  

funded t h e  f i r s t  y e a r .  L e g a l l y  611a c r i t e r i a  must  be s a t i s f i e d  

p r i o r  t o  o b l i g a t i o n .  

b. D i s c u s s i o n :  

A b r i e f  d i s c u s s i o n  f o l l o w e d  most  o f  t h e  p o i n t s  above. On 

c o n c l u s i o n  o f  t h e  611a d i s c u s s i o n ,  t h e  e n g i n e e r s  on t h e  pane l  

t u r n e d  t o  611b ( c o s t  b e n e f i t  r e q u i r e m e n t  f o r  w a t e r  p r o j e c t s )  and 

t h e  a p p l i c a t i o n  o f  a  new S e c t i o n ,  101, o f  t h e  FAA wh ich  r e q u i r e s  

t h a t  a  s p e c i f i c  f e d e r a l  s e t  o f  p r i n c i p a l s  and s t a n d a r d s  be a p p l i e d  

as s p e l l e d  o u t  i n  t h e  a p p r o p r i a t e  Federa l  R e g i s t e r .  These 

p r i n c i p a l s  and s t a n d a r d s  a r e  a p p l i c a b l e  any t ime  w a t e r  i s  t r a n s f e r r e d  

anywhere. The r e q u i r e m e n t s  a r e  r i g o r o u s  and f u t h e r  c l a r i f i c a t i o n  i s  

necessary  - -  e s p e c i a l l y  where m u l t i p l e  s m a l l  w a t e r  r e l a t e d  a c t i v i t i e s  

a r e  p lanned .  The e n g i n e e r s  went on t o  s t r e s s  t h a t  611b r e l a t e d  

c o s t l b e n e f i t  ana lyses  had t o  be separa ted  f r o m  t h e  o v e r a l l  economic 

a n a l y s i s  o f  t h e  p r o j e c t  i n  o r d e r  t o  s a t i s f y  t h e  r e q u i r e m e n t .  



3. Env i ronmenta l  I ssues  : 

P r e s e n t a t i o n :  

Panel : 

B e s s i e  Boyd, Env i ronmen ta l  
C o o r d i n a t o r ,  AFR/DR 

John B e n o i t ,  ENGR A d v i s o r ,  
REDSOIWA 

L a r r y  Bond, C a p i t a l  Development O f f i c e r ,  
REDSOIWA 

a )  Boyd: 

Bess ie  Boyd began w i t h  a  rundown on two r e c e n t  A f r i c a  Bureau 

i n i t i a t i v e s  w i t h  r e s p e c t  t o  env i ronmen ta l  p rocedure :  

. A  recommendation has been proposed and t r a n s m i t t e d  t o  t h e  

A d m i n i s t r a t o r  wh ich  would p e r m i t  t h r e s h o l d  d e c i s i o n s  on most p r o j e c t s  

t o  made by f i e l d  o f f i c e s .  The IEE and n e g a t i v e  d e t e r m i n a t i o n  would 

t h e n  be s e n t  t o  AIDIW f o r  concur rence  by t h e  AA. 



A memorandum i n i t i a t e d  by PPC, r eques t i ng  t h a t  a  number o f  

p r o j e c t  types n o t  r e q u i r e  an I E E  has been c l ea red  by t he  Bureau. 

As t h i s  w i l l  r e q u i r e  an amendment t o  Regu la t ion  16, i t  may be a  
approval i s  forthcoming. Project categories proposed f o r  
number o f  months be fo re /2xc l  us i on  i nc l ude :  educat ion,  pub1 i c 

a d m i n i s t r a t i o n ,  c o n t r o l l e d  exper imentat ion,  f i e l d  eva lua t ions ,  

ana l ys i s ,  research and development, meetings, cases where A I D  i s  a  

"minor donor," d i s a s t e r  r e l i e f ,  21 I d  grants ,  T i t l e  111, commodity 

-import, h e a l t h  ca re  (excep t  wa te r  p r o j e c t s ) ,  and popu la t i on .  

Beyond t he  above, Ms. Boyd exp la ined  t h a t  most IEEs d i d  n o t  

r e q u i r e  an environmental  s p e c i a l  i s t ,  b u t  o f t e n  cou ld  be handled 

p r i m a r i l y  by engineers and p r o j e c t  o f f i c e r s .  She exp la ined  t h a t  i t .  

was permiss i  b l e  t o  address "major"  env i ronmenta l  concerns r a t h e r  

than a t t emp t i ng  t o  address a l l  check l i s t  i tems i n  equal depth. 

She s t ressed  t h a t  IEEs shou ld  be as b r i e f  as poss ib l e .  

b )  Discuss ion:  

I n  d i scuss ion  i t  was p o i n t e d  o u t  f rom the  f l o o r  t h a t  i f  the  

AA had t o  concur w i t h  t h r e s h o l d  dec i s i ons  made i n  t he  f i e l d  then 

n o t h i n g  r e a l l y  would change. M r .  Koehring responded t h a t  t h e  

proposed mechanism would be " a d m i n i s t r a t i v e l y "  more e f f i c i e n t .  

D iscuss ion  went on t o  deal  w i t h  what e x a c t l y  i s  an acceptable 

s tandard f o r  i n i t i a l  env i ronmenta l  examinat ion and who i s  qua1 i f i e d  

t o  perform one. Washington r e p l i e d  t h a t  i t  s imp ly  had t o  be handled 

case-by-case depending on t h e  na tu re  o f  t h e  env i ronmenta l  

f a c t o r s  t o  be t r e a t e d .  Bess ie  Boyd promised t o  send some "model " IEEs 



t o  t h e  f i e l d  as we1 1 as a  number o f  precedents on how va r i ous  r e c u r r i n g  

env i ronmenta l  i ssues  where hand1 ed. 

D iscuss ion  then t u rned  b r i e f l y  t o  the  p e s t i c i d e  i s sue .  'There 

was some confus ion over  t h e  " r e g i s t e r e d "  l i s t ,  which appears t o  be 

c o n s t a n t l y  changing. Ms. Boyd mentioned t h a t  Fred Whi t temore 's  o f f i c e  

i n  DSB was prepared t o  send s p e c i a l i z e d  personnel  t o  t he  f i e l d  upon 

f a i r l y  s h o r t  n o t i c e .  I t  was a l s o  po in ted  o u t  t h a t  even i n  those cases 

where another  donor - -  i n  a  m u l t i - d o n o r  e f f o r t  i n  which AID i s  

assoc ia ted  -- buys t h e  p e s t i c i d e ,  i t  must conform t o  AID r e g u l a t i o n s .  

F i n a l l y ,  Gordon Evans s t r essed  t h a t  REDS0 was prepared t o  a s s i s t  

USAIDs w i t h  a l l  env i ronmenta l  i ssues .  He a l s o  announced t h a t  t he  

REDS0 s t a f f  would be j o i n e d  s h o r t l y  by a  f u l l - t i m e  env i ron~ i ien ta l  

s p e c i a l i s t  f rom AID/W, V e r n i t a  Fo r t ,  who w i l l  be on c a l l  f o r  M i ss i on  

problems i n  t h e  area. 

4 .  F i n a n c i a l  Issues:  

Presentat ions : 

Panel : 

Rober t  Henr i  ch, Con t ro l  l e r  
REDSO/WA; John Heard, 
Design Consu l tan t  

L a r r y  Bond, C a p i t a l  Development 
O f f i c e r ,  REDSO/WA 

M i  ke Speers , Capi t a l  Development 
O f f i c e r ,  USAID/L iber ia  

Ernes t  Hardy, Con t ro l  1  e r ,  USAID/ 
Ma1 i 

a )  Henr ich:  

Bob Hen r i ch ' s  p r e s e n t a t i o n  cons i s t ed  o f  a  genera l  rundown on 

Handbook 3 g u i d e l i n e s  f o r  p r o j e c t  c o s t i u g .  He emphasized t he  f o l l o w i n g  

p o i n t s :  



. W i t h r e s p e c t t o c a s h f l o w r e q u i r e m e n t s ,  t h e C o n t r o l l e r ' s o f f i c e  

recommends six-month increments .  

. Concerning i n f l a t i o n  and cont ingency reserves,  he recommended 

25% a t  t h e  P I D  s tage  and a  minimum o f  5  t o  10% f o r  t h e  PP. I t  was 

p o i n t e d  o u t  f r om  t h e  f l o o r ,  however, t h a t  i n f l a t i o n  f l u c t u a t e s  w i d e l y  

th roughou t  A f r i c a  and t h a t  m u l t i p l e  r a t e s  shou ld  be used where 

app rop r i a t e .  The i m p o r t a n t  t h i n g  i s  t o  be r e a l i s t i c .  

. Concerning o u t p u t  budget ing,  M r .  Henr i ch  f e l t  t h a t  i t  could ,  and 

should,  be done, even i n  co rp l ex  cases where a  "p iece"  o f  a  b u i l d i n g  

o r  an a d v i s o r ' s  t i m e  would have t o  be a l l o c a t e d .  Th is  was cha l lenged  

f rom t h e  f l o o r ,  however. Adequate o u t p u t  budgets f o r  an i n t e g r a t e d  

o r  mu1 t i -component p r o j e c t ,  f o r  example, a r e  a lmos t  imposs ib le  t o  

develop w i t h  any r e a l l y  a n a l y t i c a l  c e r t a i n t y  un less  an ex t reme ly  

t a x i n g  m ic ro  u n i t  budge t ing  e x e r c i s e  i s  c a r r i e d  ou t .  

. The method o f  f i n a n c i n g  and disbursements mechanisms a r e  o f t e n  

neg lec ted  by des ign  teams. These shou ld  be s p e l l e d  o u t  i n  t h e  PP. 

. Fore ign  exchange and l o c a l  cu r rency  c o s t s  shou ld  be adequate ly  

broken o u t  where t h e  m a j o r i t y  o f  p r o j e c t  funds a r e  channeled through 

a  U.S. c o n t r a c t o r .  

. M r .  H e n r i c k  speak ing f o r  h i m s e l f  and o t h e r  c o n t r o l l e r s ,  urged 

p r o j e c t  des igners  t o  t a k e  advantage o f  t h e  f i nanc i  a1 a n a l y t i c a l  

s k i l l s  a v a i l a b l e  through t h e  C o n t r o l l e r ' s  o f f i c e .  

b )  Heard: 

John Heard made b r i e f  p resen ta t i ons  on bo th  t h e  subs idy  and 

r e c u r r i n g  c o s t  i ssues  as summarized below: 



i )  Subsidy Issue:  Subsidies shou ld  go f o r  i n s t i t u t i o n  

and system b u i l d i n g  r a t h e r  than d i r e c t l y  t o  p r o j e c t  b e n e f i c i a r i e s .  

What t h e  poor need i s  access t o  resources r a t h e r  than  a  handout and 

resources a r e  n o t  s u f f i c i e n t  t o  e x i s t  t o  subs id i ze  more than a  = 

r e l a t i v e l y  smal l  f r a c t i o n  of t h e  t a r g e t  group a t  any one t ime.  

React ion from t h e  f l o o r  was mixed. Apparent ly ,  i n  many coun t r i es  

o f  West A f r i c a ,  t he re  a r e  overwhelming p o l i t i c a l  impera t i ves  t o  

d i r e c t l y  subs id i ze  t a r g e t  groups. Heard's response was t h a t  i f  t h i s  

i s  t h e  case, then  one's hands a r e  t i e d .  The impo r tan t  p o i n t ,  

however, i s  t o  be aware of t h e  i m p l i c a t i o n s  o f  d i r e c t  subs id ies ,  

desc r i be  them cand id l y ,  and s t r i v e  f o r  t h e i r  r e d u c t i o n  and/or 

e l  i m i n a t i o n .  

ii ) Recur r ing  Cost: The p resen ta t i on  d e a l t  w i t h  t h r e e  

bas i c  p r o j e c t  types and made corresponding recommendations as f o l l o w s :  

Revenue-Produci ng P r o j e c t s  : Th is  category r e q u i r e s  t h e  most 

r i go rous  t rea tment  o f  t h e  r e c u r r i n g  c o s t  i ssue .  Normal ly i t  should 

be combined w i t h  an a n a l y s i s  o f  p resen t  and f u t u r e  f i n a n c i a l  v i a b i l i t y  

of t h e  o rgan i za t i on ,  p r o j e c t  o r  system ass is ted .  A t  a  minimum, p ro  

forma statements o f  cash f low (sources and uses of funds)  and income 

statements should be p r o j e c t e d  f o r  t h e  l i f e  of t he  p r o j e c t  and f o r  a  

reasonable p e r i o d  a f t e r  t e rm ina t i on .  Assumptions concern ing sources 

of funds and ope ra t i ng  expenses should be s p e l l e d  o u t  and j u s t i f i e d .  

It i s  n o t  t h e  Bureau's p o s i t i o n  t h a t  a l l  r e c i p i e n t s  be f i n a c i a l l y  

v i a b l e  a f t e r  p r o j e c t  t e rm ina t i on ;  b u t ,  i t  i s  impo r tan t  t o  be e x p l i c i t  



concern ing what percentage o f  es t imated  ongoing cos ts  w i l l  have t o  be 

subs id ized  upon comple t ion  of t h e  p r o j e c t .  A lso,  t h e  PP should p r o v i d e  

an assessment o f  t h e  p r o b a b i l i t y  t h a t  a d d i t i o n a l  needed resources w i l l  

be secured, and f rom what source. Cur ren t  and p rev ious  f i n a n c i a l  

' statements should be examined i n  an assessment o f  f i n a n c i a l  performance 

and i m p l i c a t i o n s  f o r  f u t u r e  v i a b i l i t y .  

'Pub l i c  Sector  I n s t i t u t i o n  and System-bui ld ing P r o j e c t s :  Wi th  such 

p r o j e c t s  t h e  r e c u r r i n g  cos ts  i s s u e  norma l l y  niust be analyzed w i t h o u t  

t h e  a i d  o f  s tandard p r o f i t a b - i l  i t y  measures. I n  t h i s  case, a  budgetary 

a n a l y s i s  o f  t h e  execu t ing  agency o r  u n i t  i s  u s u a l l y  i n d i c a t e d .  The 

form such an ana l ys i s  should t a k e  v a r i e s  w i d e l y  by case. A t  a  

minimum, t he  percentage o f  r e c u r r i n g  cos ts  represen ted  by inc rementa l ,  

ongoing, p r o j e c t - r e l a t e d  a c t i v i t i e s  shou ld  be es t imated  a long  w i t h  an 

assessment o f  t h e  c a p a c i t y  o f  t h e  o r g a n i z a t i o n  t o  secure t h e  needed 

revenue f rom t h e  government, an income producing a c t i v i t y  o f  i t s  own, 

sollie o t h e r  source, o r  a  combinat ion o f  these. The s imp le  s ta tement  

t h a t  r e c u r r i n g  cos ts  w i l l  be covered i s  n o t  s u f f i c i e n t .  The 

p r o b a b i l i t y  t h a t  such cos ts  w i l l  o r  w o n ' t  be covered, and i n  what 

degree, should be discussed. If poss ib l e ,  a  source and a p p l i c a t i o n  

o f  funds s ta tement  (cash f l o w )  should be prepared which wi 11 show 

t h e  impact o f  p r o j e c t - r e l a t e d  r e c u r r i n g  cos ts  upon t e rm ina t i on ,  

and how they  presumably w i l l  be covered. 

Research and Development P r o j e c t s  -- Exper imentat ion:  Such 

p r o j e c t s  have t r a d i t i o n a l  l y  been t r e a t e d  i n  a  c l a s s  by themselves , 



as research can o f t en  be j u s t i f i e d  i n  i t s  own ; ~ i g h t .  The key ques t ion  

i s  what i s  r e q u i r e d  upon p r o j e c t  t e r m i n a t i o n  t o  assure p roper  

u t i l i z a t i o n  o f  research r e s u l t s .  If t h e  research  e f f o r t ,  o r  program, 

i s  a  d i s c r e t e  a c t i v i t y  t h a t  w i l l  end w i t h  t h e  p r o j e c t ,  w i t h  f i n d i n g s  

t o  be d isbursed  t o  b e n e f i t  o t h e r  i n s t i t u t i o n s ,  programs, o r  p r o j e c t s ,  

then r e c u r r i n g  c o s t  i s  obv ious l y  n o t  a problem. Often, however, t h e  

expressed purpose o f  p r o j e c t s  o f  t h i s  na tu re  i s  t o  e s t a b l i s h  an 

ongoing a n a l y t i c a l  o r  research  c a p a b i l i t y ,  i n  which case t h e  p r o j e c t  

would r e v e r t  i n  who1 e, o r  i n  p a r t ,  t o  t h e  preceding category and 

corresponding guide1 i nes. 

c )  Discuss ion:  

A  b r i e f  d i scuss ion  took p l ace  du r i ng  t h e  p r o j e c t  c o s t i n g  and 

subs idy p resen ta t i ons .  There was n o t  t ime  l e f t  f o r  a  d i scuss ion  o f  

t he  r e c u r r i n g  c o s t  i ssue .  

5 .  Economic Issues: 

Presen ta t ion :  

Panel : 

Jim Hrads ky , Transport 
Economist , REDSOIWA 

L a r r y  Dash, Program Economist, 
REDSO/WA 

M r .  Mukherjee, Ag. Economist, 
REDSOIWA 

Graham Thompson, Chi ef , 
AFR/DR/CAWARAP 

a )  Hradsky: 

J im Hradsky gave an e x c e l l e n t  and comprehensive p resen ta t i on  

on economic a n a l y s i s  i n  p r o j e c t  des ign which i s  sumnarized below: 



1  ) The Place o f  Economic Ana lys is  i n  P r o j e c t  Design: 

Ove ra l l ,  economic a n a l y s i s  i s  b u t  one of severa l  measures 

o f  p r o j e c t  f e a s i b i l i t y ,  i n c l u d i n g  t e c h n i c a l ,  s o c i a l ,  f i n a n c i a l  , and 

env i ronmenta l  cons ide ra t i ons  . As a  general  r u l e  , there fo re ,  one 

should n o t  l e t  t h e  d e t a i l s  o f  an I R R  o r  B/C r a t i o  g e t  o u t  o f  

perspec t i ve .  The exac t  r o l e  t h a t  t h e  economic a n a l y s i s  p l ays  w i l l  

va ry  as a  f u n c t i o n  o f  severa l  parameters, i n c l u d i n g  re1  i a b i l  i t y  on t h e  

da ta  base, a v a i l a b i l i t y  of research on t h e  t o p i c ,  t h e  t ype  o f  p r o j e c t  

and c u r r e n t  AID a t t i t u d e s .  

2 )  The Value o f  Economic Ana lys is :  

a )  For  AID, economic ana l ys i s :  

. Takes p r o j e c t  a n a l y s i s  beyond t h e  expos i t o r y  s tage  

and permi ts  a  c e r t a i n  q u a n t i f i c a t i o n  o f  p r o j e c t  wor th .  

. Trans la tes  t h e  a b s t r a c t  ideas proposed i n  des ign and 

pe rm i t s  t h e  rev iewer  t o  s e i z e  those ideas more g r a p h i c a l l y .  

. Prov ides a  framework w i t h i n  which most aspects o f  a  

proposed p r o j e c t  can be eva lua ted  i n  a  sys temat ic  manner. 

. Prov ides base1 i n e  data f o r  f u t u r e  eva lua t i on .  

. Helps t h e  Agency t o  a v o i d  f l a g r a n t l y  p o l i t i c a l  

p r o j e c t s  which represen t  a  se r i ous  d r a i n  on l i m i t e d  resources o r  

which do n o t  have a  balanced e q u i t y  perspec t i ve .  

b )  For  t h e  recipient count ry ,  economic a n a l y s i s :  

. Can be a  va luab le  t o o l  i n  a s s i s t i n g  t h e  h o s t  

government t o  s e l e c t  t h e  b e s t  programs o r  p r o j e c t s  and a v o i d  was t i ng  

scarce n a t i o n a l  assets .  



Can h e l p  governments b e t t e r  d i r e c t  t h e i r  a t t e n t i o n  

on t h e  lowes t  l e v e l s  o f  economic development and i s ,  t h e r e f o r e ,  a  

n a t u r a l  ex tens ion  o f  t h e  p l ann ing  process. 

3 )  Which P r o j e c t s  Should Use Economic Ana l ys i s?  

A l l  p r o j e c t s  except  those which f a l l  d i r e c t l y  i n  a  

"non-product ion o r i e n t e d "  o r  " s o c i a l "  ca tegory  should  undergo 

economic a n a l y s i s .  Obviously,  wherever poss ib l e ,  t h e  use o f  f i n i t e  

resources shou ld  be opt imized.  From t h e  s tandpo in t  o f  n a t i o n a l  

economic development, r a t i o n a l  economic cho i ce  o f  p r o j e c t s  i s  an 

impo r tan t  p o l i c y  issue,  n o t  o n l y  t o  make t he  b e s t  use f i n i t e  

investment  p o s s i b i l i t i e s  b u t  a l s o  t o  reduce t h e  r e c u r r e n t  c o s t / i n v e s t -  

ment r a t i o .  

Even i n  t h e  "non-product ive"  o r  " s o c i a l "  f i e l d s ,  such as 

t e c h n i c a l  ass is tance ,  hea l  t h y  educa t ion  o r  i n s t i t u t i o n  b u i  1  d ing,  

c e r t a i n  techniques can be used t o  h e l p  t h e  a n a l y s t  b e t t e r  grasp c e r t a i n  

economic i m p l i c a t i o n s  o f  development o f  those p r o j e c t s .  

4 )  How i s  Economic Ana lys is  U t i l i z e d  i n  AID: 

a)  Personnel Requirements 

Under t h e  c u r r e n t  AID des ign  process, f o u r  d i f f e r e n t  

s teps i n  economic a n a l y s i s  can be i d e n t i f i e d :  

CDSS: A t  present ,  t h e  economic requi rement  i s  - 
g e n e r a l l y  expos i to ry ,  b u t  can c a l l  f o r  some a n a l y t i c  i n p u t  a t  t h e  

macro 1  eve1 , i . e. d e b t - s e r v i c i n g  c a p a c i t y  and n a t i o n a l  accounts 



a n a l y s i s .  According t o  t h e  recen t  CDSS a i rgram, however, t h e  

requi rement  cou ld  become more soph i s t i ca ted .  

. P I D :  Increased s k i l l s  a r e  necessary a t  t h e  P I D  

stage, b u t  t h e  a n a l y s i s  i s  s t i l l  ma in ly  expos i t o r y .  C e r t a i n  s e c t o r a l  

spec ia l  i s t s ,  however, ( a g r i c u l t u r i s t s  , economists, t r a n s p o r t  economists),  

can be p r o f i t a b l y  used t o  p rov ide  a  p r e l i m i n a r y  f e e l  f o r  t he  p r o j e c t ' s  

economic feas i  h i 1  i t y .  

. - PP: Th is  i s  where economic a n a l y t i c a l  s k i l l s  a r e  

most r e q u i r e d  i f  t h e  j o b  i s  t o  be done c o r r e c t l y .  Requirements f o r  

o u t s i d e  personnel  a r e  s t r o n g e s t  -- A I D / W ,  REDSO, p r i v a t e  consu l t an t s  

o r  u n i v e r s i t y  personnel.  I f  these s k i l l s  a r e  found i n  a  Miss ion,  

they a re  g e n e r a l l y  engaged h e a v i l y  i n  p r o j e c t  implementat ion and, 

a r e  n o t  a v a i l a b l e  f o r  PP design. 

. Pos t -P ro jec t  Eva lua t ion :  Th is  i s  a l s o  f a i r l y  

s p e c i a l i z e d  and perhaps b e s t  handled by people o u t s i d e  t he  Miss ion.  

With t h e  above i n  mind, i t  i s  apparent  t h a t ,  f o r  most 

Miss ions,  t h e r e  i s  a  ser ious  manpower c o n s t r a i n t .  Outs ide  t a l e n t  

i s  o f t e n  c a l l e d  upon. I n  these cases, e s p e c i a l l y  w i t h  non-AID 

economists ( p r i v a t e  o r  u n i v e r s i t y  consul  t a n t s )  , i t  i s  impo r tan t  t h a t  

t h e  AID p r o j e c t  o f f i c e r  m o n i t o r  c l o s e l y  bo th  t h e  i n i t i a l l y  proposed 

methodology and t h e  c o n s u l t a n t ' s  progress i n  o r d e r  t o  bes t  o r i e n t  

h i s  e f f o r t s  i n  t h e  d i r e c t i o n  o f  t h e  Agency's mandate (e.g. BHN o f  

r u r a l  poor, food p roduc t i on  concerns, WID). I n  choosing t h e  o u t s i d e  

e x p e r t i s e  i t  i s  a l s o  impor tan t  f o r  t h e  p r o j e c t  o f f i c e r  t o  keep i n  



mind t h a t  p r o j e c t  economic ana l ys i s  should  n o t  be j u s t  a  formal  

h y p o t h e t i c a l  exerc ise ,  b u t ,  r a t h e r ,  tho rough ly  grounded i n  t h e  

r e a l i t i e s  o f  l o c a l  l i v i n g  c o n d i t i o n s .  

b )  Timing 

I t  i s  use fu l  t o  employ t h e  se r v i ces  o f  a t  l e a s t  one 

economist  over  t h e  e n t i r e  PP des ign e f f o r t ,  e s p e c i a l l y  g i ven  t h e  

normal compressed t h r e e - t o - f o u r  week t imespan. I f  h i s  c o n t r i b u t i o n  

t o  t h e  p r o j e c t  i s  minor ,  he may be b rough t  i n  toward t h e  end ( l a s t  

two weeks) o f  t h e  ana l ys i s .  However, i t  i s  o f t e n  u s e f u l ,  i n  t h e  case 

where seve ra l  p r o j e c t  op t i ons  a r e  a v a i l a b l e ,  t o  use p r e l i m i n a r y  

economic a n a l y s i s  t o  weed o u t  t h e  l e s s  i n t e r e s t i n g  o p t i o n s  e a r l y  on 

so as t o  concen t ra te  on r e f i n i n g  t h e  b e t t e r  o p t i o n s  f o r  t he  f i n a l  PP. 

c )  O rgan i za t i ona l  Out1 i n e  

The o n l y  re1  a t i v e l y  c l e a r  o r g a n i z a t i o n a l  ou t1  i n e  f o r  

an economic a n a l y s i s  i s  a t  t h e  PP l e v e l .  

Handbook 3 p rov ides  o n l y  ve ry  genera l  guidance as t o  

t h e  purpose o f  PP economic a n a l y s i s  as f o l l ows :  ( a )  To i d e n t i f y  

economic wor th  a g a i n s t  cos t s  over  t ime; and ( b )  To compare wo r th  of  t h e  

p r o j e c t  w i t h  o t h e r  a l t e r n a t i v e s  t o  reach a  r a t i o n a l  p r o j e c t  cho ice  

dec i s i on .  I n  many cases o n l y  t h e  f i r s t  purpose i s  i n  f a c t  a t t a i n e d ,  

as t h e  second purpose, t h a t  o f  r a t i o n a l l y  s e l e c t i n g  t h e  b e s t  p r o j e c t ,  

i s  o f t e n  a  n a t i o n a l  o r  r e g i o n a l  p l ann ing  exerc ise .  



Opera t i ona l l y ,  i t  i s  suggested t h a t  t h e  economist  

under take  h i s  normal t e c h n i c a l  a n a l y s i s  i n t e g r a l l y  and p l a c e  t h i s  

document i n  an annex. Given t i m e  c o n s t r a i n t s ,  t h i s  pe rm i t s  him 

t o  cover  a  s e c t o r  and more complete i n t e g r a t i o n  o f  t h e  o v e r a l l  

a n a l y s i s  can be made i n  a  summary i n  t h e  body of t h e  t e x t .  A l l  

t ab l es ,  graphs, e tc .  should  be i nc l uded  i n  t h e  annex and o n l y  r ep ro -  

duced i n  t h e  body o f  t h e  PP as r equ i r ed .  

d)  Methodologies 

The i n t e r e s t e d  reader  w i l l  f i n d  some u s e f u l  thoughts  

and re'ferences f o r  f u t u r e  s tudy  i n  Appendix 56 o f  Handbook 111. 

There i s ,  however, no e a s i l y  reproduced "cookbook" f o r  

economic a n a l y s i s  a t  t h e  PP l e v e l  -- n o r  even u n i v e r s a l l y  a p p l i c a b l e  

sub-sector  " r ec i pes . "  The b e s t  methodology f o r  a  s p e c i f i c  p r o j e c t  w i l l  

depend, t o  a  l a r g e  ex ten t ,  on t h e  c r e a t i v i t y  of t h e  economist  u t i l i z e d ,  

t h e  s t a t e  o f  e x i s t i n g  a n a l y t i c  l i t e r a t u r e  and t h e  a v a i l a b i l i t y  of 

accura te  r e f e r e n c e  data.  Because of compressed t imeframes , t h e  

t y p i c a l  PP economist w i l l  n e c e s s a r i l y  l o o k  f o r  s h o r t c u t s  and ways o f  

u s e f u l l y  compressing h i s  a n a l y s i s  w i t h o u t  a l t e r i n g  s u b s t a n t i a l l y  h i s  

a n a l y t i c a l  ou tpu t .  I n  a l l  cases, i t  cannot be overerr~phasized t h a t ,  

as most a n a l y s i s  i s  n e c e s s a r i l y  based on a  s e r i e s  of h y p o t h e t i c a l  

assumptions, i t  i s  v i t a l l y  impo r tan t  t h a t  t h e  economist  i n d i c a t e  

and document these c l e a r l y .  F i n a l  l y  , every  economic annex shou ld  

i n c l u d e  a  compl e t e  and easy - t o - f o l  l ow  cash f l o w  tab1 e .  



I n t e r n a l  Rate o f  Return 

The most use fu l  and commonly u t i l i z e d  measure o f  p r o j e c t  wor th  

i s  t he  I R R ,  which i s  s imp ly  a  d iscounted cash f low over  t he  use fu l  

l i f e  o f  the  p r o j e c t .  An accep tab le  p r o j e c t  i s  one hav ing an I R R  above 

t h e  o p p o r t u n i t y  c o s t  o f  c a p i t a l  u s u a l l y  taken a t  somewhere between 

10 t o  12% i n  West and Cent ra l  A f r i c a .  

The l e v e l  o f  conf idence i n  a  g iven  I R R  w i l l  depend on t h e  

p r e c i s i o n  w i t h  which t h e  cos ts  and b e n e f i t s  can be measured (e.g. , l e s s  

re1  i a b l e  f o r  a g r i c u l t u r a l  s e c t o r  i n  Sahel , s o i l  and wate r  management 

i n  Gambia, and f a i r l y  r e l i a b l e  f o r  major  highway a n a l y s i s  which i s  

based on a c c u r a t e l y  i d e n t i f i e d  user  cos t  sav ings) .  

As t h e  data base becomes i n c r e a s i n g l y  shaky, t h e  most accura te  

use o f  an I R R  i s  i n  t h e  comparat ive sense. L ikewise,  s e n s i t i v i t y  

analyses, t o  t e s t  t h e  parameters o f  t h e  bas i c  assumptions, should be 

u t i l i z e d  ex tens i ve l y .  

F i n a l  ly,  t h e  non-quant i f i ab l  e  aspects o f  p r o j e c t  costs ,  o r  

b e n e f i t s ,  should always be noted when they c a n ' t  be assigned some 

monetary value. Depending on t h e  rev iewe r ' s  p a r t i c u l a r  b iases,  these 

aspects can be s i g n i f i c a n t .  I n  t h e  AID case, many n o n - q u a n t i f i a b l e  

aspects can r e c e i  ve heavy weigh t i  ng . 
Benef i  t /Cos t  (B/C) Ra t i o :  

- Present worth O f  benefits , genera l  l y  a t  oppor tun i  ty c o s t  - Present wor th  o f  cos ts  

o f  c a p i t a l .  



When t h e  B/C r a t i o  i s  u t i l i z e d ,  acceptable p r o j e c t s  w i l l  have 

a  r a t i o  o f  1.0 o r  g r e a t e r .  

B a s i c a l l y  a  d e r i v a t i o n  of t h e  I R R  a n a l y s i s ,  i t  i s  g e n e r a l l y  l e s s  

u t i l i z e d  by AID, b u t  i s  acceptable (e.g., i f  p iggy-back ing on o t h e r  

donor o r  separate c o n s u l t a n t  a n a l y s i s  where o n l y  B/C i s  i n d i c a t e d ) .  

Cost E f f ec t i veness  

Th is  technique has n o t  been w ide l y  used i n  AID p r o j e c t s ,  b u t  can 

be a p p r o p r i a t e  f o r  those cases where t h e  b e n e f i t  s i d e  o f  t h e  B/C 

ana l ys i s  cannot be e a s i l y  ~neasured (such as heal  t h ,  educat ion,  t echn i ca l  

ass is tance ,  o r  i n s t i t u t i o n  b u i l d i n g  p r o j e c t s ) .  The approach s imp ly  

compares t h e  d iscounted c o s t  streams o f  p r o j e c t  op t i ons  ( w i t h  ou tpu ts  

assumed s i m i l a r ) .  The l e a s t  c o s t  s o l u t i o n  i s  then t a k e  as t h e  most 

app rop r i a te .  

5 )  Suppl emen t a r y  Considerat ions 

a )  Macro-Analysis 

L i t t l e  r e a l  macro-economic a n a l y s i s  i s  g e n e r a l l y  r e q u i r e d  

o f  t h e  economic a n a l y s i s  i n  a  PP o t h e r  than a  bas i c  background 

economic d e s c r i p t i o n  so t h a t  t h e  rev iewer  b e t t e r  understands t h e  

r o l e  t h e  p r o j e c t  p lays  i n  t h e  genera l  n a t i o n a l  economy. 

Two except ions t o  t h i s ,  a l though u s u a l l y  i nc l uded  

i n  t h e  f i n a n c i a l  s e c t i o n  o f  t h e  PP, a r e  d e b t - s e r v i c i n g  c a p a c i t y  ( f o r  

l oans )  and r e c u r r e n t  c o s t  a n a l y s i s  (d iscussed under f i n a n c i a l  a n a l y s i s ) .  

b )  Lowest Level  Budget Ana lys is  

Genera l l y  subsumed under t h e  f i n a n c i a l  a n a l y s i s  i n  

t h e  PP, some form of farm o r  f a m i l y  budget a n a l y s i s  i s  u s e f u l  ( a )  t o  



i n d i c a t e  t h a t  t h e  b e n e f i c i a r y  f i n a n c i a l  i n t e r e s t s  have been 

adequately addressed and t h a t  h i s  adherence t o  the  p r o j e c t  i s  

r a t i o n a l  on f i n a n c i a l  grounds, and ( b )  t o  b e t t e r  address Agency 

requirements f o r  c l e a r  and p o s i t i v e  p r o j e c t  l i n kages  t o  the smal l  

farmer o r  t h e  r u r a l  poor.  A  r e p r e s e n t a t i v e  b e n e f i c i a r y  p r o f i l e  

combined w i t h  farm o r  f a m i l y  budget ana l ys i s ,  should c l e a r l y  show 

t h e  f i n a n c i a l  impact  o f  t h e  p r o j e c t  on t h a t  t a r g e t  group. 

b )  Discuss ion:  

I n  d iscuss ion,  t h e  f l o o r  responded f avo rab l y  t o  

M r .  Hradsky 's  p resen ta t ion ,  b u t  err~phasized t he  impossi b i  1  i ty o f  

b r i n g i n g  s u f f i c i e n t  economic s k i l l s  t o  bear on t h e  des ign  problems 

o f  Cent ra l  and West A f r i c a  due t o  t h e  severe manpower c o n s t r a i n t s  

mentioned e a r l  i e r .  A1 so, i t  was po in ted  ou t ,  many economists brought  

i n  f rom t h e  o u t s i d e  d i d  n o t  themselves have t h e  r e q u i s i t e  s k i l l s  i n  

a  development economics sense. F i n a l l y ,  i t  was s t ressed  t h a t  one had 

t o  choose t h e  c o r r e c t  o r  app rop r i a te  economic s p e c i a l i s t ,  i .e . ,  a  

t r a n s p o r t  economist normal l y  cannot deal  adequate ly  w i t h  a  1  i ves tock  

p r o j e c t  and v ice-versa.  

6. Soc ia l  Soundness Issues 

Presen ta t ions  : Alan Hoben, Chief, PPC/E S tud ies  

Steve Reyna, Soc ia l  An th ropo log i s t ,  REDSO/WA 

Carol  Barnes, Con t rac t  Women-in-Development 
S p e c i a l i s t ,  USAID/Upper V o l t a  



a )  Hoben: A lan Hoben gave a  b r i e f  p r e s e n t a t i o n  centered ma in l y  

on macro and program l e v e l s  from an AID/W perspec t i ve .  H i g h l i g h t s  

i n c l u d e  t h e  f o l l o w i  ng points ' .  

. Soc ia l  soundness g u i d e l i n e s  a r e  be ing  r e v i s e d  i n  Washington. 

Comments and recomnendations f rom t h e  f i e l d  a r e  s o l i c i t e d .  

. Cont rac t  s o c i a l  s c i e n t i s t s  o f t e n  "miss t h e  boa t "  when i t  comes 

t o  problem d e f i n i t i o n  w i t h i n  t h e  con tex t  of an AID p r o j e c t .  The 

impo r tan t  t h i n g  i s  t o  make sure  t h a t  t h e  problem t o  be so lved  i s  

perce ived  t o  be t h e  problem by those t h a t  we a r e  t r y i n g  t o  he lp .  

. Soc ia l  s c i e n t i s t s  o f t e n  produce much "gobbledygook" t h a t  

i s n ' t  r e a l l y  r e l e v a n t  t o  s p e c i f i c  i n t e r v e n t i o n s  contemplated i n  a  

g i ven  p r o j e c t .  Every e f f o r t  must be made t o  d i r e c t  them p r o p e r l y  and 

n o t  a l l o w  them t h e  l u x u r y  o f  go ing  o f f  on i n t e r e s t i n g ,  b u t  o n l y  

margi na l  l y  use fu l ,  tangents.  

. There i s  a  ma jo r  need f o r  hard  i n f o r m a t i o n  and da ta  about 

what "works" and what doesn ' t .  The Stud ies D i v i s i o n  o f  PPC i s  

c u r r e n t l y  embarked on a  program o f  spec ia l  e v a l u a t i o n  s t u d i e s  i n  such 

key AID a c t i v i t y  areas as l and  se t t lement ,  a g r i c u l t u r a l  c r e d i t ,  e tc .  

The o f f i c e  i s  e s p e c i a l l y  anxious t o  t a p  A I D  d i r e c t  h i r e  exper ience.  

b )  Reyna: Steve Reyna concentrated h i s  remarks on t h e  r o l e  o f  t he  

s o c i a l  s c i e n t i s t s  d u r i n g  design. He made t h e  f o l l o w i n g  p r i n c i p a l  

p o i n t s .  



The s o c i a l  ana l ys t  should be u t i l i z e d  a t  a l l  stages o f  t h e  

p r o j e c t  development cyc le ,  s t a r t i n g  w i t h  t h e  CDSS. 

. I n  t h e  area of s o c i a l  ana lys is ,  i t  i s  e s p e c i a l l y  impor tan t  t o  

take  advantage of l o c a l  expe r t i se .  Experts a r e  needed who know the  

count ry  and t h e  l o c a l  language. Local s o c i a l  sc ience i n s t i t u t i o n s  and 

u n i v e r s i t i e s  should be u t i l i z e d .  

. As w i t h  economic o r  any o t h e r  modern d i s c i p l i n e ,  i t  i s  necessary 

t o  o b t a i n  t h e  c o r r e c t  s p e c i a l i z a t i o n  f o r  t he  i n t e r v e n t i o n s  contemplated. 

For  a  mixed farming p r o j e c t ,  f o r  example, one might  want an economic 

an th ropo log i s t  spec ia l  i z e d  i n  food p roduc t ion  systems. (Steve Reyna 

has an up-to-date l i s t  o f  a l l  U.S.  an th ropo log i s t s . )  

. The s o c i a l  soundness i n p u t  t o  p r o j e c t  design should begin w i t h  

homework, norma l ly  about a  week's wor th be fo re  a r r i v a l .  A  wea l th  

o f  m i rco  s tud ies  and o t h e r  r e l e v a n t  m a t e r i a l  i s  a v i l a b l e  i n  most 

u n i v e r s i t y  1  i b r a r i e s .  This t ime should be s t r u c t u r e d  i n t o  t he  

c o n t r a c t .  A I D / W  shou ld  make sure  t h a t  t he  s o c i a l  s c i e n t i s t  has s tud ied  

app rop r i a te  background i n f o r m a t i o n  be fo re  sending him ou t .  

. The s o c i a l  a n a l y s t  should come o u t  e a r l y ,  and remain through 

the  decision-making process where t h e  bas i c  des ign o f  a  p r o j e c t  i s  

s t ruc tu red .  Data c o l l e c t i o n  takes t ime, and the  s o c i a l  s c i e n t i s t  

should have t h e  o p p o r t u n i t y  t o  a c t u a l l y  e f f e c t  design - n o t  j u s t  

r a t i f y  o r  j u s t i f y  i t. 



. The s o c i a l  a n a l y s t  must be thorough ly  b r i e f e d  and c a r e f u l l y  

superv ised.  He must be made t o  d i r e c t  h i s  a t t e n t i o n  on  t h e  i ssues  

assoc ia ted  w i t h  t h e  p r o j e c t .  

. I n  re1 a t i o n  t o  t h e  t a r g e t  group, i t  i s  e s s e n t i a l  t h a t  t h e  

s o c i a l  a n a l y s t  s p e l l  o u t  e x a c t l y  who they  a r e  and what they  pe rce i ve  

t o  be u t i l i t i e s  and d i s u t i l i t i e s .  

. The s o c i a l  a n a l y s t  shou ld  s t udy  l o c a l  ( i nd igenous)  i n s t i t u t i o n s ,  

( counc i l s ,  groups, c lubs ,  e t c . ) .  I t  i s  i n s t r u c t i v e  t o  exp lo re  t h e  

mechanisms th rough  which t h e  t a r g e t  p o p u l a t i o n  manages i t s  a c t i v i t i e s  

and o rgan izes  i t s e l  f. 

c )  D iscuss ion :  

D iscuss ion  began w i t h  t h e  a s s e r t i o n  from t h e  f l o o r  t h a t  new 

guide1 i n e s  were needed f o r  s o c i a l  soundness rev iewers  as we1 1  as those  

who pe r f o rm  t h e  a n a l y s i s .  Th is  was suppor ted by D r .  Hoben, who 

exp la i ned  t h a t  an e f f o r t  was be ing  made t o  i n s t a l l  a p p r o p r i a t e l y  

t r a i n e d  and q u a l i f i e d  s o c i a l  s c i e n t i s t s  i n  r e g i o n a l  bureaus. There 

a r e  s t i l l  too few i n  t h e  Agency t o  a t t e n d  p r o j e c t  rev iews  c o n s i s t e n t l y .  

Conversat ion then  t u rned  t o  p a r a s t a t a l  o r g a n i z a t i o n s  i n  

response t o  a  concern o f  Gordan Evans. I n  A f r i c a ,  p a r a s t a t a l s  a r e  

o f t e n  ve ry  powerful .  When we work w i t h  them we need t o  be a b l e  t o  

unders tand t h e i r  p o l i t i c a l  c o n s t i t u e n c i e s .  Th is  was suppor ted by t h e  

p a r t i c i p a n t s  and AID/W. Much more e f f o r t  should  be d i r e c t e d  toward 

ana l yz i ng  these o rgan i za t i ons ,  bo th  i n s  t i t u t i o n a l  l y  as we1 1  as i n  terms 

o f  t h e  c l i e n t  group. 



I n  response t o  t h e  expressed need f o r  b e t t e r  and more 

p r a c t i c a l  guidance i n  t h e  f i e l d ,  Steve Reyna announced t h a t  he was 

work ing on a  "cookbook" o f  " r ec i pes "  and i n s t r u c t i o n s  which would 

be d i s t r i b u t e d  s h o r t l y  by REDSO. 

d )  Carol  Barnes on Women-i n-Devel opmen t (W IDL: 

Carol  Barnes, based on her  exper ience i n  Upper Vo l ta ,  spoke 

ma in l y  o f  t h e  need t o  l o o k  a t  women r e a l  i s t i c a l l y  as p a r t  o f  t he  f a b r i c  

o f  t h e  l o c a l  s o c i e t y  r a t h e r  than as a  separate and d i s t i n c t  element. 

I t  i s  a l so  e s s e n t i a l  t o  cons ider  women i n  economic terms. They have 

many o f  t h e  same needs, and a r e  d r i v e n  by many o f  t he  same forces, 

t h a t  d r i v e  men. 

Ms. Barnes supported t h e  n o t i o n  discussed e a r l i e r  t h a t  a  

separate women's p r o j e c t  category i s  n o t  app rop r i a te .  The impo r tan t  
a 

t h i n g  i s  t o  assure thaVi4ID element, o r  a t  l e a s t  a  W I D  consciousness, 

i s  i nco rpo ra ted  i n  every  p r o j e c t .  

F i n a l l y ,  Ms. Barnes spoke o f  t he  need t o  emphasize men as we1 1  , 

i n  o rde r  t o  p r o p e r l y  deal  w i t h  t h e  women, s i n c e  any change i n  r o l e  

o r  subs tan t i ve  a c t i v i t y  o f  one w i l l  impact on t he  o the r .  Social 

and economic p r o f i l e s  o f  bo th  a r e  necessary f o r  e f f e c t i v e  p r o j e c t  

des ign and imp1 ementat ion p l  anni ng . 
e) Discuss ion:  

The ques t i on  was asked i f  t h e r e  were any good- r o l e  models 

f o r  women i n  t he  A f r i c a n  development se t t - i ng  t h a t  c o u l d  be e x p l o i t e d .  

The answer was, " n o t  r e a l l y " .  Successful  women i n  A f r i c a ,  who have 



made i t  i n  bus iness o r  government, no rma l l y  come f r om backgrounds 

e n t i r e l y  d i f f e r e n t  f rom those  we a r e  t r y i n g  t o  he lp ,  and a r e  so " f a r  

up t h e  l adde r "  as t o  be t o t a l l y  beyond a p o i n t  t o  which p r o j e c t  groups 

cou ld  a s p i r e  - a t  l e a s t  w i t h i n  t h e  c o n t e x t  o f  t h e  AID mandate. 

The need f o r  more e x ~ e r t i s e  i n  t h e  f i e l d  was r a i s e d .  Ms 

Barnes ment ioned t h a t  t h e  W I D  o f f i c e  i n  Washington i s  develop ing a 

r o s t e r  o f  q u a l i f i e d  and a v a i l a b l e  exper ts  which w i l l  be d i s t r i b u t e d  as 

soon as poss ib l e .  

7. I n s t i t u t i o n a l  Capac i ty  Issues ( I n c l u d i n g  Technica l  Ass is tance  and 

T r a i n i n g ) :  

P resen ta t i on :  L a r r y  Bond, Capi t a l  Development O f f i c e r ,  
REDSO/WA 

Panel : John Heard, Design Consu l tan t  
Jonathan McCabe, Ch ie f ,  AFR/DR/SFWAP 
Steve Grant,  Human Resources Adv iso r ,  

REDSO/WA 
David French, D i r e c t o r ,  SHDS 
W i l l i a m  Johnson, Ch ie f ,  AFR/DR/ARD 

a )  Bond: 

L a r r y  Bond began by commenting on h o s t  government i n s t i t u t i o n a l  

c o n s t r a i n t s  commonly faced  th roughou t  Cen t ra l  and West A f r i c a ,  i . e . ,  

s c a r c i t y  of personnel ,  i n s t i  t u t i  ens bombarded by numerous donors 

f o r  scarce  resources,  e t c .  He then  went on  t o  e l a b o r a t e  on a number 

o f  issues.  The two most s i g n i f i c a n t  o f  these  were as f o l l ows :  

. Old vs. lVew I n s t i t u t i o n s :  Two opposing views on t h i s  q u e s t i o n  o f t en  

f a c e  us w i t h  a  conceptua l  d i lemna. Should we remodel o l d  i n s t i t u t i o n s  

b e f o r e  c r e a t i n g  new ones, o r  i s  i t  more e f f e c t i v e  and conducive t o  s o c i a l  



and o t h e r  change sought by t h e  program t o  b u i l d  new i n s t i t u t i o n s ,  

thus avo id i ng  the  "barnac les"  commonly a t tached  t o  e x i s t i n g  

bureaucrac ies? 

The AID/W recomended p re fe rence  i s  t o  use e x i s t i n g  i n s t i t u t i o n s  

when poss ib le ,  p r i m a r i l y  because o f  t he  extreme l a c k  o f  human resources 

faced by coun t r i es  o f  t h e  reg ion .  

, A Time Dilemma: T r a d i t i o n a l l y  AID has n o t  wanted t o  g e t  i n v o l v e d  

i n  long- term i n s t i t u t i o n a l  suppor t  arrangements. AID wants " o u t "  

a f t e r  a  f i n i t e  programmable pe r i od .  There i s  a  g r e a t  danger o f  

p u l l i n g  o u t  t oo  soon, however, w h i l e  t h e  o r g a n i z a t i o n  i s  s t i l l  i n  a  

c r i t i c a l  growth and s tab1 i z a t i o n  pe r i od .  Ins  ti t u t i o n  b u i l d i n g ,  by 

nature,  i s  long- term --  e s p e c i a l l y  i n  A f r i c a .  AID has come t o  

recogn ize  and accept  t h i s  w i t h i n  c e r t a i n  l i m i t s .  Phased p r o j e c t  

development was suggested as a  p a r t i a l  answer. 

b )  Panel Con t r i bu t i ons :  

The panel, p r i m a r i l y  Dr. French and B i  11 Johnson, proceeded t o  

comment on reg iona l  approaches and t echn i ca l  ass is tance  and t r a i n i n g  

r e s p e c t i  v e l y  : 

i ) The Regional Approach 

The SHDS p r o j e c t  (St rengthening Hea l th  D e l i  very  Sys tems ) 

i s  encouraging reg iona l  coopera t ion  and common s o l u t i o n s  of  t y p i c a l  

problems, r a t h e r  than a t tempt ing  t o  mount a  s e r i e s  of b i  l a t e r a l  

p r o j e c t s .  On a  n a t i o n a l  sca le ,  a t  l e a s t  i n  t h e  h e a l t h  area, 

i n s t i t u t i o n s  a re  so g r o s s l y  d e f i c i e n t  as t o  pose a lmost  imposs ib le  



d i f f i c u l t i e s  i n  terms o f  address ing b a s i c  needs. We a r e  j u s t  

" sc ra t ch ing  t h e  sur face"  i n  coming t o  g r i p s  w i t h  t h e  i n s t i t u t i o n a l  

capac i t y  problem. 

i i ) Technica l  Ass is tance and T ra in i ng :  

Bas ic  p o i n t s  made i nc l uded  t h e  f o l  l ow ing :  

. A f r i c a n  s o c i e t a l  pressures o f t e n  f a v o r  near u n i v e r s a l  

p r imary  educat ion, 1  eav ing few resources f o r  secondary and h ighe r  

educat ion.  The h ighe r  l e v e l  pool  a v a i l a b l e  f o r  t r a i n i n g  by AID 

p r o j e c t s  i s  ext remely  1  i m i  ted. 

. U  .S. U n i v e r s i t y  admission requi rements a r e  s t r i n g e n t ,  

and A f r i c a n s  w i t h  low and m id - l eve l  academic backgrounds o f t e n  cannot 

be placed. 

I n  some c o u n t r i e s  o f  Cent ra l  and West A f r i c a  t h e r e  

i s  a  g r e a t  r e l u c t a n c e  t o  p r o v i d e  t r a i n i n g  t o  n o n - c i v i l  se rvan ts  due 

t o  t h e  i n a b i l i t y  t o  pay o r  p l ace  them a f t e r  t r a i n i n g .  

. A a r e s u l t o f  t h e a b o v e c o n s t r a i n t s , A I D i s o b l i g e d  

t o  s t r u c t u r e  heavy t e c h n i c a l  ass i s tance  elements i n t o  a lmost  a1 1  

p r o j e c t s  of t h e  reg ion ,  e s p e c i a l l y  i n  t h e  Sahel , where up t o  45% o f  

p r o j e c t  cos ts  a r e  o f t e n  f o r  .technical assistance. 

Some of t h e  reconended  s o l u t i o n s  t o  t h e  t e c h n i c a l  

ass i s tance  t r a i n i n g  dilemma a r e  as f o l l o w s  : 

- AID should fund p a r t i c i p a n t  t r a i n i n g  a t  lower  l e v e l s ,  

i .e., B.A. and h i g h  school.  M id - l eve l  manpower development i s  of t h e  

h i g h e s t  p r i o r i t y .  



- Regional  t r a i n i n g  i n s t i t u t i o n s  should  be used t o  a  

g r e a t e r  ex ten t .  (CYMMET, f o r  example, i s  now o f f e r i n g  courses i n  

French. ) 

- T i t l e  X I1  i n s t i t u t i o n s  c o u l d  be u t i l i z e d  on a  long-  

te rm bas i s  t o  h e l p  A f r i c a n  i n s t i t u t i o n s  develop a p p r o p r i a t e  t r a i n i n g  

programs. 

- Lower 1  eve1 t e c h n i c a l  ass i s t ance  i s  o f t e n  more 

a p p r o p r i a t e  and e f f e c t i v e  than  t h e  Ph. D. .candidates we of t e n  

send abroad. We should  t a k e  more advantage of c u r r e n t  and ex-Peace 

Corps vo l  unteers .  

- AFR/DR/ARD ( B i  11 Johnson) i s  prepared t o  c o l l  aborate ,  

on an ~ e i ~ ~ - w l d ~  sca le ,  on t h e  devel.opment of an i n v e n t o r y  o f  

t r a i n i n g  f a c i l  i t i e s  t o  which Miss ions cou ld  send p a r t i c i p a n t s .  

(REDSO/WA has requested PD&S funds f o r  such an i n v e n t o r y  i n  Cen t ra l  

and West A f r i ca .  ) 

c )  D iscuss ion:  

D i s c u s s i o n  s u p p o r t e d  most o f  t h e  above p o i n t s .  No r e a l  s o l u t i o n  

t o  t h e  i n s t i t u t i o n a l  capac i t y  i s s u e  emerged. I t  i s  a  long- te rm 

problem o f  immense p ropo r t i ons .  The b e s t  we can do i s  t o  sys tema t i ca l  l y  

keep a t  i t  w i t h  a p p r o p r i a t e  long- te rm t r a i n i n g  and t e c h n i c a l  ass i s t ance  

a c t i v i t i e s .  I n n o v a t i o n  i s  bad l y  needed. A  genera l  message was: be 

c a r e f u l ,  be t h o u g h t f u l ,  d o n ' t  overburden e x i s t i n g  i n s t i t u t i o n a l  

s t r u c t u r e s  which a r e  f r e q u e n t l y  ve ry  f r a g i l e .  



8. Technical  F e a s i b i l i t y :  

Presentat ion: 

Panel : 

B i  l l Johnson, Ch ie f  , AFR/UR/AFR 

Raymond Mar t in ,  Popul a t i o n  
Advisor,  USAIDIGhana 

Norman She1 don, Ag r i cu l  t u r a l  
Deve l opmen t O f f i c e r  , USA1 D/ 
S i e r r a  Leone 

Jack Morgan, Engineer, AFR/DR 
Steve Grant, Human Eesources 

Advisor,  REDSOIWA 

a )  Johnson: 

B i l l  Johnson concentrated p r i m a r i l y  on t h e  area o f  design team 

composit ion r e l a t i v e  t o  t echn i ca l  ana l ys i s  requirements. His main 

p o i n t s  a r e  l i s t e d  below: 

. Design team techn ic ians ,  a l though u s u a l l y  academical ly q u a l i f i e d ,  

a r e  o f t e n  inexperienced and i 11 -equipped t o  deal w i  t h  a development 

s e t t i n g  i n  a t h i r d  wo r ld  context .  I t  i s  essen t i a l  t h a t  USAID and/or 

REDS0 techn ic ians  p rope r l y  b r i e f  and o r i e n t  these groups. Strong 

and en l igh tened superv is ion  i s  o f t e n  necessary, and t h i s  i s  t h e  j o b  

o f  t h e  p r o j e c t  o f f i c e r .  Another measure can be i n c l u s i o n  o f  hos t  

government personnel on design teams t o  he lp  keep such groups "on 

t rack .  ". 

Despi te  t h e  above, i t  i s  c r i t i c a l l y  impor tan t  t o  seek the  

r i g h t  mix o f  t echn i ca l  s k i l l s  f i r s t ,  and then worry about language 

and f i e l d  experience. Be sure  t o  o b t a i n  t he  " r i g h t  k i n d  o f  

agronomist. " I f  you c a n ' t  handle t echn i ca l  f e a s i b i l i t y ,  you a re  

nowhere. 



. AID/W can, and shou ld  do a  much b e t t e r  j o b  of r e c r u i t i n g .  We 

need b e t t e r  scopes o f  work, however, and more p r e c i s e  s p e c i f i c a t i o n s  

as t o  e x a c t l y  what t ype  of e x p e r t i s e  i s  c a l l e d  f o r .  

. B e t t e r  b r i e f i n g s  shou ld  a l s o  be g i v e n  i n  Washington, and teams 

shou ld  be a b l e  t o  rev iew a  major  p o r t i o n  o f  a v a i l a b l e  documentat ion 

p r i o r  t o  depar t ing .  

. The t e c h n i c a l  d i v i s i o n s  o f  AFR/DR can do more f o r  t h e  f i e l d  i f  

they a r e  b e t t e r  in formed.  Requests f o r  t echn i ca l  expe r t i se ,  f o r  exampl e, 

f r e q u e n t l y  go d i r e c t l y  t o  DSB. Be sure  t o  t a g  such messages, so t h a t  

a t  l e a s t  an i n f o r n i a t i o n  copy w i l l  come t o  AFR/DR. 

. Grea te r  use o f  l o c a l  t e c h n i c a l  t a l e n t  shou ld  be made, e.g., 

u n i v e r s i t i e s  , consul  t i  ng f i rms  and o t h e r  sources. (AWACO, The 

Assoc ia t i on  of West A f r i c a n  Consu l t i ng  Organ iza t ions ,  was f o m e d  

l a s t  y e a r  w i t h  headquarters i n  Abid jan.  Membership i nc l udes  23, 

ma in l y  Anglophone, f i m s .  ) 

. Wi th  r espec t  t o  t h e  development o f  t e c h n i c a l  packages, U.S. 

t echn i c i ans  a r e  o f t e n  e s s e n t i a l ,  due t o  t h e  " s t a t e  o f  t h e  a r t "  k i n d  

of e x p e r t i s e  r equ i r ed .  Once t h e  package i s  developed, however, i t  i s  

f r e q u e n t l y  p o s s i b l e  t o  r e v e r t  t o  more j u n i o r  l e v e l  p r a c t i t i o n e r s ,  

c u r r e n t  o r  ex-Peace Corps personnel ,  f o r  example. I n  f ac t ,  we 

shou ld  seek much c l o s e r  c o l l a b o r a t i o n  w i t h  t h e  Peace Corps. Recent 

success s t o r i e s  encouraging Peace Corps/AID coope ra t i on  i n c l u d e  

L i b e r i a  and Ma l i .  Another i dea  wor th  pursu ing  would be t o  i n v e s t i g a t e  

t h e  p o s s i b i l i t y  o f  runn ing  U.S. t echn i c i ans  through Peace Corps 

o r i e n t a t i o n  and language t r a i n i n g  a t  t h e  beg inn ing  o f  t h e i r  s t ay  

i n - coun t r y .  



. We have t h r e e  p r i n c i p a l  sources o f  U.S. t a l e n t ,  o t h e r  than DH 

personnel - u n i v e r s i t i e s ,  IQCs , and personal se rv i ces  con t rac t s  

(PSC). The PSC mode i s  o f ten  more p r a c t i c a l  and s a t i s f a c t o r y ,  i f  t h e  

USAID knows - who i t  wants and has t h e  proper  k i n d  o f  understanding w i t h  

t h a t  i n d i v i d u a l .  IQCs a r e  becoming more d i f f i c u l t  due t o  t h e  i m p o s i t i o n  

o f  AID p o l i c y  c r i t e r i a  such as t h e  s h u t t i n g  o u t  o f  those f i r m s  who 

have had t o o  much business. (Exper ience Inc . ,  P a c i f i c ,  ATAC, DAI, 

e t c .  ) T i t l e  X I1  u n i v e r s i t i e s  a r e  a  good source of expe r t i se ;  b u t  be 

c a r e f u l .  When a  T i t l e  X I 1  i n s t i t u t i o n  takes on a  des ign j ob ,  i t  assumes 

i t  w i l l  a l s o  implement t h e  p r o j e c t ,  and t h i s  i s  n o t  always t h e  most 

d e s i r a b l e  way t o  proceed. 

b )  Discuss ion:  

D iscuss ion  cen te red  on t h e  use o f  Af r i  can t e c h n i c a l  resources. 

T h i r d  coun t r y  na t i ons  were r a i s e d  as another  e x c e l l e n t  source o f  

r e q u i r e d  s k i 1  1s. I t  was suggested t o  Washington t h a t  l a r g e r  fund ing  

amounts shou ld  be p rov ided  t o  USAIDs f o r  l o c a l  h i r e .  REDSOIWA a l s o  

promised t o  d i s t r i b u t e  t h e  1975 s tudy of A f r i can  c o n s u l t i n g  f i rms  and 

i n d i v i d u a l s  a v a i l a b l e  f o r  des ign work. 

9. P r o j e c t  I n t e g r a t i o n  

P resen ta t i on  : 

Panel : 

B i l l  Johnson, Ch ie f ,  AFR/DR/ARD 

L a r r y  Bond, C a p i t a l  Development 
O f f i c e r ,  REDSOIWA 

Rober t  Cou l te r ,  Program O f f i c e r ,  
USAIDIUpper Vol t a  

Rober t  Shoemaker, C a p i t a l  Develop- 
ment O f f i ce r  , USAIDIZai r e  

John Heard, Design Consu l tan t  



a )  Johnson: 

B i l l  Johnson's p r e s e n t a t i o n  was s h o r t  and emphasized, somewhat 

s k e p t i c a l l y ,  t h e  u t i l i t y  of t h e  " i n t e g r a t e d "  approach and some key 

d e f i n i t i o n s .  The main p o i n t s  r a i s e d  were as f o l l o w s :  

. I n t e g r a t i o n  means d i f f e r e n t  t h i n g s  t o  d i f f e r e n t  people,  and 

views vary  w i d e l y  about  how t o  go about  i t .  

. The d e f i n i t i o n  process has t o  s t a r t  w i t h i n  t h e  M iss ion .  

AID shou ld  have a  c l e a r  idea  of  e x a c t l y  what i t  i s  t a l k i n g  about  

before go ing  t o  t h e  h o s t  government. 

. One o f  t h e  fundamental problems w i t h  i n t e g r a t e d  development has 

t o  do w i t h  t h e  n o t i o n  o f  t e r r i t o r i a l  i n t e g r i t y .  M i n i s t r i e s  a r e  o f t e n  

a f r a i d  o f  l o s i n g  " t u r f "  t o  o the rs .  They d o n ' t  want t o  g i v e  away 

p re roga t i ves  o r  power. 

. Much depends on t h e  e x i s t i n g  government s t r u c t u r e .  A d e c e n t r a l i z e d  

government i s  much e a s i e r  t o  work w i t h  than  t h e  narrow, h i g h l y  

c e n t r a l i z e d  and compartmental ized " t r a d i t i o n a l "  o r g a n i z a t i o n  o f t e n  

found i n  Africa espec ia l  l y  French speaking A f r i c a .  

. I n t e g r a t e d  Rura l  Devel opment ( a g r i  c u l  t u r a l  p roduc t i on ,  heal  t h y  

educat ion,  e t c . )  i s  expensive. I t  cou ld  bankrup t  some o f  t h e  

c o u n t r i e s  we work w i t h  i f  we g e t  ahead o f  t h e i r  a b i l i t y  t o  s u s t a i n  

se r v i ces .  The r e c u r r i n g  c o s t  i m p l i c a t i o n s  o f  i n t e g r a t e d  development 

must be c a r e f u l l y  analyzed. Taking t h i s  i n t o  account,  AID i s  now t a l k i n g  

about  "minimum" packages. 



. Rather than  always t a l k i n g  about " i n t e g r a t e d "  a c t i v i t i e s ,  i t  

i s  impo r tan t  t o  cons ider  " i n t e g r a t e d  d e c i s i o n  making func t ions , "  

a  p lann ing  and p r o g r a m i n g  process which must be i n  p l ace  if t r u e  

i n t e g r a t e d  p r o j e c t s  a r e  t o  have a  chance of success. 

b )  Discuss ion:  

I n  general ,  d i scuss ion  re i n fo r ced  t he  s k e p i t c a l  v iew of  

i n t e g r a t e d  "models" presented by B i l l  Johnson. There was much more 

i n t e r e s t  e v i d e n t  i n  t h e  development o f  s p e c i f i c ,  p r a c t i c a l  i n t e r v e n t i o n s  

of manageable p ropo r t i ons .  "Targets of o p p o r t u n i t y "  were r a i s e d  as 

a  l e g i t i m a t e  sub-s t ra tegy  t o  pursue i n  most coun t r i es .  The I v o r y  

Coast v e r t i c a l  i n t e g r a t i o n  model ( a  conipl e t e  comrnodi t y  system type  

approach) was r a i s e d  as a  case wor th  s tudy ing  f o r  p o s s i b l e  rep1 i c a t i o n .  

'The need f o r  sound "1 inkages"  between components i n  mu1 t i - a c t i v i  t y  

p r o j e c t s  was s t ressed.  F i n a l l y ,  a  p lea ,  heard i n  e a r l i e r  sess ions,  

was made f o r  AID/W t o  develop comprehensive and p r a c t i c a l  guidance 

on e v a l u a t i o n  and in fo rmat ion  system methodologies which can be 

a p p l i e d  t o  i n t e g r a t e d ,  mult i-component, and o therw ise  complex 

n a t i o n a l  and r e g i o n a l  development e f f o r t s .  

(Th is  was t h e  l a s t  of t h e  " r e c u r r i n g  i s sues " . )  

E. P L 4 8 0 T i t l e  111: 

Presen ta t ion :  Vara Lafoy, A s s i s t a n t  Food f o r  
Peace Of f i ce r ,  U.S. Embassy, 
Ab id jan  



Panel : Hugh Smith, USAIDIGuinea Bissau 
and Cape Verde 

Dona1 d Brown, Ag. Economist, USAID/ 
Senegal 

Herb M i l l e r ,  Program O f f i c e r ,  
USAIDINi ger 

B i  11 Johnson, Ch ie f ,  AFR/DR/ARD 

a )  LaFoy: 

U r a  Lafoy began w i t h  a  general  exp lana t i on  o f  t r a d i t i o n a l  PL 

480 programs, T i t l e s  I and 11. Turn ing t o  t he  un ique c h a r a c t e r i s t i c s  

of T i t l e  111, she s t ressed  t h e  f o l l o w i n g  p o i n t s :  

, OMB, USDA, S ta te  and A I D  must a l l  agree on a T i t l e  I 1 1  program. 

. PL 480, T i t l e  I 1 1  agreements a r e  n o t  commitments. Food shipments 

a r e  always " sub jec t  t o  a v a i l a b i l i t y  o f  U.S. commodit ies" as determined 

by t he  Secre ta ry  of A g r i c u l t u r e .  Al though t h e  agreement can be f o r  up 

t o  f i v e  years ,  each y e a r ' s  increment must be approved sepa ra te l y .  

. Annual progress by a coun t ry  i n  compliance w i t h  a  T i t l e  111 

agreement i s  c o n s t a n t l y  s u b j e c t  t o  Washington approval  . The Sub- 

Committee on Food A I D  i n  Congress w i l l  more than l i k e l y  g e t  i nvo l ved  

i n  t h e  approval  process. 

. I t  i s  n o t  wise t o  send " t r i a l  b a l l o n s "  t o  Washington w i t h  r ega rd  

t o  a  p a r t i c u l a r  coun t ry .  More o f t e n  than n o t  they w i l l  be tu rned  

down. Proposals should be a n a l y t i c a l l y  based i n  compliance w i t h  t h e  

l e g i s l a t i o n  and f u l l y  thought  be fo re  be ing  forwarded. 

. Likewise,  i t  i s  n o t  w ise  t o  b u i l d  up a h o s t  government 's hopes 

unreal  i s t i c a l  l y  . T i  tl e I I I procedures a r e  demandi ng and ext remely  

complex. A n a l y t i c a l  ( p r i c e  p o l i c y ,  p roduc t i on  and d i s t r i b u t i o n  



systems, n u t r i t i o n  and o t h e r  f a c t o r s )  and r e p o r t i n g  (annual  

performance) requi rements  can be cons idered onerous i n  some ins tances  . 

A  ma jo r  e f f o r t  needs t o  be made t o  rework t h e  l e g i s l a t i o n  so t h a t  i t  

becomes a  p r a c t i c a l  development ass i s t ance  ins t rument .  

. A T i t l e  I 1 1  agreement i s  b a s i c a l l y  t h e  same as a T i t l e  I agreement. 

The d i f f e r e n c e  i s  t h a t  proceeds f r om commodity sa l es ,  o r  t h e  commodit ies 

themsel ves , must be u t i  1  i zed f o r  " a d d i t i o n a l  " development a c t i v i t i e s  

r e l a t e d  t o  f ood  p r o d u c t i o n / d i s t r i b u t i o n  and t h e  we1 1  be ing  of t h e  

r u r a l  poor. P o l i c y  changes on t h e  p a r t  o f  t h e  h o s t  government a r e  a  

ma jo r  goal  o f  t h e  l e g i s l a t i o n .  The " a d d i t i o n a l i t y "  c l ause  i s  caus ing 

muchconf'usion and c o n s t e r n a t i o n  i n  i t s  r i g o r o u s  i n t e r p r e t a t i o n s  by 

Washington. (AID, USDA, S ta te ) .  

b )  D iscuss ion:  

D iscuss ion  was heated ove r  a  number o f  t h e  more c o n t r o v e r s i a l  

aspects  o f  t h e  new l e g i s l a t i o n .  Also,  a  number o f  p a r t i c i p a n t s  had 

a t tended  t h e  r e c e n t  Ab id j an  conference on T i t l e  111. A d d i t i o n a l  

p o i n t s  b rough t  o u t  d u r i n g  d i s c u s s i o n  i n c l u d e d  t h e  f o l l o w i n g :  

There a r e  numerous problems and compl i ca t ions  i n h e r e n t  i n  t h e  

new l e g i s l a t i o n  which shou ld  n o t  be underest imated.  A  USAID shou ld  

n o t  jump i n t o  T i t l e  I 1 1  b l i n d ,  as i t  were, w i t h o u t  e x t e n s i v e  

c o n s u l t a t i o n  w i t h  REDS0 and o t h e r  in fo rmed sources. 

. There i s  a  f e e l i n g  t h a t  Washiqgton i s  i n t e r e s t e d  i n  " b i g  c o u n t r i e s  

and b i g  programs" (Bangladesh, Indones ia )  and t h a t  a  number o f  

c o u n t r i e s  i n  A f r i c a  w o n ' t  be taken s e r i o u s l y .  (A Senegal submission, 

now i n  p repa ra t i on ,  w i l l  be a  t e s t  case. ) 



. REDSOIWA i s  i n t e r e s t e d  i n  ana l yz i ng  p o t e n t i a l  r e c i p i e n t  coun t r i es  

i n  Cent ra l  and West A f r i c a  r e l a t i v e  t o  T i t l e  I 1 1  e l i g i b i l i t y  c r i t e r i a .  

Gordon Evans expressed a  d e s i r e  t o  f u l l y  exp lo re  T i t l e  I 1 1  

o p p o r t u n i t i e s  i n  t h e  r e g i o n  over  t h e  nex t  two years .  REDS0 w i l l  

respond t o  requests  f o r  h e l p  i n  t h i s  area. 

Note: For  d e t a i l s  o f  T i t l e  I 1 1  l e g i s l a t i o n ,  p l us  genera l  

guidance and a  d e s c r i p t i o n  o f  i n t r i c a c i e s ,  pros, cons, 

e tc . ,  see t h e  "Execut ive Summary" r e c e n t l y  prepared by 

t h e  Food f o r  Peace O f f i c e  i n  Washington. I t  i s  understood 

t h a t  a d d i t i o n a l  guidance w i l l  be d i s t r i b u t e d  s h o r t l y  by 

A i  rgram. 

F. Other Design Considerat ions:  

1. Legal and S t a t u t o r y  C r i t e r i a  ( O u t s i d e o f  611):  

Presen ta t ion :  B i l l  L o r i s ,  A s s i s t a n t  RLA, 
REDSO/WA 

M r .  L o r i s  covered a  v a r i e t y  o f  t o p i c s  i n  h i s  p resen ta t i on  

r e l a t e d  t o  l e g a l  and p o l i c y  c r i t e r i a ,  as w e l l  as new l e g i s l a t i v e  

p rov i s i ons .  High1 i g h t s  i nc l uded  t h e  f o l l ow ing :  

Sec t i on  110a: This i s  t h e  c o s t  shar ing  requi rement  f o r  a  

25% h o s t  coun t r y  c o n t r i b u t i o n .  It a p p l i e s  o n l y  t o  b i l a t e r a l  

ass is tance  p r o j e c t s  covered by f u n c t i o n a l  account ca tegor ies  103 

thm 106. Excluded a r e  ass is tance  t o  i n t e r n a t i o n a l  o rgan i za t i ons  , 



f o r e i g n  u n i v e r s i t i e s ,  p a r t i c i p a n t  t r a i n i n g ,  and r e g i o n a l  p r o j e c t s .  

l l O a  a l s o  does n o t  app ly  t o  t r u e  mu1 t i - d o n o r  p r o j e c t s .  I n  those  

cases, however, where t h e  AID a c t i v i t y  i s  d i s c r e t e  b u t  under a  

c o n s u l t a t i v e  group arrangement, l l O a  does app ly .  E l i g i b l e  

c o n t r i b u t i o n s  i n c l u d e  cash, c a p i t a l  goods, personnel ,  s t u d i e s ,  

se rv ices ,  a d m i n i s t r a t i v e  cos t ,  l and ,  and i n p u t s  f rom b e n e f i c i a r i e s .  

The i n p u t  should  be t r a c e a b l e  i n  a  l o g i c a l  framework sense ( i n p u t /  

o u t p u t ) .  Waivers can be g ran ted  f o r  RLDCs i .e. those c o u n t r i e s  on 

t h e  UNCTAD l i s t .  (The Sahel Development Program i s  n o t  bound by 

110a). 

Cond i t i ons  and Covenants: I t  i s  i m p o r t a n t  t h a t  des ign  teams 

and Miss ions work these ou t .  The lawyers  can p u t  them i n  t h e  p roper  

language, b u t  t h e  substance shou ld  come f rom those who know t h e  p r o j e c t  

i n t i m a t e l y .  Cond i t i ons ,  which have much more l e g a l  f o r c e  than  

covenants, shou ld  be c a r e f u l l y  planned so t h a t  t hey  do n o t  end up 

as impediments t o  p r o j e c t  implementat ion a t  c r i t i c a l  moments. 

Covenants ( s imp l y  a  promise by e i t h e r  p a r t y ) ,  a1 though 1  ess f o r c e f u l  , 

have g r e a t  va l ue  i n  p r o j e c t  a d m i n i s t r a t i o n  i n  terms o f  b r i n g i n g  

about  needed i n p u t s  and complementary a c t i v i t i e s  i n  accordance w i t h  

t h e  imp lementa t ion  p l an .  Covenants can a l s o  have t i m e  requi rements  

b u i l t  i n .  

New P r o v i s i o n  on Energy: From now on, w i t h  any p r o j e c t  

where energy ( f u e l )  i s  concerned, t h e r e  must be s p e c i a l  a t t e n t i o n  

p a i d  t o  energy cons ide ra t i ons  i n  t h e  PP. (Th is  p r o v i s i o n  has 

n o t  y e t  been f u l l y  i n t e r p r e t e d .  I 



. Other  new p r o v i s i o n s  o f  t h i s  y e a r ' s  b i l l  : 

- " O f f  f a r ~ i i "  employment i s  f u r t h e r  encouraged. 

- W i t h i n  a  ~ l i u l t i l a t e r a l  framework, r u r a l  i n s f r a s t r u c t u r e  

i s  encouraged. 

- Under 103d ( N u t r i t i o n  and Hea l th  Improvement) b r e a s t  feeding 

i s  encouraged. 

- Under 103b t h e  d e f i n i t i o n  o f  a g r i  c u l  t u r e  now i nc l udes  

f ishermen. 

- 125a p rov ides  f o r  improved e v a l u a t i o n  o f  AID p r o j e c t s .  

- Under 119b AID w i l l  coo rd i na te  w i t h  t h e  Department o f  Energy 

on t h e  p l ann ing  and implementat ion o f  energy programs. 

- 4.01a has t o  do w i t h  t h e  proposed u n i f i e d  personnel  system 

(see John Koehr i  ng ' s  i n t r o d u c t o r y  remarks).  

- A  new p r o v i s i o n  r e q u i r e s  a  spec ia l  j u s t i f i c a t i o n  procedure 

f o r  non-competi t i v e  c o n t r a c t s  o f  over  $100,000. 

New Del ega t i on  o f  A u t h o r i t y :  The new consol  i dated de lega t i on  

i ssued  i n  October by t h e  A A / A f i i c a w a s  d iscussed b r i e f l y .  

I t  was g e n e r a l l y  agreed t h a t  t h e  document represen ted  a  v a s t  

improvement ove r  t h e  p rev ious ,  h i g h l y  fragmented, s e t  of de l ega t i ons  

which had envolved over  a  p e r i o d  of more than  two decades. The one 

p o i n t  t h a t  r ece i ved  any r e a l  a t t e n t i o n  had t o  do w i t h  t h e  consul t a t i o n  

concept, as i n t e r p r e t e d  i n  t h e  accompanying memorandum, i . e . ,  



delegated a u t h o r i t i e s  s h a l l  be exerc ised  o n l y  a f t e r  c o n s u l t a t i o n  

w i t h  app rop r i a te  1  egal  , c o n t r a c t i n g ,  eng ineer ing  and o t h e r  adv isors .  

If t h e  needed s p e c i a l i s t s  a r e  n o t  on t h e  s t a f f  o f  a f i e l d  pos t ,  

c o n s u l t a t i o n  must be sought w i t h  REDS0 o r  AID/W o f f i ces .  
any 

(Consul t a t i o n s  can be c a r r i e d  o u t  by / p r a c t i c a l  means, i .e., cab le,  

phone, 1  e t t e r ,  e tc .  ) 

Engineer ing I npu t s  t o  Design: 

Presen ta t ion :  Jack Morgan, AFR/DR/ENGR 

Panel : John Beno i t ,  Engineer,  REDSO/WA 
C la rk  Spooner, Engineer, REDSO/WA 
L y l e  Weiss, Engineer, REDSO/WA 
L a r r y  Bond, Cap i t a l  Devel opment 

O f f  i c e r  , REDSO~A 

Jack Morgan and h i s  co l leagues on t h e  panel made b r i e f  

p resen ta t i ons  i n  t h e i r  r e s p e c t i v e  areas of  spec ia l  i z a t i o n .  The 

importance o f  eng ineer ing  p lanning,  ana l ys i s  and rev iew requi rements 

were repea ted l y  s t ressed.  It was s p e c i f i  c a l  l y  po in ted  o u t  t h a t  

t h e  engineer  should be c a l l e d  i n  p r i o r  t o  s i t e  s e l e c t i o n  f o r  

c o n s t r u c t i o n  components. Of ten r e a l  sav ings can be r e a l i z e d  by t he  

hos t  government by hav ing an adequate eng ineer ing  i n p u t  e a r l y  i n  

t h e  p l  anni  ng process. 

I n  response t o  requests  f rom t h e  f i e l d ,  M r .  Morgan agreed t o  

o b t a i n  guidance from Washington f o r  meet ing eng ineer ing  c r i t e r i a  

under Sec t i on  611a and/or t o  p rov ide  examples of e x c e l l e n t  eng ineer ing  

analyses and p lans and s p e c i f i c a t i o n s  i n  s a t i s f a c t i o n  of 61 1  a. (Copies 



of  t h r e e  model analyses were d i s t r i b u t e d  d u r i n g  t h e  sess ion . )  

I t  was mentioned t h a t  Chapter 1  of Handbook 11 had been rev i sed .  

I t  needs t o  be t r a n s l a t e d  and d i s t r i b u t e d  t o  l o c a l  eng ineers .  

3. Con t rac t i ng  Cons idera t ions :  

P resen ta t i on :  Herb Sul tan,  Regional Con t rac ts  
O f f i c e r ,  REDSO/WA 

M r .  Su l t an  began w i t h  a  d i scuss ion  of  t h e  hos t  coun t r y  vs. 

d i r e c t  AID c o n t r a c t  i ssue .  He po in ted  o u t  t h a t ,  w h i l e  i t  i s  AID 

p o l i c y  t o  s t r i v e  f o r  hos t  coun t r y  c o n t r a c t i n g ,  , o f t e n  - -  as a  

p r a c t i c a l  m a t t e r  -- i t  s imp ly  does n o t  make sense i n  t h e  A f r i c a n  

con tex t .  He i s  prepared t o  a s s i s t  r e c i p i e n t  governments work through 

t h e  process, however. Th is  has a l r eady  been done on a  number o f  

occasions. The problem i s  t h a t  t h e r e  i s  o f t en  no c e n t r a l  o f f i c e  

w i t h  r e s p o n s i b i l i t y  f o r  c o n t r a c t  execu t i on  and maintenance. Wi th  each 

new p r o j e c t ,  a  new m n i s t r y  has t o  l e a r n  t h e  ropes. There i s  no s o l i d  

guidance from Washington on which c o u n t r i e s  should  do t h e i r  own 

c o n t r a c t i n g  o r  how t h i s  should  be determined. 

Other p o i n t s  s t r essed  by M r .  Su l t an  i nc l uded  t he  f o l l o w i n g :  

. Befo re  a l l o w i n g  a  coun t r y  t o  engage i n  " c o l l a b o r a t i v e "  

c o n t r a c t i n g ,  i t  should  be demonstrated t h a t  i t  has t h e  c a p a c i t y  t o  

n e g o t i a t e  e f f e c t i v e l y  on p r i c e .  

. Great  care should  be taken n o t  t o  d i s c l o s e  bas i c  f und ing  

i n f o r m a t i o n  (PPs, e t c .  ) t o  p o t e n t i a l  competing c o n t r a c t o r s ,  

a l though  i t  was po in ted  o u t  t h a t  PPs a r e  n o t  c o n t r o l l e d  and a r e  



j u s t  s i t t i n g  around i n  AID/W w a i t i n g  t o  be p icked  up. (A lso,  what 

t o  do about c o n t r a c t o r s  who prepare t h e  PP i n  t he  f i r s t  p l ace  i s  a  

good ques t ion .  ) 

. It i s  go ing  t o  be harder  t o  s e l l  non-corr~peti t i v e  procurement 

i n  t h e  f u t u r e .  Requirements a r e  more s t r i n g e n t .  A committee e x i s t s  

i n  Washington t o  rev iew a1 1  cases o f  non-competi t i v e  s e l e c t i o n .  

4. Procurement Issues : 

Presen ta t ion :  B i l l  G i l l ,  Regional  Supply 
Management Advisor, REDSODA 

B i l l  G i l l  p rov ided  an excel  l e n t  genera l  rundown on comnodi ty 

procurement p o l i c y ,  issues,  and p lann ing  cons ide ra t i ons  r e l a t e d  t o  

po l  i c y  design. Some o f  h i s  more s i g n i f i c a n t  p o i n t s  inc luded :  

P lanning:  The development o f  a  sound commodity procurement p l a n  

f o r  t h e  PP was s t ressed  repea ted ly .  REDS0 i s  prepared t o  a s s i s t .  

. Lead t imes f o r  procurement o f  va r ious  i tems vary  f rom y e a r  t o  

year .  When i n  doubt, REDS0 shou ld  be consul ted.  For  procurement 

p lann ing  purposes i t  i s  very  impo r tan t  t o  determine e x a c t l y  when 

commodities a r e  requ i red .  

. To ta l  c o s t  f o r  i tems d e l i v e r e d  i n  West and Cent ra l  A f r i c a  

norma l l y  runs between 40 and 80% over  sa les  p r i c e .  It can go as h i g h  

as 120%. Again, REDS0 should be quer ied .  

. The b i g g e s t  problem, o f  course, i s  w i t h  waivers ,  e s p e c i a l l y  

f o r  veh i c l es .  I n  t h e  case o f  veh i c l es ,  i t  i s  e s s e n t i a l  t o  prepare 



waiver  j u s t i f i c a t i o n s  based on s e r v i c e  c a p a b i l i t y  i n  t h e  area where 

t h e  p r o j e c t  i s  t o  be implemented -- n o t  j u s t  t h e  c a p i t a l  c i t y .  I t  

i s  v i t a l  t o  keep on making t h e  case on veh i c l es .  We shou ld  n o t  o r d e r  

U.S. veh i c l es  u n t i l  t h e  s e r v i c e  and maintenance i n s t a l l a t i o n s  a r e  

a c t u a l l y  es tab l i shed  and f u n c t i o n i n g  (M iss ion  d i r e c t o r s  can waive 

source and o r i g i n  requi rements  f o r  up t o  $25,000 wor th  o f  v e h i c l e  

procurement f o r  a  s ing1 e  p r o j e c t ) .  Cons t ruc t i on  m a t e r i a l s ,  p a r t i c u l a r l y  

cement, a r e  a l s o  d i f f i c u l t .  Waiver j u s t i f i c a t i o n s ,  i n  t h e  f u t u r e ,  

must be s t r o n g e r  and more complete. REDS0 i s  prepared t o  a s s i s t .  

. For t h e  most p a r t ,  procurement se r v i ces  by t h e  Af r ican-Amer ican 

Purchasing Center (AAPC) have been q u i t e  good. AAPC charges a  7% 

f e e  which can be nego t i a t ed  down somewhat f o r  l a r g e  o rde rs .  

. REDSO/WA i s  prepared t o  o f f e r  a  v a r i e t y  o f  procurement t r a i n i n g  

t o  b o t h  M iss ions  and h o s t  government agency personnel .  

. P r o j e c t  des igners  should  be f a m i l i a r  w i t h  key p r o v i s i o n s  o f  t h e  

a p p l i c a b l e  r e g u l a t i o n s  (Handbook 1,  Supplement B; A I D  Regu la t ion  1  ; 

and Handbook 15, Appendix A. ) 

G. The Washington Review Process: 

1 P resen ta t i on :  John Koehr ing , D i r e c t o r ,  AFR/DR 

M r .  Koehring began t h e  sess ion  w i t h  a  b r i e f  e l a b o r a t i o n  on t h e  

goa ls  o f  t h e  rev iew process and d i s t r i b u t e d  a  s tep-by -s tep  breakdown 

and exp lana t i on  prepared i n  connec t ion  w i t h  t h i s  summer's d e l i b e r a t i o n s  



on d e l e g a t i n g  a u t h o r i t y  t o  t h e  f i e l d  t o  approve p r o j e c t s .  He then  

c a l l e d  f o r  ques t ions  and comments on areas o f  confus ion o r  concern. 

a )  D iscuss ion:  

Dur ing  d i s c u s s i o n  t h e  f o l l o w i n g  p o i n t s  and areas o f  concern were 

h igh1  i gh ted :  

. AFR/DR i s  cons ide r i ng  a  procedura l  change i n  t h e  r ev i ew  process 

which would i n v o l v e  a  smal l  " in-house" r ev i ew  o f  PPs p r i o r  t o  t h e  

p r o j e c t  commit tee meet ing.  I n  t h e  pre- rev iew meet ing r o u t i n e  i ssues  

and i n c o n s i s t e n c i e s  would be reso l ved  and a  f i r m  agenda s e t  f o r  t h e  

p r o j e c t  committee. 

There was some d i s c u s s i o n  o f  t h e  problem of  u n i n f o m e d  q u e s t i o n i n g  

and c r i t i q u i n g  i n  r ev i ew  sess ions.  I t  was made c l e a r ,  however, 

by M r .  Koehr ing and o thers ,  t h a t  such " p o s t u r i n g "  i s  becoming more 

and more a  t h i n g  o f  t h e  pas t ,  thanks t o  a  r e a l  e f f o r t  by t h e  Bureau t o  

e s t a b l i s h  b e t t e r  c o n t r o l s  and a  more se r i ous  v e i n  f o r  p r o j e c t  commit tee 

rev iews . 
. E f f e c t i v e  A I D / \ - f i e l d  communication i s  a  ma jo r  p a r t  o f  t h e  

answer t o  r ev i ew  process p r o b l  ems. Communication has been improv ing,  

b u t  an even g r e a t e r  e f f o r t  needs t o  be made. Many p o t e n t i a l  r ev i ew  

issues can be r e s o l v e d  o r  smoothed o u t  b e f o r e  t hey  become s e t  by 

formal meet ings i f  p r o j e c t  o f f i c e s  and Miss ions  can s imp l y  g e t  t o g e t h e r  

e f f e c t i v e l y  by phone o r  some o t h e r  means. 



. Another impo r tan t  measure i s  t o  g e t  AID/W p r o j e c t  o f f i c e r s  

t o  t he  f i e l d  more o f t en  so they  t r u l y  unders tand coun t r y  programs 

and c o n s t r a i n t s .  I d e a l l y ,  each o f f i c e r  shou ld  go o u t  and des ign 

a  p r o j e c t  once a  yea r .  Sheer l a c k  o f  knowledge i n  Washington i s  a  

major  r ev i ew  process c o n s t r a i n t  i n  i t s e l f .  

. I n  t h e  area o f  Congressional  N o t i f i c a t i o n s ,  Congress i s  now 

ask ing  f o r  a  q u a r t e r l y  r e p o r t  o f  where a l l  funds come from f o r  p r o j e c t  

fund ing  inc reases  and new p r o j e c t s .  I n  e f f e c t ,  AID w i l l  have t o  

r e p o r t  bo th  decreases and increases t o  f i g u r e s  c i t e d  i n  t h e  Congressional  

P resen ta t ion .  It w i l l  be  impo r tan t ,  t h e r e f o r e ,  t o  have s o l i d  

exp lana t ions  f o r  cutbacks and e l i m i n a t i o n s  as w e l l  as a d d i t i o n s .  

H. Repor t  o f  t h e  PID Working Group: 

(See 8.2. above) 

P resen ta t i on :  

Working Group: 

B i  11 Johnson, Ch ie f ,  AFR/DR/ARD 

Mi ke Speers , Capi t a l  P r o j e c t s  
O f f i c e r ,  L i b e r i a  

D i ck  Del aney , Program O f f i  ce r ,  
Chad 

Norm She1 don, Ag. Dev. O f f i c e r ,  
S i e r r a  Leone 

The work ing  group was formed a f t e r  t h e  PID sess ion  on t h e  f i r s t  

day of t h e  Workshop i n  response t o  t h e  g e n e r a l l y  expressed need f o r  

new guidance, standards and c r i t e r i a .  The substance o f  i t s  r e p o r t  

f o l l o w s .  



The Process: A 20-day response t ime i s  proposed f o r  Washington 

a f t e r  a r r i v a l  o f  a P I D  f rom t h e  f i e l d .  I f  no cab le  i s  r ece i ved  

w i t h i n  t h i s  pe r i od ,  t h e  PID should be cons idered a u t o m a t i c a l l y  

approved. The Washington response cab le  should say e i t h e r  "approved" 

o r  "disapproved" w i t h  reasons. There should be no such t h i n g  as 

" c o n d i t i o n a l  approval . "  

Wi th  respec t  t o  rev iew meet ings, these should be cha i red  by 

t h e  Geographic O f f i c e  d i r e c t o r  w i t h  i n v i t e d  p a r t i c i p a n t s  o n l y  from 

AFR/DR, AFR/DP, and t he  Country Desk. Other o f f i ces  can be i n v i t e d  

on an as needed bas i s .  The group should be smal l  and o f  manageable 

p ropo r t i ons .  

2. C r i t e r i a  Proposed f o r  P I D  Eva lua t ion :  

A l l  PIDs should be rev iewed i n  terms o f  "adequacy" i n  r e l a t i o n  

t o  t h e  f o l l o w i n g  e i g h t  c r i t e r i a :  

( a )  Consistency w i t h  t h e  CDSS 

( b ) P r o j e c t  Description 

( c )  Technica l  Framework 

( d )  Ana lys is  o f  Host Country Capaci ty  f o r  Implementat ion 

( e )  Ana lys is  o f  P r o j e c t  Costs and Recur r ing  Costs 

( f )  The I n i t i a l  Environmental Examinat ion 

( g )  Appropr iateness o f  t h e  Targe t  Group 

( h )  Ana lys is  o f  A l t e r n a t i v e s  t o  t h e  P r o j e c t .  



3. Discuss ion:  

The p r i n c i p a l  t o p i c  o f  d i scuss ion  concerned e x a c t l y  what was 

d i f f e r e n t  about t h e  proposed c r i t e r i a  over  what i s  a l r eady  i n  

e f f e c t .  I t  tu rned  o u t  t h a t  Handbook 3 g u i d e l i n e s  were b a s i c a l l y  

endorsed. The major  proposed change had t o  do w i t h  t h e  process 

( t i m i n g ,  e t c .  ), which i s  be ing  proposed anyway. A f e e l i n g  remained 

t h a t  a more subs tan t i ve  rework iqg of  g u i d e l i n e s  was i n  o rde r .  

Washington rep resen ta t i ves  promised t o  come up w i t h  something i n  t he  

near f u t u r e  t h a t  would a l s o  take  i n t o  account whatever new p r o j e c t  

approval  a u t h o r i t y  i s  de legated t o  t h e  f i e l d .  

I V .  C los ing:  

I n  t h e  c l o s i n g  session, John Heard gave a b r i e f  rundown on 

pending i tems and fo l low-up  ac t i ons  from t h e  workshop which a r e  i nc l uded  

i n  t h e  Summary and Conclusions sec t i on .  Gordon Evans and John Koehring 

then expressed mutual  s a t i s f a c t i o n  w i t h  t h e  substance o f  t he  Workshop 

and t h e  hope t h a t  more such sessions cou ld  be h e l d  i n  t he  f u t u r e .  

Much i n t e r e s t  was demonstrated i n  f o l l ow -up  f rom the  Workshop 

(guidance papers and t h i s  r e p o r t )  as soon as poss ib le .  I t  was f e l t  

t h a t  communications would be more e f f e c t i v e  and e f f i c i e n t  i n  t he  

f u t u r e  because of t h e  comnon ground t h a t  had been covered. 
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D i r e c t o r ,  AFR/SFWA 

D i r e c t o r ,  REDSO/WA 

Deputy D i r e c t o r ,  Techn ica l  
Support  

P r o j e c t  Development O f f i c e r  

P r o j e c t  Development O f f i c e r  

General Engineer 
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REDSO/WA ( c o n t i  nued) 

Ral ph Ba rne t t  

C la r k  Spooner 

L y l e  Weiss 

Robert  Henr ich  

Herb Su l t an  

B i l l  G i l l  

w r a  LaFoy 

L a r r y  Dash 

J im Hradsky 

T r i d j i b  Mukherjee 

Steve Reyna 

Steve Grant 

John Er iksen  

Tom Muntsinger 

B i l l  L o r i s  

F i e l d  P a r t i c i p a n t s  

CAMEROON 

Thomas Cornel 1 

John Woods 

General Engineer 

General Engineer 

Water Resources Engineer 

Regional Cont ro l  1 e r  

Regional  Contracts  Of f i ce r  

Regional Supply Management 
O f f i c e r  

Ass i s  t a n t  Food f o r  Peace 
O f f i c e r  

Program Economist - PADS 

Rural  Devel opment/Transport 
Adv isor  - PADS 

Sec to ra l  Economis t - 
A g r i c u l t u r e  - PADS 

An th ropo log i s t  - PADS 

Human Resources Development 
Adv isor  - PADS 

L ives tock  Economist 

Regional  Legal Adv isor  

A s s i s t a n t  Regional Legal 
Adv isor  

IDI/Cameroon 

Program O f f i c e r  
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CHAD 

Val R. Mahan 

Richard Del aney 

James Jackson 

THE GAMBIA 

Doug 1 as Broome 

GHANA 

Raymond M a r t i n  

Herber t  Hinnman 

Stephen Szadek 

GUINEA BISSAU/CAPE VERDE 

Cra ig  Buxton 

Hugh Smith 

J im Maher 

LIBERIA 

Michael Speers 

Noel Marsh 

MALI 

Ernes t  Hardy 

Helen Vai t a i  t i s  

David Delgado 

L a r r y  Harms 

A. Cou l i ba l y  

Moussa Ly 

Michael Dwyre 

Ac t i ng  D i v i s i o n  Ch ie f ,  Ag. 
Div . ,  Ch ie f  Specia l  
D i v i s i o n  

Program O f f  i c e r  

P r o j e c t  Manager Ag. 

AID A f f a i r s  O f f i c e r  

Popu la t ion  Adv isor  

Ag S p e c i a l i s t  

Ag Economist 

IDI/Cape Verde 

Program O f f  i cer  

Country Development O f f i c e r  

Cap. P ro j .  Dev. O f f .  

Program O f f i ce r  

Cont ro l  1 e r  

Asst.  Program O f f .  

P r o j .  Man. Cereals 

Pro j . Man. L i  ves t o c k  

P r o j .  Asst.  Gen. Dev. 

P r o j .  Asst.  Ag. 

Program O f f  i c e r  
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MALIRITANIA 

Robert  R i  t c h i  e 

NIGER 

Herber t  M i  1 1 e r  

Ken Kowal check 

SENEGAL/OMVS 

Norman Schoonover 

Donald Brown 

Glenn Slocum 

Thomas 0 '  D e l l  

SIERRA LEONE 

Norman S1,eldon 

UPPER VOLTA 

Robert  C o u l t e r  

Donald C la r k  

Gordon Ber t01 i n  

Carol  Barnes 

ZAT RE 

Robert Shoemaker 

Leroy Jackson 

Asst.  Prog. O f f .  

Asst .  Prog. O f f .  

F i n .  Ana lys t  

M iss ion  D i r e c t o r  

Ag . Economi s t  

Prog. O f f .  OMVS 

Asst .  Prog. O f f .  OMVS 

Ag Dev. O f f i c e r  

Program O f f i c e r  

Cap. P r o j .  Dev. O f f .  

ID1 P r o j e c t  Design 

P r o j e c t  Manager, W I D  
S p e c i a l i s t ,  Con t rac t  

Cap. P r o j .  Dev. O f f .  

Asst .  Cap. P r o j .  O f f .  




