
Jeromz T. French 
TA/DA - July  30, 1971 

u 

A D  Review o f  t he  Role  sf LDiS I r , s i - , i a . b m t , i o  and Jainflrgarmiaations as 

Program hter'r(1cdiaries @OX" h r c a . s i . n g  Loza.1 Action Capabil i ty 

Finding;; and Iryl i c a t i o n s  

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

The ob jec t  of this rev iew is t o  evaluate p r i o r  experience with 

se lec ted  in te rmdia ry  organizations t o  derive a s e t  of f indings o r  

Lessons a b o u t  their eharac-teristlcs that promise t o  be use fu l  f o r  

f u t w c  Soreign a i d  pr.c~gramil?g. Ns are tryi.ng t o  gain i n s i g h t s  from 

p a s t  experience but, not t o  establish specific: pa t t e rns  o r  models t o  

be followed, Early i n  the study it became apparent t h a t  we should 

not I e t  o ~ ~ r v e l v e s  be tr ;~ppcd in-to concluding t h a t  one or more of the 

in ter r ted iar ies  s tlrdied s h o u l d  be ~*ecreaLed in other countries.  Instead 

we have attexpiUed Co idr?n.i;ify eharacteristies which were causall-y 

re la ted  to  suc ces,.: or. fua.i.lu~e sa tl~it we could hypotlzesiae aboutwl-at 

coxibinations ~ ~ o u ~ l d  predispose an intccrmodiary -to t o  successful  

opera-Lion at t h e  10ca.l  l e v e l  as a catalys-i; t o  development. 

We use tho t e rn  internaediaqy to r e f e r  t o  organizations o r  

meckraraisms which S~Z-VE? a5 Linkages between devslopmenl resource 

providers and u:b?;imxe users. There are many functions and purposes 

which $s progyhn, ,JI t,erni<~c%ia-i..y cal l  S C ~ Y ~ V E  For  the purposes of  t h i s  

yeview we have c o n c e ~ t ~ ~ a t e d  o w  a tzen t ion  on mechanism which a r e  

CP were a c t i v e  in a , c h i ~ v i n g  3-evelopment a t  l o c a l  l e v e l s ,  The bas ic  

function of a l o c ~ ~ ~ ; , l  a , c t i ~ n  in"cerrr~~diary~ which my be performed ira a  

nudJer of ~ a 4 7 - s ~  2"s LO ia .c i l i2a te  the del ivery  o f  outside resources 

in a usable fern, to loc.,z,,l. IrevaSs and t~ conkine them with l o c a l  

BEST AVAILABLE COPY 

VDouglas
BEST AVAIL Stamp



- 2 "- 

reacjwc:c;a t,o a c k !  sw cda~iired results, 

The term q ' r e s o u ~ c ~ s Y ~ i k ;  U S C ~ " ~  here ra"c;ber "ksoaetly, 1% includes 

%he dev~loprnen4~ assistjzinc,e re?souxwces o f  f i n a ~ c i n g ,  eom~odi"eies and 

tsch2isal  a ~ s $ s  + 2 y ~ r ~  LiC L a  -, J q  bll't. Z I ~ O  r e f ~ ~  to EL nun be^ 0f h 3 9 ~  "tangible 

r e sou rce s  which are necxsa ry  for the effective accowlishment of 

mr3s"Cel~?velloprlae1it~ p w p o s ~ . ~  'Jt i~st-! iaclude such t h ings  as leadership,  

doc t r ine  and ideology, auLI-sor-~ty, legi t imacy,  infornabion, p o l i t i c a l  

support, mnager i  a , l  abi-i_itdy, and so f ortk;. The importalce of these 

l a  t ter. l a c  tors r i r i l i  bc3conse mcjr4e apparen-t ire %he emliii%na"ciowa of case 

expt3riellceb e 

111 pr*ep%ring f o r  tJie review ~ijo have osen prir iar l ly  camcerned 

xi t,h Che o r g a n a  o n  e?e:ii~;ru_.lac?d a.s a means to an errd ra ther  than an 

erzd in themselves ,  isee, x e  have looked at the use of institutions 

r1ci-t the  c~"i3:itiijn cif them, In ana lyz ing  .i:~periences and judging 

r.esult,s we havl2 pi,r,ced c?ph.;zsis on t h e  effsc"civeness of t h e  i n t e r -  

ri~?d-iary r~~:cnanis?r!. a;ts EL (c:aP,a:ly:;t, t o  dsve3.opment a% the  local l e v e l  

ir*:raespecti:vs c f  th.e levc-:.?. ab  which the  in te rmedia~y  i t s e l f  ~ jx i s ted  

or !;he mi. j o r  f urictiori parl'ormi3d. One ( t h e  Corniila ~cadenv) exis ted 

closci i;o the l oca l  level, The otkiers at the naticamal. l e v e l ,  A11 

psr L'orrnerj' more -i;hau: on:.: Pu.nc;;ir;r,, 'b12-t; their;  range of a c t i v i t y  arid 

p~r; g ram or cievol.i;r:j*~en-ir; L- - - iAA pi~zg . err; tl: r.angc;:d f":rom. q u i . 6 ~  specific *. Lo highly 

g~ T:LBx"~:! . 
In -te:rxs of ~:~gan:l,ea-"iicln.al i..dentiJcy t h e  casas examinad f a l l  

:'s ,i24;0 .f,3 011~ r- -a ‘7 t .,e g -.GL .n -I. ~ e 5  -: z 

& " 1. Bi-rla-tic;na,L organiza, 'cions ( ~ ~ r ~ l c l o s  ifi La, t in  Arriericz. and 

t h e  Cki~~~~,i~m~r.i~c:ir~ 1J3ji2tJ C o v r ~ ~ i ~ s i o n  on %~$ra l  ~sconatr .uc ,bion,)  a 



2. Host government organizations ( the  Phi l ippine  Rice and 

Corn Production Coordinating ~ouncil) . 
3 .  Semi-iradependent organizat ions  which a re  connected w i t h  

the government but  are not p u t  of the  formal governing s t r u c t u r e  

and which have a  high degree of autonomy ( the  East Pakistan Acaden(y 

f o r  Rural ~evelopment)  . 
Non-government organizat ions ( the  Brazi l ian  I n s t i t u t e  of  

Municipal ~ d m i n i s t r a t i o n )  . 
The methodology adopted i n  prepar ing f o r  the review has included 

the p repara t ion  of a case study on each of the above organizat ions,  

We were working under a time and manpower const ra in t  which focused 

our a t t e n t i o n  on a l.imitc?d number o f  case s tudies  and forced us t o  

r e l y  p r imar i ly  on read i ly  availa.bl-e da ta  and knowledgeable in@.viduals. 

Within these  l imi ta t ions  we attempted t o  s e l e c t  r epresen ta t ive  case 

s tud ies  f o r  each category, The author of each study was asked t o  

i s o l a t e  any f a c t o r s  which made the  case d i s t i n c t ,  from wha.tever 

s t andpo in t j  from ot;her. known cases wi th in  the same general- category 

and t o  seek t o  i s o l a t e  countxrly o r  s i t u a t i o n a l l y  s p e c i f i c  a spec t s  of 

each case 

The s t u d i e s  have been irltelasively ariabyzed by a  small working 

group t o  i d e n t i f y  the pos i t ive  and negative causal f a c t o r s  r e l a t i n g  

zo success ar f a i l u r e  of  the organizati.on i n  each. ins tance*  The 

r e s u l t s  of the analys is  of ea,ch case a r e  present,ed i n  the appendix 

t o  t h i s  paper. These r e s u l t s  formed the  bas i s  fo r  the  f indings  i n  

Sect ion II and the  implicat ions i n  Section 111. 
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In analyzing causal f a c t o r s  the working group sought t o  suppress 

t o  t h e  e x t e n t  possible any pr.oco,.xceived b iases  tox.auds a p a r t i c u l a r  

type of organiza t ion  o r  type or s t y l e  0%" ass i s t ance  and t o  examine 

each case as dispassianateQy and o b j e c t i v e l y  a s  p o s s i b l e ,  The group 

does n o t  judge any of" the  case exaaxplcs Lo hawe been a complete 

success  or z conplete failure, S o m  o f  the mechanism emmined have 

c l e a r l y  had g rea te r  impact than o the r s ,  b u t  t h i s  i s  Ctue a s  much t o  

t h e  differing s i z e ,  scope and complexity of t h e i r  opera t ions  and t o  

t h e  e x t e r n a l  ad~an-t~ages they enjoyed a s  it i s  t o  d i f f e rences  i n  t h e i r  

i n t r i n s i c  qual i - t ies  or c a p a b i l i t i . e s ,  We have t r i e d  to iden t i fy  t h e  

var ious  factors which we f e o l  niost served  to accaunl  f o r  the  r e l a t i v e  

:z7~rccess or f a i l u r e  of  each mecha~.lism and "c ggt.snerali.ze these  faczors  

so t h a t  they could be used t o  e s t i m t e  the  likely s~;lccezts or failure 

of o the r  in te r r ied iar ies  o r  t o  i d e n t i f y  s t r eng ths  t o  be c a p i t a l i z e d  

on o r  weaknesses t o  be overcome i f  p ropsec ts  f o r  success  i n  the use 

of particu?..ar w~echanism. a r e  to be maximizedo We have looked. a t  

ba,sicall.y t,wo s&i; of f a c t o r s  ; i n - L r h s  i c  o~ganizational f oa-twres and, 

l e s s  s p e c i f i c a l l y ,  envir.onu~enta.1. s h a r a c - t e r i s t i c s ;  a s  well as t h e  

i n t e r r e l a t i o n s  be-kieen the .two, While each of our cases  i s  q u i t e  

unique--.in ter-m of   he cha~ac te r i s - i ; i c s  of the i n t e r m d i a : r y  mcbanism, 

i"c een~frorrxrisnt~al sxpport ive y,uali-t,iesr, and the  scope of its operations-.-  

we have f aund a r.em.s-ka.ble c ~ : ~ o n a l i t y  awrong what we judge to be the  

most, ixrporta.nt causal  f a c t o r s  i n  each case, 

Our o r i g i n a l  intentisn was also to u t i l i z e  da ta  from t he  

Conference on Title a. Impl ica t ions  of CORDS and USAID Programs and 

~3pera"sions irs 'Jietnam, This prQoved diff i eu l t ;  s ince  t h e  Conference 

concentra"c;ed can pr-.cjgram 1aherea.s - h e  R. ~ v i e w  i.3 focused crnl mechanism 



f o r  carrying out, programs. NevertheLess , there  are  some i n t g r e s  ting 

points f a r  f u r t h e r  analysis i n  the Vietnam o q e r i e n c e ,  particularly 

i n  term o f  (a) %he use of special ly  designed U.S. and host gover 

organi~~ations as in te r lu~d ias ies ,  e .  g. ,  t he  7J.S . "CORDSu organization 

and the Vietnarmsc Central ~ z c i f i c a t i o ~ i  CowiciL; (1,) t h e  use of local 

government (province and v i l l a g e )  as a program intermediary; ( c )  the 

effects  of large-scale U .S . ~ ~ p u t , s  on in termediar ies  and the programs 

they support ;  arid (d) goal conflicts between security and development 

i n t e r e s t s .  Each of these aspects could be analyzed in relation to 

the basic factors i3escribed 'bc710w. W e  have not tried to do this in 

the review prepara t ions  m e  Go lack  of su f f i c i e r l t  data. I-Iowever, for 

illustrative purposes we are inclilding the report of the Vietnam 

Conference w i t h  our background nw.~eria l  and have included Vietnam 

l o c a l  government; i n  our. ma-trix corrparisons of causal factors. 

II General Findings 

The foll.&wing factors  emerged frorfi our  corrrparative analysis as 

having the most significant, causal inpac t . 
1. , , Tlli .s  was a very s t rong f a c t o r  in 

viri;uallg every case. 3-trong and effective indigenous leadership is 

virtually a pre reyu i s i t -  I'or success. For.eigi2 leadership i ~ ;  not a 

s u b s t i t u t e  for dornzstj-s Lf,a.?ersl~ip. Leadership t ra i t s  whicl-1 were 

most strongl-y i4er;ti.f i;d weye organiza- t ioq- '  ~ L L ~  m.nagerial and 

motivational. 

- 
t. In s e l e c t i n g  iln i n l e r n e d i ~ r y  it is 

extremely importan,b ti> asit;so t h e  congruence or divergence of i n t e r e s t s  

a u n . i , t i ~ g  -?"--, Q be-tween i;h.e ~ S S  ~:&;J;,J-Jcs p.r.c;~i.ider , .~ 
'i:,he leadership of the 
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i n t e r ~ n e d i a i ~ y ~  " c h c  targe-L popznla.tian wh:ich the  in termedia~ is intended 

to reach and o the r  i ~ s r t a n t ~  actors w i t h i n  the boeal env l ronn~n t - -  

particularly the hos t  ~ ~ V ~ T T T ~ ~ G ~ & P I , , B  leadership,  b ~ t h  l o c a l  or centra l .  

Lt is i m p o r ~ a n l  Lo know the  extent  La w h i c h  the activities to be 

under taken or faci l - i ta  Led can be linked w 3  th "ce ga ' id '~r r~men~~~ s basic 

i n t e r e s t s ,  p o l i c i e s  and pXaograrn& or converse1y the extent Lo which 

they w i l l  be in confl-ict w i t h  them and how severe "cxe i w p a c t  o f  that 

conflict will be, Such c o n f l i c t  my not z a l - ~ ~ a ~ s  be FA negative factor.  

Local intermed4arios may snmetims ef f ec t , l ve ly  use or circumvent 

negativc influences of higher au thori.-by * B u t  thz elsidenes indicates 

t h a t t h i s  asp6 2% should be thoroughly and expliei tly ana2yaoc-l b o t h  

before a.rld during the period of ut;i i izationz of the inlermediary 

mechanism so t h a t  the oxtent  to lilrhich central autbori.l;y s~poq-bs  or 

Irihibi ts program appli.catri on b y  %he intermediary can be judged. 

Ba,:;ic. oi1virouamrt.-1aI.. f a c t o r s .  There are a number of factors  
P M P P  -- 

in eval-y l o c a l  r:nvi.ronmcmL which i n f luonce  any aL-tempt to stimulate 

Local acl-iion---ii. vels of health, e d u ~ a t ~ i  on, social strat,ification, 

political tensions, p r i o r  contac-1; t s i t h  ou-Lsidr? i n f l l ~ e n c e s ,  eL@. The 

optiyia9l s i  t,wa t,%orl i s  csnc i w l  kkic:h the ba35.c eaavirorn~mn+w;zI f a c t o r s  

a m  c o n d ~ ~ c i v e  to the ar ; t i .v i t i a s  which Lhe i n t c r n ~ e d i a ~  mechanism is 

to undertake ore f a c i l i  tat-.+. Howaver, this happy si C,u.atian rarely 

~XASJGS. MOTS oftezi the baz ic  faetcrrs w i l l  b e  highly adversT3 and the 

srit,,ical asp2s"Lfor andys i s  be th9 ex ten t  Lc, which the i n t e r -  

~ra.ediary meci~anisxi ha:: %akeri ijilco acccsunJ~ 3rd dis able to neutralize or 

overcome Ghcse faclors  , 

U t i i i z a t i o n  of a>" - = T b i s  i s  c l o s e l y  l inked t o  

kraz7;o~- t 3  r The rzr:s t ef fec;t-, i vc i~rii;e9"m.@Li_2,kies seem to maake a p a i n t  



of  e a ~ e f i l l y  assessing pasL sxperience and usi.ng i t  as a g u i d e  to 

action and as an i n i t i a l .  resozk?i.ce base can which t h e i r  awa capabilities 

can be b u i l t e  h t e r m e d i a r i e ~  which ignore pas% ewerience or. at"e,ewt 

t o  supp%rznt wha-beexists with sc~~~"rvhimsg t o t a l l y  new usana_&l;y find them- 

se lves  in t rouble ,  even though program goals  mgr r e q u i r e  a ~ m k e d  

departu~e from p a s t  practi cs , No mtte-,sq" wbL faults and weaknesses 

exisbad within past effss-"c they should be e = & r e P ' ~ ~ l ~  emmined t o  

identify what cizrl be learned and what can be sal.iaaged and b u i l t  upon, 

The degree t o  wh ich  ~ntermediaries study and utili-ae past e q c r i e n e e  

is an important  indicator of th~ir awayeness of and ability t o  d e a l  w i t h  

b a s i c  er-svironmental_ .I"ac,"iiors. 

5. A - freedom of action). Like leadership, a degree of 

a,utonsmy i s  almost a prerequisite tto t he  successful funcslianing o f  

an i n t ~ r ~ d i a ~ r y  mocha.nism. In -the most successful cases autonoq-y- 

identified as the ability oJ" int4rmiidiary l e a d e r s h i p  tJo a c t  on its 

own ini-tiative without  r e s o r b  to other authority. However, autonomy 

is clear*ly a double edged swol-d. It can be an asset or a liability 

depending ilpon t h e  manner in which the: I.eadership of the in te rmediary  

uses it. Autonorry ba.dly used can c r e a t e  a s i tua-Lion of i s o l a t i o n ,  

lowered legitimacy or competition. However, wit,hout a basic degree 

of a u t o n o u ~  it i s  unl-ikely t h a t  the in te ra~~d4ar -y  mschanism will have 

the  a b i l i t y  to i rcb swiftly and a u - t h o r i t d t i v e l y  ore tc avoid being 

neutralized or. dominated hjr other organ iza t ions  which m y  be actago- 

nis-tiil towardsp jealous o f  o r  t h r e a t ~ m ~  by i t s  a c t i v i t i e s ,  

6, ) Legi t imey  is 

closely. r e l a t e d  -to a . u t o n o ~  w i t h  the former. helping e i t h e r  to creaets 

or- destroy t he  l a t ~ z r .  i2u?,oxiomy ray or. my not  f a c i l i t a t e  legi t imcy,  



and autonomj vrsed unwisely- cnn  adversely effect Legitimcsy. Legitimcg 

requires an i n f t $ a l  accep'rx.i.nec o f  the rcile sf the i.ntermdial-y- by 

o t h e r s  w i th in  the environment on whom its existence and effectivsraess 

depends. k i m f ~ a e d  cf@ectiveness req~:ir@s a contirluing increase in 

the a~ao-t~n-k, 04" Legi.timcy acc:orded "c t h e  mchanism by such others. 

These nothers" are principally (a)  the t a rge t  populat ion on the  local 

Level w i t h  whom the  mzchanism is  t o  i n t e r a c t ,  and (b) the  h o s t  govern- 

mni; or 0th.e~ elemnds  of s i ~ 3 i f i c a n i ;  influence within %he Local 

soci.et,-y whose s-txppori; or acquiescence in the intermediary a s ex i s t ence  

and e f f ec t i ve  f ~ m c t i o n i n g  is desi red or required,  

7 .  g i c  resource:-(~nds, gw.. 

s ta tus  and -- ) Any mech.ilrii sm needs a given amount of 

yosources in order to acbie.ae its purposes. The initial resource 

cndowm~n t of an in te rmdiary  mechanism .is an important factor to be 

analyzed 2nd sn.caswt?d because it is a s t rong indicator. of the degree 

-Lo wh.icl-a the othcs  fac'tos's lis2,ed hcre e x i s t  or @an be doveiopac";. 

1% is not; of' i"csel_f a suffici.en-i;, ind.icai;or., however, since the 

csclnferral of a large resource eradomen% upora an i n t e r m d i a q  

~ilechanisrn, 2ithe.i. by a foreign .zssistaancs provider or doplz~stie 

zources,  do%:: not ,  g u a r a n t ~ e  -Ithat it xi-l l  have or. bo able to create 

?,he o t h e r  factors essential. i:,o i t s  su.czes:;. Cox-lver'selj an oxtrarn~ly 

able intermediary be able  -to cmsrcor1.e l imi-Led,  i n i t i a , l  res a w c e s  , 

8, ss (how well resources are utii.ized). - 
rl- ine  capa'bil i t ies of an ixz,t,c;rmnedia,ry x lechan is~ i  are best, xrieasured over 

-tim by examini.ng the  ways in which it errrpLa_oys and expands its iini.tia? 

resource endo~men. t~  The intermfidiary me cbanisnn can utilize its 



resources Lo achieve it,.: direic" and imed5-ate purposes and ~ b j e e t i v t s s  

or it can u t i l i z e  therrr irr. exchange w i t h  o"r;her cl.c,w~nts o f  " c k e  l o c a l  

environan~nt  in W ~ J = S  which t end  -Lo erahalzco its a b i l i t y  to survive and 

continua to pel-fo~m i-!ffect,iveiy in the f u t u r e .  The bast intermediary 

uiechanism use their yes  oukincss towards bo th  erlds sli.m:'L-taneousw 

Use of okhe 9 .  .- and ou t r each) ,  This 

f a c to r  is closc&y- rc labed to #8. To he e f f e c t i v e  as an intermediary 

fcjr local ac%ion, a mc-!cl.la.tnisnci mst extend iLsa1.f into t h e  1-ocal 

socie-by, We found that the  mas-, effective iiitermech-j-ar1-ics xe exa~nined 

did  this -ihrough the use of what might bs called Hsub-intermedlar.y 

orga,nizatioynsu at, the  local. l e v e l ,  They e i t h e r  worked with and 

tbrough e x i s t i n g  ones o r  crea Led new ones. I n  e i t h e r  case th.ay 

used t h e i r  r e sowces  i n  ws~.ys which. % a c i l i t a  Led %he effee-bivcnsss of  

some form af l u x n r  echelon organization, preferably one in which 

l o c a l  people could ef"fec:tively p a r t i c i p a - t s  , 

d i -., 

a :  The i.r,i;ermcdi.arry m s t  r e l a t e  not 

only t:o -barge t elsrnerits of %he pop1.~.3_a,tion it i s  in.tended t o  channel.. 

reeowbces t o ,  b u t  a l s o  t o  other' forces ei;i-,,hel: para.lleL o r  ,%bout :i.t; 

in the  national sys-Lcm., Its OWE effecliveness i s  enhanced to the 

e x t e n t  thatl i "caan correlate i.t,s i.n-i;t-irii;ions o r  eff a r t s  wi th  thuse 

of  o the r  forces .  Where a sufficient. mutuality of interest exists,, 

+ 1  -" ~ n l s  i s  poss ib le : ,  where there i s  not, i s o l a t i o n ,  compotieion or. 

c o n f l i c t  is iikei.;i. Even whem broad  mutuali-Lj; er5.s ts, congso t i t i o n  

between d i f f e r e n t  entities or i en ted  t o  the same purpose can emerge. 
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11. Gxtont - of c o r , ~ ~ ~ ~ + ; &  of resources. Since 

v o n  few intermediaries are  s u f f i c i e n t l y  w e l l  endowed to permit them 

to cover the a n t i r e  spectr~m of poss ib le  a c t i v i t y  or to reach all 

mert%,ers of the t a rge t  popiulztisn, the most e f f e c t i v e  ones tend t o  

eoncen-trabe t h e i r  s.ff srts This is r-aot inconsistolcat wi %h thhe basic 

history of foroigri assistance Tor local development purposes. Almost 

invariably i n i t i a l  l a r g e  gensriri pr'ogram have tsnded to become more 

concantrated as awareness of bho difficulties and c o ~ t s  of achieving 

results on a large scale has increased,  One way of conracentrat,ing 

- the e f f o r t  is to ~or.k Lkrough s-ab-intermediaries which can marshal 

some; resources of their. own avid bhus c:.=tend t h e  influ~nce and 

offsctivenass and limit, r t tsource d s n ~ n d s  on the pr imry internx@diaryB 

Ar,o"r,l.~er way i.s tc, d e l i m i t  either the S G O P ~  of concern OL' the target 

area or gr02~3 sc that rdi3eded r e ~ ~ ~ r ~ ; ? ~  can be furnished in sufficient 

quantity to have a mt:a.n5.ngful i~npac t .  h c a l  ci?r@umtamces and the 

n a t l r c  a f  Lne e f f o r t  tam be undertaken seem to be the best guides as 

t,o which o f  these crJurscs sbo~l-l.,d be taa.kera, 

73-IS f o r e g u i n g  factors  pu-t "eogetner corns-ti-t~-te a p r o f i l e  sf an  

idaal in terxcdlary  mec;hanisrn, To sirm.rrmrizle, a high ps%eritial i n t e r -  

mediaqy- mechanism is one which h a s :  

- good l skdersh ip ;  

- a high mLicuat12ty of irnteres t ~ ~ ~ r ~ x k :  bk1e fox"5.g~ r ~ ~ ~ . l ~ t a ~ ~ ~ ~  donor, 

the "cau.get groups wh:icki ii, xntexids t~ support and important 

power elemenez ~i thin t he  c 0 ~ 1 t r y ;  

- an awarexxe~~ of bri3ic environmental facbsr and. their i n f  Puence 

or1 i ti:; ?rospr;cP,c [or accoxup%ishirag i t s  gohLs p l u s  a 9/ae1% 

eo.;icea?rad ;,i:~ra fora m~w~;.;i.rurz;f 11.6 %he ~ P ~ T ~  . ,-\&$A - ) -  b a g e ~ u ~  fac'bors 
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and ovarcofing aavsrse one; 

- a wi l l ingness  and h b i l i t y  to learn from p a s t  experience 

in setting out, its own courses of action; 

- a considerable d a p s t :  of autonow, L e e ,  freedom of 

dec is ion  mkirag and ability t o  ac-2; on i t s  o m ;  

- been accorded l eg i t imacy  of funct ion  ancl purpose by o thers ;  

- a high basic resource  end 

- a demonstrated record of rmnagerial e f f e c t i v n e s s ;  

- operates  through a v a r i e t y  of o ther  organizations 

and m c h a n i s m ;  

- works i n  congruence: with the b a s i c  deve lapmnt  p o l i c i e s ,  

programs and trends with in  the  country;  

- concentrates  its e f f o r t  t o  the  ex ten t  necessary  t o  achieve 

i t s  projected goals  

I n  assoosi ng p o t e n t i a l  i n  temlc~eciiarics or eva lua t ing  e x i s t i n g  

ones it is  important, t h a t  t h e s e  I'actJors not, b ~ :  taken account of i n  

is elation frorn one axzo t,her bu"caa-t>her. in in tera,ction with  one anotheuu . 
We doubt t h a t  any of these factor.:; art: unique t,o a p a r t i c u l a r  

type or form of organizatiori .  We be l i eve  tlisinc ha.s sometimes bean a 

kendency -LO consider certain forms of organizat ion as: a c r i t i c a l  

f a c t o r  (eag., jc,xntriess) ancl to f e e l  t h a t  these c h a r a c t e r i s t i c s  

would have t o  be rep l i ca ted  i n  order  t o  insure svccess of an inter- 

mediary mchanism. Even if jointness was a c r i t i c a l  f a c t o r  i n  the 

JCM and Ssrvicit : ,  cases, wlzich some o f  us -,end to doubt, its s igni f icance  

stems from the extent, to which 41; either f a c i l i t a t e d  OF impeded %he 

existence or devalopmer,t of -LIE o-Lhor iaccors Xis ti?d. Clearly there 

are o th@r  ways of s e c u r i n g  t r ie i r  sxisLsnce. We b e l i e v e  that t h i s  i s  
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pr.&ab1y true in other cas9,st where a par- t ieula-  tiypo or fo rm of 

organization has Seen emijhasized. Thus, w e  question,  p a r t i c u l a r l y  

i n  the abstract, whether par t i cu la r  fsrmt sf inlermdiargr 

operation i s  an esserr t ia l  prerequisi-Le Lo ar s ~ ~ f f i c i e n t  guarantee 

of ef fec t ive  f u ~ c t i o n i n g .  Gonvessel.g, we would. x g u a  that; an 

i n t e r m d i a r y  mechanism i s  unl ikely  to succeed, rsgardhsss of its 

form o r  funct ion,  i.f the foregoing characteristics a r e  not present  

i n  a su f f i cen t  degree and c o r r e l a t i o n  t o  one ano the r*  Since 03ur 

sample i s  ra the r  smll and Che resaarch and anlysis oS each case 

has been i i m i t e d  and hurr ied ,  this. conclusion and t h s  f a c t o r  

identifica."cons on which it i s  based need t o  he tested furtl-her, 

We look upon this exercise as o n l y  an i r~ i t i a l .  s tep.  
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E I I  

Developing l o c a l  a c t i o n  c a p a b f l i t i e s  has been designated as a 

T A ~ D A  key problem area.. A basic r a t i o n a l e  f o r  t h i s  review is our 

d e s i r e  t o  r e f i n e  our knowledge about intermediaries a s  mechanism 

f o r  s t imula t ing l o c a l  ac t ion .  We proceeded on the  assumption t h a t  

intermediary organizat ions a r e  a highly useful ,  perhaps even e s s e n t i a l  

means of assisting the development of  l o c a l  a c t i o n  capab i l i ty ,  s ince 

it i s  usually no t  poss ib le  f u r  forei.gri a i d  a4gencies t o  reach d i r e c t l y  

t o  the  l o c a l  l e v e l  and s t imula te  the  popular involvement implied by 

tho Lerm l o c a l  ac t ion ,  

Thus, we have two contexts  i n  which t o  consider the implicat ions 

of our f indings ,  The f i r s t  i s  t h e i r  relevance f o r  f u t u r e  use of 

intermediary organizat ions,  whatever the ass i s t ance  purpose. The 

second i s  t h e i r  implicat ions for use of  in termediar ies  i n  conjunction 

wi th  aid s t r a t e g i e s  and programs i n  which l o c a l  a c t i o n  i s  an  important 

f a c t o r .  To f a c i l i t a t e  discussion we will attempt t o  state the 

implicat ions i n  the form of proposi t ions  r e l a t i n g  t o  one o r  both of 

these  contexts z 

Sirice the f a c t o r s  identi.l"red i n  Figure one have emerged 
a s  c r i t i c a l  factors in each o f  the  cases s tudied,  we 
hy-pothesize t h a t  -the greater t h e i r  presence i n  p o s i t i v e  
form i n  other intarmi?d.iaries the more l i k e l y  t h a t  the 
intermediary w i l l  be successful ,  

The fac to r  Iden t i f i ca t ions  offer a usef i f  b a s i s  for the  assess- 

ment of the r e l a t i v e  virtues of d i f f e r e n t  in termediar ies  where 

condit ions of cho i so  ex i s t .  They also pros-ide a basis for determining 

p r i o r i t y  of e f f o r t  i n  improving i ; h ~  capabi l i ty  o f  chosen i n t , ~ : r m e d i a r i ~ s ,  



We believe t h a t  t h i s  i s  the s ingle  most i q o r h n t  i q l i c a t i o n  of the  

findings . 
It is  apparent  t h a t  most of the  c ~ u s a l  f a c t o r s  we have i d e n t i f i e d  

are r e l a t e d  and i n  same cases even overlap one another,  However, we 

f e l t  t h a t  i-t was impurta,nt for a n a l y t i c a l  pwpases  that they be 

separately i d e n t i f i e d  f o r  three reasons. F i r s t ,  each one emmged as  

a  separa te ly  d is t inguishable  fac to r  i n  our case s tudies .  Second, we 

do not  know t h a t  the  presence of any one i s  i n  i t s e l f  a  s u f f i c i e n t  

bas is  f o r  presuming t h a t  any of the  o the rs  w ~ u % d  be present ,  Third, 

it is  probably premature a t  t h i s  s t age  t o  s a y  d e f i n i t e l y  that these  

fac to r s  e n c o q a s s  a l l  the c r i t i c a l  va r i ab les  o r  t h a t  any or a l l  of 

them a r e  necessary o r  s u f f i c i e n t  t o  i n s w e  the success of an i n t e r -  

mediary. 

In  applying these  fac to r s  t o  o the r  cases we believe t h a t  they 

can be use fu l ly  categorized i n  two ways. 

The f i r s t  categori ,zat ian 5s as Independent, wholly dependent, 

or partially dependent fac"r;ors, F ' x t o r s  which we see as being 

bas ica l ly  independent, i n  the  sense t h a t  t h e i r  presence does no t  

depend on any of  the  other f ac to r s ,  and not  be control lable  by 

them are: 

Leadership 

f i t u a l i  t y  of  l n t e r e s  t 

Environmental f ac to r s  

O f  these three, environmental f a c t o r s  a re  l a r g e l y  unal terable ,  a t  least, over  

the short rfXi, and must simply be dealt with ,  But t h e  degree and rznncr 

in which they will need t o  be d e a l t  wi th  and %he likely a b i l i t y  af the  



intermediary t o  be able do d s a l  with them, are things which should 

be considered a t  the  ~ u t s e t .  

By c o n t r a s t  leadership and mutualit;. o f  i n t e r e s t  a r e  th ings  

which are n o t  given and my be a l t e r a b l e  i f  analys is  i n d i c a t e s  the  

need. Since they are independent facGors and because they were 

very s t rongly  i d e n t i f i e d  in each of  the  cases s tudied we can hypothesize 

t h a t  they should stand along with the  ana lys i s  of a b i l i t y  t o  d e a l  with environ- 

~ ~ n t a l  f a c t o r s  as basic  determinants of whether an intermediary 

has a reasonable chance of success and t h a t  projec ted  use of i n t e r -  

mediasics which l ack  these  q u a l i t i e s  should bo re-considered unless 

the s i t u a t i o n  can be favorably a l t e r e d ,  

We classify the following f a c t o r s  a s  p a r t i a l l y  dependent va r iab les  

because while they may be sub jec t  to inf luence  by the leadership  of 

the intarmediaqy, their presence as a p o s i t i v e  causal  f a c t o r  i n  

determining the organizat , ionts  e f fec t iveness  does not l i e  wholly 

wi th in  the  con t ro l  of i t s  leadership.  These fac to r s  are :  

l e g i  t i m c y  

autonaqy 

resources  avai lable  

congruence 

use of o t h e r  s rganiz-"*  JG!, I/XOMS 

These sho-ixid be viewzd as next; most e s s e n t i a l  t o  the f i r s t  three 

and should be analyzed careful ly  t o  detexsnine whether the  i n t e r m e d k i e s f  

a c t i v i t i e s  w i l l  tend t o  f a c i l i t a t e  them t o  the extent  t h a t  they  a.re 

not i n i t i a l l y  prsssnt im high quant i ty  an3 whether there are  influences 

beyond the c o n t r r ~ l  o f  the organizationFs leadership  which w i l l  negate 



e f f o r t s  t o  achieve them, 

The balance of the  fac to r s  we would classif 'y  as wholly dependent 

var iables  s ince  they a r e  determinable by the  leadership  sf the 

organizat ion,  These are: 

Use of p a s t  experience 

Nanagerial e f fec t iveness  

Extent of concentration of resources 

These a r e  f a c t o r s  of lowest p r i o r i t y  among those  i d e n t i f i e d  s ince  

they can be a l t e r e d  most e a s i l y  and wi th  g r e a t e s t  prospect  f o r  success,  

The second way i n  which the causal  f a c t o r s  can be categorized 

i s  i n  terms of  whether they a r e  e x t r i n s i c  o r  inLr ins ic  t o  the  

intermediary i t s e l f ,  This is an important d i s t i n c t i o n  because 

intermediary organizat ions frequently a r e  evaluated on the  bas i s  

of t h e i r  i n t e r n a l  mer i t  with inadequate regard  t o  ex te rna l  f a c t o r s ,  

However, o w  f indings  indicate  t h a t  

external  f a c t o r s  a r e  of ten  more important than i n t e r n a l  
f a c t o r s  i n  determining the extent and speed with which 
success i s  obtz~ined. 

In o u r  cases the intermediaries with the  h ighes t  presence of p o s i t i v e  

causal f a c t o r s  a r e  the  JCRR and the  RCPCC. We would judge them t o  

have been object ively  the most successful  of the  cases reviewed, 

They are dis t inguished from the o thers  by t h e e  ex te rna l  causal  

f ac to r s  : mutualiiJy of i n t e r e s t ,  supportive environmental f ac to r s ,  

and congruence of b a s i c  po l i c ies  and programs, None of these  was 

probably s u f f i c i e n t  t o  i n s m e  succsss without the p o s i t i v e  i n t r i n s i c  

causal f a c t o r s  they en joyed, bu t  they did  permit the intermediary 

i n  these two ins tances  t o  r i d e  the wave of a  basic forward development 



t h r u s t *  It i s  perhaps worth noting t h a t  p o l i t i c a l  fac tors  were a 

very s t r o n g  considerat ion i n  bo th  ins tances ,  

I n  the absence sf s t rong c e n t r a l  government support, 
priva%o or  serk-governmn-k in te rmedia r i es  a r e  unl ikely  
t o  do w e l l ,  

This i s  an proposi t ion  which poses a severe problem 

for  fore ign ass i s t ance  providers such as E D I ,  and elements of Am 

such as P R I  and Civic Development o f f i c e s ,  who a r e  predominantly 

concerned wi th  p r i v a t e  sec to r  dove l o p m n t  . Intermediaries they 

support will have t o  be careful-ly chosen wi th  due regalad f o r  country 

conditions i f  s i g n i f i c a n t  short-term r e s u l t s  a r e  t o  be a t t a i n e d o  

In other ins tances  they will probably have t o  s e t t l e  f o r  a  more 

p a t i e n t  long-range ins t i tu t ion-bu i ld ing  e f f o r t  which aim a t  c r e a t i n g  

mechanism whose f u l l  value may only be r e a l i z e d  a t  som fu tu re  da te ,  

and with the  r e a l  r i s k  t h a t  an  adequate development re tu rn  on the 

investment my never be realized. 

The impl ica t ion of both the D A M  and the  WARD cases and t o  a 

degree %he Vietnam case, i s  that it i s  hard f o r  a  p r iva te  o r  semi- 

governm,~?ntal e n t i t y  or a l o c a l  government t o  p l a y  a s i g i f i c a n t  r o l e  

as an intermediary unless it has s t rong  government backing and i t s  

e f f o r t s  are congruent, with. the c e n t r a l  government's operat ive p o l i c i e s  

and major develspmr~t,  %hrusts ,  Clear ly  organizat ions  suck^. a s  DA3M o r  

EPARD cannot i n  t h e i r  present  form g r e a t l y  expand t h e i r  e f f o r t s  or 

achievements i n  the absence of hos t  govsrnmnt  support,  except by 

tak ing  the  drastic s tep  of assuming an adversa-y r o l e  aga ins t  the  

government, Nore is required from government leadership than 

professions of good in ten t ion  and l i p  serve  pronouncements of suppas% 



f o r  t h e  doc t r ines  and psograps of t he  in t e rmed iwy  o rgan iza t ion ,  

They must gear the governmentfs upera. t isns i n  ways t h a t  a r c  suppor t ive  

of the i n t e r m d i a q y ' s  a,ctivi. t i t ;s r a t h e r  than  de t r imen ta l  t o  it. Often, 

however, the intermediar;esf a c t i v i t l a s  a r e  seen as a t h r e a t  t o  the  

c e n t r a l  g o v e r n m n t s s  p o l i t i c a l  c o n t r o l ,  The cen te r  gover 

and will be f o r  some t,im, i n  most LBG% t h e  primary c o n t r o l l e r  and 

pace - se t t e r  of  d e v e l o p ~ n t ~  Thus, some element of  t h e  c e n t e r  govern- 

ment may be "c'kfe b e s t  in-termediaq choi.ce p a r t i c u l a r l y  where a shor t -  

term, high impact pay-off is envisioned.  But i n  many ins t ances  t h e  

cerntral government s capabi.kitles for s t imula t ing  l o c a l  ac t ion  a r e  

l i m i t e d  by i t s  adverse s t and ing  i n  the  eyes of the  Local  population. 

F ina l lx ,  t he re  i s  the  in f luence  of h o s t  g o v e r m n t  a t t i t u d e s  

on the  donor. It seems doubt fu l  t h a t  a f o r e i g n  a s s i s t a n c e  provider  

would be w i l l i n g J  o r  indeed ab le ,  $0 mke a s u f f i c i e n t  invest,nr.e!nt i n  

an intermediary mechanism, say a t enan t  fa rmer ' s  union o r  a cooperative 

league,  t o  s igni f icanClg  inc rease  its role and e f f e c t i v e n e s s  i n  the  

absence o f  c e n t r a l  government suppor t ,  

Aut,onomy i s  both a c r i t i c a l  causa l  f a c t o r  i n  determining 
the success of an in termediary  and a c h a r a c t e r i s t i c  which 
makes i n t e rmed ia r i e s  a t t r a c t i v e  r r ~ c h a n i s m  f o r  extending 
a s s i s t a n c e  f o r  l o c a l  ac-tion purposes,  

The first part of this propos i t ion  is se l f - ev iden t  from the  

f indings .  The l a t t e r  p a r t  i s  ded-ibcible from a cons idera t ion  of" how 

a u t o n o v  faciiita-ces the  role of t h e  intermediary.  An intermediary 

$8 a linkage i n s t r u m n t ,  o f t en  a broker between d iverse  i n t e r e s t s ,  

It mst have f ~ e e d o m  t o  a e t  as the  s i t u a t i o n  demnds t o  m i n t a i n  its 

sdakus 2nd legi t lnacy.  among t h e  d i f f e r e n t  groups w i t h  which it i n t e rac t s s ,  



Autousawto~.zs a t e rmd ia r i e s  can of -ten establish relatianships w i t h  

groups a"r,th local level and work ~ 5 t h  them in ways which ne i t he r  

the hosc govcrnmen5 or a %orsAgn assi~sance p r s v i d e ~  cana The 

involvement af popular local o r g a n i z a ~ i o n s  was an i q o r t a n t  fac tor  

i n  most of the  cases s t u d i e d *  Ttac intarmediary needs automav in 

order t o  have an e f f e c t i v e  r a l a t i o n s h i ?  with such groups, It is 

important thatJ neithsr +,he host goveranmnt nor the foreign assistance 

provider  jeopardize %he ztutor;o.qy c a f  the i n t e r m d i a r y  by %their a c t i o n s ,  

A major prsblem exlzerges from the f a c t  t h a t  a.ulonomous intermdiaries 

may be most needed in circumlarrces i r z  which a u b o x l o ~  i s  hardest to 

mintaiux eit,her because af a  contrlol o r i e n t a t i o n  of  the host govern- 

ment o r  bsca~xse o f  a need for t he  bulk of t h e i r  support bo corn8 farom 

ou t s ide  sources. It i s  not a c c i d e n t a l  t h a t  t h e  s t r o n g e s t  indigenous 

int;ermedi.aries are usua l ly  found in the more developed locales. 

The e x l s t i n g  I s v e l  of development, what might be c a l l e d  
tT:~nitlc?.% s t a t e  c~nd.ilions,~ of t h e  cowt ry  i n  which t h e  
intermediary opera t ions  i s  the  single most important  
de terrnirxanl of tkc? 1x1, Lure and fa rm of in-t;ermediaries, 
t he  purposes they serve and t h e  ratio g f  external t o  
in terrlal  resources requirede 

'C'inLs pl-oposilbolr;: a r i s e s  out of a cons ide ra t ion  of the  vap.*ng 

results obtain '~c3 by several cil" the  cases s tud ied  and the  extent; to 

which. the  p r i o r  lcval of dev<jlopm~nt pre-conditioned r e s u l t s .  We 

hypothesize that) t h e  JZRfl and. the RCPCC eaz50yed a congruence of 

favorab1.e causal factto-r.i, and 6.tldre a b h  $0 achieve g~ea"c;er w.esults 

largely because they had ad headsta~i,, ice,, the general l e v e l  of 

development of the c:ountries i n  ~n~k~ icb  they func.tioned was much higher 

than $hat which exi.sted in .the otc,kaer8 ~ o . ~ ~ n t r i e s  at the L i m e  ,the 



interri~jdiar5 ss e ~ ~ d l r z s d  war@ $unet:I.oainge The g ~ n ~ 3 r a 1  level of 

devel-opment provided a higher  indigs:;ous resource base to build on 

and inereasrld the  degpxe and r ~ p i d i t y  of achievemnt o f  program 

resu l tc  

This  p3ses a d e x ~  cl4j.tsz;crn2 which is nu t  U I I ~ ~ U B  LO the 

ques t ion  of u t i l i z a t i o n  oi: intern~edia-r*:.e%, but, which my be worth 

consi.dering is t h i s  comisxb I Wher.6 should  e x t e ~ n a l  developsnenk, 

resnurcks be concencli~f-b t;od--s.ri-te:r$ t he  need is g.roea"ces"i.r where the 

opportuaities arc grc7-atest 'i @~ce &his question has been answered 

what w i l l  be the i~q l_ ica%ions  f o r  Lhe ini;errr&diau@r maehani.sm to be 

empi^_ay-ed? 

The weight of evidcnce in the findings is that t,sckhnical 

cvmpctcnca is r equ i red  (nor; o u r  tecimolagy b u t  a technology s~i tabble  

to the  l o c a l  anvironment) but  t h a t  it alone is an insufficient 

guar5,ntor of success f a r  an i ntersnediax-y org:mizat,iora. Furthermore, 

linking of outs  j.de f u n d s  w i th  ind; gnuaous technica l  coapa tency will 

n o t  do the job a Organization. and rn~r~agemn"eabi1iLy ara essential 

ingredients and rtn-i;ermnedia~i,~ mech:,.,,r?j.sm which lack % h m  are poor bet/s, 

'The bas ic  slLLemr which this pose;; i~; tha-t; if we are to rely. on 

indii.er-lous t3 tcc7r!nic:al.. c:03npeiJeac_:y and organizational eqe~-e;ise oplsW 

chances POT. s-accezs are gyeaL2zt, whwe the need is Leas-&, WE? can 

help tne  copxci'srie:- ow* iS';:ery~nts b- of cou,rlt~Cies ~ 1 1 0  are  fai~2-y w e l l  a long 

in t he  transi-t iona.l  s tagec of d z v e l o p m e  because t h a t i s  '*vdhere the 

indigenous capacity exisus tc be built upori, b u t  w3 can do l i t t l e  

I%~~?,J-C?L lni-ihi ha V F ~  ad ~3-g.uif i ~ a l ? ~  T _ : ~ G T Z -  &erIIi de%78~8pm~~-L iw&ctJ i~ 

co11nl~rl6:: 91- s e bd ,7rf12ri A"" tr rji csc;z.~tr,tc;:, sfhLc,L zr5 r t i 1 2  highly- t radl  t iona l - -  

mlLess 31; xn_ntcr~~:~dzcry c q a b i i i t I y 9  is xm3rtc,<I, as was dons i~ %";he 



case o f  t he  S e r v i c j o ~ .  Wherctl a coub:t~y is high%y dualistic it is 

theoretically p o ~ s l b l c  t lo i p 4 a r t  the intermdiary capability f r ~m 

one segm~z-;,t of the C C J U ~ J T ~ - ~  te %he ~"i;~:r:_r" if t h e  Local -will and desire - 

to do so exists B3-L in t,hcsc cem&:" ~s ~ ~ ~ h i c h  are s t i l l  in a 

pa-edcs~nantly t rad i - t ional  s %ate, ~-~hi?;s ~ z p a ' o i l i t y  w i l l  have So be 

brought :i.n frox! bhe O:J I ,S~  de, if it, is t , ~  be t he re  at all. Despite 

thane problems and greater. cos ts  iimvoEy~ed, this suggeszs t h a t  some 

f o r m  of Si --ri.aLi.onai oi- ~ir l t i - r~a3u. i  ona l  ir,i-12rmediary my  s t i l l  be 

needed to p ~ o v i d e  dsvc?.opmen l, 1r3ppcrt~uni kies and servi-ces to people 

who otherwise w i l l .  s:i.q~l.:,y n a b  have access to them because indigenous 

capacity to dc l ive r  rF;sourbce:i does not exist ,  

In our cast: studies !.be t;ypo, amount arld Form cJf fo re ign  

assis bance ran the ganrit . It included money, supplies, te chnicai 

advice, policy. and program g.~Sdanco 2rid even. opera l iona l  c o n t r o l ,  

The requirer~~11"ss tiepc.nclr?d priracipsl.7--y or!. the extent to which the 

aasis-cance f~r~ii.:;b[-j'd wz,s ;i?;gmentirsg Locally ava i l ab le  resources or. 

,":~bs-t,itut:ng iEoln trre l ack  af l,hm~, The RCPCC waz suceessfu1 w i t h  

l i r n i  bed d i r ? c t l y  associs~sed 1 orelfxi ascxstanca inputs but  a con- 

si-aerable amocm: of p:+or assizt=rAr;c had he lped  build the indigenous 

a -  Tirnsng a n d  qun i - i tg  of fcx-eigm assdsta.nso and the  l e v e l  

at which advice provided were CIX greatact, importance to the  

Imedir.tt; sl"f2rt. Tirort: 2 n a real q 1 ~ e s t i . o ~  ah t3 whether the  timing 

or. ieve>.. of advizi- coulci, :1a.~r3 ~ B B : T )  ~?1~.ilieC1 in che abssnce of a 

continu2ng U ,S . pressace in t,he ccun"cry , 

" " The JCR?, t a c  Sel-v: sio::, an6 t n e  \;irtnm; qbses all requi red  

~ ~ ~ i t i ~ ~ i - n e  tr ,ir, - j~r-,r SBS: ,E$ t,)c: ~ - 3 : i ~ e  5j;b tb,- : ' ? . - , % i l ~ a p  Xid cxt,an& o f  *-tl.ts 



assistancv provj-ded. Uu"c,.n the caL<c of the JCR3, that prasence 

was nfsitber r a u ~ e r i c a l Q  la rge  or dolnlnant due to the $xisting l e v e l  

of d e l ~ e l q r ~ a x c  and the prt;sealce of t h ~  mainland Chinese) who were 

t h e r ~ s e l v e s  an external  i~qxxb~ A con~inuing UeS, presence was not 

essentaal for tii-exhsr. DPS4 OY PARD 2nd probably would n o t  have 

increased "c'neir e:Pf ectivnes~ in any e s ;  c n t i a l  degree, 

The mnner  i r z  which fo.rr2;i.p assis Lance was providsd had a 

g~eater s i g r ~ ~ E c a - n c e  in some cassz becavse it tended ", influence 

attitudes , lsgit5rr~2cy- of -tl.~.o cn terpyisf;  and perceptions about whose 

interests were baing served, u, g, ., S e r v i e i a s  original-1.y craated as 

a means of accoThshimg a U S ,  need, 1% aIso tended Lo determine 

whether t h c  prima,~;y and secondary (local) organizations utilized 

would be esssnti ally indigenous or foreign LransplanLs , Where U ,S , 

influence is dorrjna~rzt in the basic i n t ~ r n ~ d i a r y  it also sLr(angJ,y 

influ.ences t he  dovslopcnw~l  9% secclndary organizations, e ,  g ,  , Vietnam, 
These are b;,sii:;l?i:ly a~*g:~~n.:n-L,; !"or rnakirrg g r e a t e r  use o f  and givi.ng 

mare autonorqy t5 indigenous 1 .i,termediasy m9ckmnisme But, it s a e m  

likely tb,II -1ho r ~ ~ r e  tly- ttjl~i~ cri beria i s  applied t h s  more 

likely i ' c  w i l l  become I L M - L  our assistance will. ga "r, sthe niore 

developed of the let;:; d~?vc.l.oyit:d countries or to tihe mure deve'aoged 

SF?C'LO~S wi t h a n  LTJ)Cr s ,  T h i s  w:-n ho niEiE-sigated by a conscious and 

determined e r " f o r ~ ,  to f incl ant-] more .fully u t i l i z e  indigenous 

me chanisxs Ill.;s PJih2 ar~l..i ICAX! whict? hzve g o d  idadershlp, bchniea l_  

and c~npetency, 2nd xre orieritsd towards channeling 

r.esc?'Grces Lc; zh.; most u:,derd.ivci 3petj: s e c t o z s  E I ; ~  this ~47~;0vi;r! anly 

be 5.ans wherc wa.ys @a:.. ' ~ 2 ~  f ~ 1 ; ~ l a  1;0 G " P ~ P ~ I X F ' ~ - V ~ : - !  ', r1?gll t . ~ " t ~ ~  C ~ U S E ~ ~  ~ ~ c J C O ~ S  

which r sd~ice  "e614-- e f f ' s  r 'r,i -76,~ i c 5 



Resun~d of Findings in Each Case 

This resume d s a l s  only with  the  causa l  f a c t o r s  and does not  

r i z e  the  na tu re  o r  exp-?rience G: the i n d i v i d u a l  cases  sxamined. 

Readers a re  encsmaged Lo r sx iew aach of t he  case  s t u d i e s  t o  obta in  

t h i s  backgrourld. Figure 2 providus a ::omparative t a b u l a t i o n  of the  

most s i g n i f i c a n t  c h a r a c t e r i s t i c s  of eazh case, 

A ,  The S e r v i c i o s  i n  Lat in  America 

The s e r v i c i o s  as a g m e r a l  o rgan iza t ion  mechanism were 

d i f f i c u l t  t o  eva lua te  f o r  two reasons. First , ,  t h e r e  were many of 

them and t h e i r  e f f e c t i v e n e s s  va r i ed  g r e a t l y .  Second, al though 

t h e r e  i s  a  cons iderable  amount of da ta  a v a i l a b l e  on them it is  not  

defini t , ive,  i n  f a c t  i.-i; is rerm,rkable f a r  i t s  l a c k  of s p e c i f i c i t y ,  

Hence, our f indings  i n  t h i s  instaln.ce mns t  be q u a l i f i e d  by the- 

recogni t ion  %hat  they are drawn from highly genera l i zed  informtican. 

There a r e  undoubtuclly a rz~xmber of i n d i v i d u a l  except ions  t o  each of 

the genera,] eonclus.ion:; se t  forth below, 

The followir~g fa.ct,op..c emerge as primarily negat ive causal 

f a c t o r s  i n  the excerl.cn.rc9 of tJh3 servicios. However, it should be 

~ e ~ o g n i a e d  t h a i  thqg were a pioneering e f f o r t  wi thout  precedent  ta 

benefit from, and t h a t  t he  h t s t o r i c a l  cond i t i ons  i n  which they 

operated wsre p r i r r ~ ~ r i l y  r2spol2sibie f o r  a number of t he  negative 

f a c t o r s ,  

Thcy ~ s r e  "basically &, U,S, creaJsion, The s e r v i c i o s  

o r ig ina ted  during rsiropld jdzr TI as rt lrssponse to U,S . w a r  needs, 

c i t h e r  far "cz S I I ~ ~ F ~ ; " ~  of raw m%eriaLs o r  as a t r ade -a f f  f o r  base 

r i g h t s  o r  oi;llzer host, ~ : > T Z ~ Y ~ K ~ ~ E ' I ,  zoncessions , The f a c t  %hat they' 



were i n i t i a l l y  morc responsive to U.S. than to l o c a l  needs and 

in te res t s  surrounded them wi-i,h an au.raa which, though probably 

subsequently undeserved, remained d i f f i c u l t  t o  overcome. 

The servicios had e high degree of individual a u t o n o v  

and au thor i ty .  This xas an important factor i n  t h e i r  success i n  

meeting the purposes f o r  which they were es tab l i shed  and is  

c e r t a i n l y  a factor which helps t o  account for t h e i r  longevity. 

Their autonorgy became somewhab disfmcticnal as time went on, as 

the basic Tat ionale  for assistance oxtended though servic ios  began 

to change towards a morc fundamental indigenous development purpose. 

The degree of autonow wkiich the s c r v i c i o s  enjoyed s t e m d  from the 

individual  bilateral agreemnts  by which they were created.  The 

f a c t  t h a t  their initial resource endowment was l a r g e l y  provided by 

the U.S ., was qui te  high r e l a t i v e  t o  o the r  entities with whom they 

interacted; and the fact t,ixat, they were most ly  directed by U.S . 
personnel tended t o  exaggerate t h e i r  autonomy from the  host govern- 

ment ministries Lc, whicti the;- ware attached. The autonow enjoyed 

milst be judged t o  have been poor ly  u t i l i z e d  i n  that it r e s u l t e d  in 

a s i t u a t i o n  of co-mpetit'ion w i t h  l o c a l  c o u n t e r p a r t  agencies and, f o r  

the most p a r t ,  failure tii establish horizonLal and v e r t i c a l  functional 

l inkages which could have increased their developmental effectiveness. 

The se rv ic ios ,  particularly during the l a t t e r  stages of 

their existence, suffered froin a severe rcle and mission conflict. 

They appear to have originally f u n c t i o ~ e d  more Lo superinp?ose 

developmerit t h a ~  i n d ~ c ~  i J 2 .  U ,Ye technical expertise was providsd 

in a self-con-t,a.ined package as sl. s ~ ~ t ~ s t i t i l t e  for tkxe n~lae>~Lsteat  



local e:qjerti.se. Uuring -the 1950'~~ as the basic purpose of the U.S. 

a id  program changed the s a r v i z i o  leadership and ~ t a f f  seemed to have 

had d i f f i c u l t y  in shif+ang to the d e v s l o p u , ~ n t - - i n d u c ~ : ~  r c l e  which 

e~ierged as ;?, %"unda~mn%al psne~xise of P6"cink *liiaxfkxl, S~iisequqntly whan 

the ~ q h a s i ~  shift~d a p t i n  in xhs q;jArly 1.96Cl)'s tr.: an e ~ h a . s i s  in 

~r;,xZaional inPa4as t r u c  t iyq and laurge c a p i ~ a l  programs, the aervic iss  

be can^ aI.lac:!sP, t o t a l l y  i n : : ongmu .c  'ii~itkl %a<sic U,S, assistariee sLrategy 

and li,S, assistance to them wzs rapidly  pgSha7k3ed arl?iue 

E f f o r t s  to dewlop  :I.oc:al c i~ ,pab i2 i t l e s  by %hr-3 se;stvic's.ss wera 

by a,lldl larp inadequh to , 'kk:~i ning a~ :d  ad-v i s i n g  ' C S B ~ ~ T ;  %& F! W&R 0%' 

limited s f l ' ec t ivoness ,  L i - t t i  e attemp-t xcts made (p# i r t ly  riuu to 

arltagonistic hos t c o u ~ t r - y  a&:! n i s  trativn cilit,ures ) ~ 3 . i  L.&r zo in+,8grz5*-te 

c f f  o r t s  with host giavorn1nenl agenci es  o r  t o  develop 1-ocal sponsoring 

organ is at;^ sns t l r o u g h  which t l ~ e  servicios program could. bo expanded 

and austa ine?de 'dhers an attaqt was made to do Lhis, as for example 

i n  the  case 0% the Peruvian agri.crulLura1 servicics SCI%"A, which 

devc3loped and wcsrkud t h o u g h  agricultural commzar%i l y  corrrraitte$s, the 

r e s u l t s  seem tc, have bmn k.ighly beneficial, But, f o r  the most part 

Lhe s a r v i c i o s  seemed to have fuslctioned as self-contained organism 

bringing the benefits of their technical expertise to the l o c a l  scene 

b u t  not becoming an integral part of it. 

Many s f  the above deficiencies have been a"r;dl;ribuPled by those 

who have examined the gerfcrroalzca r e c o r d  of" .the servicios to f a u l w  

leadership  and organizatFc3nal rmnngswren-t* The ggneral  f e o l i n g  i s  

tha% a miszake was nade in p l a c i n g  %ethical spec i a l i s t s  in charge-- 

t h a t  the l a t t e r  wcra n e i t h e r  orien"iicd towards or capable of exercising 



tgo play a bro;der df:veiopinen-LC! r o l e .  The i a g l -  which follaws is t h a t  

:if less e w h a s l s  had been placed irk %echnh.ea_i kno%~l.edge a r ~ d  r.,:qerienee 

arid parsons w i t h  nlore hro-ad gauge executivs and mnagsr j  a1 t a l e n t  had 

been placed in cirarpi-. the  ser.vicios d g h t  have been more adaptable 

t.o a n E r i  style of ~ i ~ d x * d t i o ~ .  a13d abl;: t n  dbvelo;, the suppol-ting linkages 

necessary [ IQ p~r fo r rn  a dcv~ii:;i~mnt ca talys~? rrjLe more ef fee t ivs ly .  

goa.:.ever, it s hc.i;tld a i ~  :) 1,s ~s ;agni.aed 5h3-t the e ~ ~ ~ ~ i r o x ~ w r ~ t  

ini;o tI~gkic'Ji ;he s e r v i c i o s  were i .nsarteC hYas hardly conducive dc the 

79 performince o.f such r~ role, rcir the rnozt, p ~ r t  the se rv . i~ io : r  operated 

at) the  local, level aatl outs ide  the e a p i ~ ~ a l  area, Z,ux.iri$ Lhe bulk  

af t h e i r  I . i fs t i~ze n a ~ ~ i o s r a i  S.cvel. pext,etra-ej.c!n of %he ~ * u r a l  ayahs i n  

Z;lals c x ~ n t r i d s  in xkaich t4teg operat& had on ly  b%reIIj~ begun, The 

r~llaal 37~~le;xs remaifi3d for the m o s t p a r t  in a higk1f.y tradiP,PonalL 

i"~?udalis".,ie zondi t i . on ,  W i t h  the poss ib l e  except ion  of som elements 

of -the p?.al-,cas$on ~~b-sil;i::i;~c)r of i;h~+ rural soCL;3tg, l o c a l  insti!;ui.,'sonal 

axid, .i-;c ch_r.aoiogicaa. awarana 3 s ~ r r d  sapaci ty visf.tualiy nonexis t e n t ,  

I?: is no-L s~npr%si .ng  i z l  Shi..s s i r x a ~ i o r r  thz-t, i.rig:i.~ly trained and s k i l l e d  

te i:hn.r;Fcians f ourid it. easi.i?r. 217.d ROTB L ~ r m e d i a t e  l;r producr ",ve %a 

s ~ ~ b : ? t , l t u l e  f o r  ra,%her. than -t,\.'; create local .technical, an12 i n ~ " s i t u t i a n a i  

de~elc?'rnep,~i. 

Ye h.fa::e rmximized t h a i r  ~3eveT~~rn :3n~ ,  i q ~ a c ' r ,  iu! this type of 

* " s izuati ic)s, S ~ S V : C ~ ~ . S  gr i>b2 ,k l ;~  ~ ~ r o ~ l d   ha-,^ needed to seals  owl ths 

sc~his *,icatia;:. 35 t h e i r  liffox.r;s conside;-ably expanded t h e i r  Sine  

fr%me, and broadened t h e i r  applasacil t c  p lace  greater e q h a s  i s  on 

i-.~.. .,La nont;ec'gr:,lc-a: n a t ~ ~ j i ~ ?  c r  L1fxc+ fexd,s.i$ craditL3::nal rural,, environn-ents 



in whickL they were imersed  an3 the constrainhs these envxran~~en-bs 

iwosed on their eff oy-bs . 1% is que:: ti onab3.a th:d'% forei ffn nanagem~nt,  

no matter bow sk i l l ed ,  could  have o f f u c t i v u l y  mt. " c h i t ;  chelli; .~ga. 

Thus, O .S . d i r e c t i o n  of the s e r v i c i l ~ s  would probably have remined a 

negative causal i'ao",o iirr.iispac%ive of the capabili t i o s  byought $0 

bear,  thcugh cer ta inly tht? xnagativo i p a c  t might ha.vc: biicn ameliorated. 

Clearly during their. 20 year hiszory %ha sesvicios d id  hart? 

; posicive l o c a l  impacl. This  is utii?ence; by the f a c t  t h a t  3~i:al 

governments niovud t o  as su:nc and p r o ~ 5 ~ d c  %he w h . ~ r e w i t ~ h & i  i'or- b nurn%cjr 

of the  functions being perf armed by sc5rvi;:ios wXle3n the  -1 .S . Goirerrrza2n% 

made ii,s rather. precipii,ous decision to with&aw suppce% +i;o t h u m .  

But a final important negativo factor in the case of t h e  s u r v l c i o s  

was l ack  oof m t u a l i t y  of i n t e r e s t .  A t  the  outset  they werc of high 

in t e re s t ,  and -value t c s  the  Umitejd S t a t e s ,  Towards %he end they were 

of great ly  diminished i n t e r e s t  and value to the Uriited Sta-tes but  of 

higher  i n t e r e s t  a.xld value t o  the  ioca.1 governmerit and people. If 

these inberests colxld have becn bro~xgh"cin-t,o be t t e r  phase, ,tha 

sffecliveness of  the se~wicios as a developmnt ~ a c h a n i s m  would 

probably have been great ly  increased, 

B, 'The Chinese-Amrican J o i n t  Co 

(3cilR). 

The 3CM has f r e q u e n - ~ l y  boon corrpared t o  the servicio,.; s i n ~ e  

they were both joint orgkn iaa t i t~ns ,  There aree som@ s-kkner ccmon 

factors as w e l l  buC there are a l s o  some s i ~ i f i c a n t  differences, 

One of %he most i q o r % s n l  of these differences is $he question of 



n~yatuality of i n t e re s t .  In t h e  case of the  JCRR a high degree o f  

mutual interest was present at the ou t se t .  The Chinese Government 

and the Taiiganese peop3.e wanted and desired the JCRR and tlie services 

it provided very mch.  The JCRR was seen by the Nationalist Chinese 

Go-crernmnt as .an i.woi%ant m,nl&fes-t;ation of co 

a highljr use fu l  mclranism f o r  sust;ai.ning -that 

ru ra l  development purpose of the JCiZR was seen by b o t h  govern1a2nts 

(IT.S, arid GRC) as a very va1i.d d id  necessary response to a poientrial 

i n t e rna l  s a c v r i t y  threa t .  The JCF.R programs softenecl t he  iwac'i, of 

the iwosition of the GRC on +,he Taiwariose and provided di pr~teclive 

device by enhancing the a u t o n o v  of the l o c a l  governmeni. and %he 

farmers associations , 

This clearly perceived and s t r o n g l y  f el% mutuality of  interest 

even though based on somwha-L different concerns, accoun ts  for a n 

of o-they critical ca,u:jal factors associated with the success sf " c h e  

J C R R .  F i r s t ,  bo th  t h e  U.S. arid t h e  Chinese Governments conferred an 

extremely high status t o  it. 1% was negotiated into existense at Lhe 

highes t diplomatic  l e v e l s  and legi t imized by an a c t  o f  the U .S . Congress. 
The bss t leadership a v a i l a b l e  botlr on " c h o  L S ,  and @hinese side was 

sought to run it. It was given an e x t r a o r d i n a r i u  la rgo  financi.al 

resource endo~nnnent and an  extremely- broad mandate within which to 

employ i t s  resources.  In addition t o  t h e  r e s o w c e s  made available 

-to it dir-ctly, the 5CHI b e n e f i t t a l  fro:n the extr2mly large levels  

of foreign a~sistanca provided t o  Taiwan through o the r  means, particu- 

l a r l y  following: the Korean War and Chinese involvement in it. 

Like %he s e r v i c i s s  the  J@RFii a l s o  enjoyed a high degree o f  



autonow and indepe~ldence of operation. It was able to use i t s  

autonary  and indepencicince more e f f ec t i ve ly  since there  was no 

direcLly conpreting organization. This Lack of competition s te~msci 

in large p a r t  from the p x u l i a r i t y  of ?,he central govexbnmnt-- 

province relationshi.?.  Wh4n t k s  GHC moved to Taiwan ~t did  not 

es tab'sish a na.-ti.onal Pl3.raistzy of Agricul ture ;  there was no need f o ~  

one s ince  the provincial (island-wide) had its own agr i cu l tu r ' a i  

department. The JCKR operated t$xfiughout the island as an 5 ns trlirnsri t 

of suppor t  to the prj.nvicial. government, agri.cnitilre i nd rilrc~l dc v;: 2 r:p=. 

mmt organizations w i ~ ~ c ; r . r - t - ~  be ing  p o z ~ ~ i v e b  as a corrpeS~.~~:.lr* ~r 3 5  a 

th rsa t .  It did f i n d  i tsa1.f  chrz l l .~r rg~d by the K5AlD Missio~a Sc-?ade:r stlip, 

but this did not seriously thraa tsn  i t s  autonow,  

The JCRR, unlike r n ~ s h o f  the &i ther r in tarmedia~ ' i~~s  s-t.,udi.ed, 

operated within an extremely favorable local environrmnt. Large 

numbers of h ighly  brained Chinese technic ians  had t ransfer~ecl  t o  

Taiwan frorn %ha The :island i t s e l f  l i m i t e d  t h e  geogrzr~krlc: 

area to be covered and affordsd a favorable concentration sf both 

populat ton cad i n f r a s t r u c t w e .  The principal f a c i l i t i s s  through 

which JCRR gperated were I.ocasad at, the to~rmship level and were 

directly reachabie 'by vi r . tu1 l .y  every farm fami* 

F-wthermore, "c3 existing level of development gas v e r y  

advantageous t o  the JCRRts operations. The island had -&nd~rgone 

50 years af organ iza t iona l  and technologica l  development of Lhs 

rural, &reas mder  the  dapaness, Tniwaxleso farmers had already 

demonstrated an ability to increase production on existing cultivable 

rk p o i n t  in Lhe passage from a t rad i t iona l  to a 



transitional rural s o c i e t y .  In addi t ion,  crop production was already 

divi,wrsif ied; the groilndwork lmd already been laid for technif i c a t i o n  

of farming practices; and far'mers were a% Lhe loca l  

IE?.vel n 

It is to the  JCKRfs c red i t  t h g t  i - L  took excel lent  advantage 

of L ~ G S ~  pro-existing conditions. It was ins - t rumnta l  in helping to 

a c c o p l i s h  3 series of land r~forms and the democratization of the 

farmers associations, thus extending and bui lding upon the  previous 

st,eps in the t ransformation o f  Taiwanase a g r i c u l t w e  and se t t i n g  the 

s t age  for a rapid and broadly based prodcz t iv i - ty  ini:r.&asa. 

Beyond this the JCKT, was a par% o f  a very conprehc:nsivc, and 

well prepared national develapment strategy and in tegraled its 

operations into t h a t  strategy effectively. It effective1.y localized 

the development process by working through lower level. private and 

public sni;ities, and also demonstrated o rgan iza t iona l  adaptability 

and program flexibility i n  it;s operations and in accommodating i t s e l f  

to var ious  changes i n  po l i cy ,  focus and d i r e c t i o n  by b o t h  the Chinese 

and U .S . Governments sl 

C. The East Pakistan Acaderv for Rural Development (PARD) 

Despite differences in scope and scale o f  operations, 

causal factors in the case of PARD are in mzny respects quite 

cimilar to those noted for tho servicios and the JCRR. First amnng 

these is the qiiality of leadership and s t a f f i n g  wi th in  the o rgan i -  

za t ion .  Clearly the success of the ColrLlla Acadev  owes a great 

deal to the  leadership provided by i t s  first, d i r e c t o r ,  Mr. Akhter 

Ham$ed Kkm. Eiis jndivid-uai influence i s  so great  that 2 . t  %haroughly 



penetrates several of tho  oi,her ca.usa.1 factors. 

PARD als32 P u n ~ ~ i  oncd as a. s smi-autonomou=i i~teermediary 

mechanism. ILs degree of autonorqy stems in p a r t  from t h e  status and 

prestige of Khan himyelf  and in part from thc Ford Foundation support 

which it recaived.  Though an agency of the governmnt, it managed 

to avoid  being doni;nnted by cjther elements of the extremely powerful 

civil se rv ice  apparatus. Foi- at leas% a por t ion  of i t s  existence it 

was able  to int,egrate itself with o t h e r  de~elopm~nt activit ie: :  of the 

government and tc extend it.s own role through Lhern wi thou t  saci'ificing 

frecdom of action in pursuing its own developmen.iJ vaiuc:t: :irtd goals. 

Like the JCFeR the Comi1i.a Academy has bui1.k offctcL-jlvely 01% 

past expcriencs. Akhter liarneed Khan had been the Provvlc ia l  Director 

of the forerunner Village Aid (P-A id) program. Be carefully analyzed 

the  s t rengths  and weaknesses of that progranl and took them into 

account in designing the strategy and tactics associa.tt?d with. the 

success of PARD in its actit7lidies in Camilla 'Ihauaa, Brie f ly  these 

are: a recogni-ticn of the need for a highly concentrated a l b e i t  

c o ~ r e h e n s i v e  sf f o r t ,  for local level organization which provides a 

high degree of popular participation in s q p ~ r t  of t h a t  ~ f f o ~ t ~  and 

a clcar u1ders ?;anding of ths  intensive and me t jculous work .involved 

in bui ld ing v i l l a g e  level. organizations for this prrposc wi th in  a 

highly  t radisi  ona l ,  resource -- poor rural so.;isty. 

The development philos~ph~ upon which %hi.: PARD opesates 

emerged from this comprehensive and detailed examination. The 

philosophy is also directly associated with personality and psrsonal  

v a l . u e ~  of  ,!UcltnLie~ Mamnesd man. It p%aces egalitarian deve Bcapmen"6and 



soc ia l  juskiee goals ahead of increased product ion and rapid e c s n o ~ c  

grow-bh both for i d e d s g i c a l  reasons arid from a:7, & b r a r ' s n e ~ ~  Lha"ch8 

only o the r  development path  possible i n  East Pakistan is highly  

a u t h a r i t a ~ i a n  one. However, w i % k   he excsption of the sural, works 

program, the devekopl*r8b.rnt ided.ogy- and m.thoda%ogifss of PBRD have no t  

been  successful.^ ax t~ndr+d  beyond the confines af Comi1l.a Thana 

(county) In which the Acadeqy- 5.s located. Thus the  devaloprnant 

a p p ~ o a ~ h  of the  Acadery js in f a c t  both  EL p ~ j s i t i v e  znd a, nrqgaeive 

f a c t o r ,  It; has been a p e s i t i v e  factor in -tEae s u c c c s ~ ~  :I%" Lhc A~%de~av s 

operations wi th in  the :tixJlj.bed sphere sf G f  jx!!-Ella Thaji~, ;.:~LUYG Pe'i.RD has 

con t ro l  s f  tho s i  tuation, bw.-k, a ne g a t i v s  faetaor i n  ~xt;c~rxt31~ng tlisse 

opera t ions  Lo t he  reminder  of the province for rsasun:: ~..:q,xlsined 

be low, 

Other factorms signif icauzfiim? e q l a i r r i n g  the success o f  the 

Academy are i t s  wholistic approach to dealing w-i-tkr. an unfavorable 

ernvironm~rn~,---~;%iai; .is, its recugnitiomi that %here are a number sf 

social, political and psycbol.ogical as well as economic and technical 

factors which must be taken account and dealt with in achieving basic 

development t,poals* This r e q u i r s ~  a co~pr~herzsi-sie approackl linking 

research, evaluation, training and action, including use of feedback 

and continuous evaluation, t o  derive lessons from field e,xperienca 

and reor5err-L program a c t i v i t y ,  By -?;hese mans Pmar ted  maximum 

relevance and v a h c  to its efforts and avoided over-rsliance on 

exkernab bechnolr4,y o f  dubious value within the csns".,raini;s QP" $he 

Local envirsment, 

The Academj  ha^ made e f f e c t i v e  use s f  East Bak ia t a r l f s  moat 



Rpp endix-l l  

abundant resource--its people--and has been unusually e f f e c t i v e  in 

overcoming the  constraints ar utilization of people f o r  development 

w i t h i n  a highly t r a d i t i o n a l  s o c i e t y .  It has done tiiis by means of 

a rather pzternalistxc but  nonstholass e f f ec t i ve  co&inat ion top 

r-7 down--bottom up o p e ~ c  :ion. I. he prograrn f ramwork for developmnt 

operations wi th in  C om-i1l.e Thana was conceivsd, i n s t a l l ed  and rmnaged 

by PARD through its training programs ~ind  extens ion  f i~nct ioms.  

H g ~ ~ c v a r ,  the program has 2f i'ordod meaningfi~l, ~ p p o r t ~ u n i t i o s  for 

popular p a r t i c i p a t i o n  througii lower l eve l  populariy co?itroii.ed 

organi~a~icns--the cooperatives and the union council-s. Thus, l i k e  

JCRR, the Acadew has increased its effectiveness by o ~ ~ e r a t i n g  tkrough 

sub-in-termediary organizations. However, in PARD'S cage these organi- 

za t ions  had to be developed. in a mre i n t e n s i v e  fashion and a% a 

slower pace clue to much more adverse circumstances than exis ted on 

Taiwan. Nonetheless, the  procedures have in t h e i r  basic aspect6 been 

qL~_aite simi.lzr, and have iricluded a heavy emphasis on training, re- 

training and a direct, linkage of training w i t h  operations. 

. Dwlng ii,s per iod  of m a x i m u m  effectivncss, PARD a c t i v i t y  

was highly tong;-usnt w i t h  broader government p o l i c i e s  b u t  this has 

been less  true in recent  times. The earlier linkage of PAHI with 

the Government's Basic Demcraeies and Rural Works P rog ram asswed 

it of top l e v e l  endorsern3nt and support, and considerably extended 

%he resources to which the Xcadsm~ could Lay claim, Despite these 

a s s ~ t s ,  the AcaGa~ryy~ c ability and a u t h o r i t y  to cope with the extremely 

ad-mrse East Pakistan envirsnrrarint has been l imi ted mj.nly to C o ~ l l a  

Thxna, and i % s  aperalf~ons have not always been congruent w i t h  b ~ o a d e r  



po l i ey  preferenca of t h e  Pakii; t an  l s a d e ~ s h i p .  Palcisban is %xi adfi.nis- 

t ra t ive  s t a t e  governed by a well-entrenzkled c i v i l  az;d military e l i t e ,  

xiot al together  congenial to srarisfcr of sikgnif icam.t, power to o the r  

groups wi th in  the societ-y. Suzh a power transfer is an integral p a r t  

of the  PARD approtii.:2:, and %hi. i ~ t i t u d e  of e x i s t i n g  elites has i q e d e d  

b o t h  hor i . zonta i  and ver tical ~eplication of the PELEZD s s\mi-ci.?ss in 

Comilla Thanc. Bsyond this 14' cmrse, the East-West, a n t a g ~ ~ i s m s  h a m  

had an adverso e f f ez t  on all d r - ~ ~ ~ ~ ; o p m e n t  a c b i v i t j r  %$,thin fShe Kss': bkiage 

There? is a further inh~:r-ent ilrnit-lt5o;l in t h e  PAFJ appr~rcki .  

It is of necess i ty  and by d~s1g.11 : ilng rangii and graduali.s b iz ,  and 

program philosophy ;;rrphasiz-:; s o c i , ~ l  equityy, i j v ~ r i  at. the t3xi3enst: a f  

sho r t - t e rm growth, Hence jt cannot, r e ~ p o n d  ihrell t i3 aana;~nds f a r  

immediate d r a m t i c  ?esults, 

and i t h a s  d i f f i c u l t y  completing f o r  resources with 

more dynamic fast-mooing programs, s e v e r a l  o f  which have been s t r o n g l y  

pushed w i  thin: Es:; L F:akii;tan within recent years to the detriment, c 2 f  

the PARD :; value as an 5.1) tcsrn~edir;.ry me chanj.sm. 

Final ly ,  theye i.7 the individual in@lv.eancr; of Akhter Hameed 

Khan. Notk\~i~hst,ar,ding 5-LF: 4"a2-il :I 3rt hs h r ~ z  beex2 a c r i t i c a l  f a c t o r  i n  

t h e  swcess of ;,ti: Acad~qy, his irCluence has been so dominant %hat 

it is un l ike ly  that the Academy coi~ld r ega in  its past l e v e l  of 

effectiveness in his absence. 

D, The braz_ll-iari In;: t i t u  te ?or 1'4un.i c i7a l  Rclminis t r a t i o n  ( D A M )  

In the case of D A M  pos ic iv i !  an:: adverse causal  factors  seem 

to be almost evenly balancild with the r e s u l t t h a t  it is able -to exist, 

and func;tlon a; an int-r:.:.c:iar*y ~echanizm bdt witkiout significant 



s ~ c c e s s  within " c h e  &i.ghly centl-alized Brazi l ian  a&dnis t ra  5,iva 

environment, 

The rnss"cconsequenti~1 pclsitive factors in Lka case oP D1 

are the Lead.crship, p a r t i c ~ l a r l y  again,  cs in "Le C a S a  OC Ci?rA3,1ag the 

vesg s t r o n g  inrl_'ji:e;.nc5 of OK"- indj-vidua'i who a l o o  attzracts a high l e v e l  

of" t,eck~micai colpetsncc; t o  the org&niza t ion ,  Technical eowe"&ermce 

i s  of particular impor Lance here  cinca 2EkM eqhas i zes  . t ; ach r~o lo~-  in 

its operations Howover, thi;?l-ts is appar.en=Gly a l s o  an mder.l.ying 

s o c i a l  philosophy, as in the case cf C~milla ,  but it n n t  and perhaps 

dare not be as mnife,a"cn 113.h1%a s kunc~J-~.~~sn,.;, 

External a s s i s t a n c e  has been extremely j -qur i ian% fac-t@or in 

t h i s  cass, s i r ~ c e  the survival af" Line organization knas depnde$ on i"r,, 

External  assistance has kep t  IBAM ilivo domestically and has helped 

it to ackiievr;. a hemispt~er ic  r o l e  and reputation by. faci . l i l ;at ing an 

-in"l;e.~~rrreclitzry r o l e  f o r  f -b in o t h e r  counCries where &he envi ronm~n- t  is 

more comd~xcive to i t s  pwpuses t h s r ~  t h a t  which.  exist,^ in Braz i l  at, 

present .  There is a negative aspect  ts extoesr.naP supporl in t h i s  

case, Ino.cit?var, Rather khan in increas ing autonoqy with allerna.tive 

sources of szpport,  it has Lead $0 dependency since i% is doubtful  

tha"cIAM could survive wi thou t  UeSe ass i s t ance  

Within Brazil -BAN operates in ths  face 06 strong cent r i s t  

tendencies by the na t iona l  governmni-d. The low- value which the  

Brazilian na-tionsl. Leadership places on -the form of developmnz PBM 

i s  intended t o  facilitate has both limited lliA.Mfs reso'ipces and 

adversely s f f e  cted i t s  operating en~~ironment, Consequently* it has 

bean unable to achieve the level o f  program a c t i v i t y  projected by 



i t s  leadership and an".,icipated by the  A I D  s t r a t e a  und.jrlgirag i % s  

se lec t ion  and suppojrt as an i . n t e r ~ ~ s d i a r g  mcbanlsm, La& ~f ~rrmtuabiky 

of i n t e r e s t  and congruence with basic po l i c i e s  and psogr.axfis in r a g a ~ d  

t o  %he national goarerram~nt, have been s t ~ o n g  nega'tivs f ac to r s  in this 

case, only part ial ly riiodifiec! by a s i g n i f i c a n t  congruence o f  i n t e r e s t  

with local governments and the i r  o f f i c i a l s ,  i2~Ezo are themelves  

r e l a t i v e l y  powerless, 

E, The Phil ippine R i c e  and Cosn P r o d ~ l e t i v i t y  Ccjardinating 

Council (RCPCC) 

The RCPCC was successful b~eause it c a p i t a k 2 z ~ d  on a nsuhar 

of the factors which have been iden"cified in connec-tian with  the 

other case studies. 

2% had sxtremel-y s t rong and able leadership in cont ras t  do 

somewhat s imi la r  predecessor agencies in the Philj-ppines * It aarrzxnined 

and built upon past experience and took advan-bage af  the e x i s l i n g  

davelopment trends within t he  country-, It had highest  l e v e l  backing, 

but t ressed by aa, s t rong po l i t i ca l .  inzent ive  t o  promote i t s  work, 1% 

developed an in tegra ted  prograni which maximized the use of ava i l ab le  

resources and targeted those reEources at a sse1ec"c;d clien't-,elee Et 

operated with sufficient autonorry and au-thori-ty t o  i n s w e  timely 

and adequate a v a i l a b i l i t y  of funds and other basic resources, 

Although it hias located  a t  the  c e n ~ r a l  level, it decentra l ized 

au thor i ty  and r e s p o n s i b i l i t y  t o  field teams i n  order t o  insure  

local impact It e s b ' b l i s h e d  effective linkages with other 

elements wi th in  b s t h  the pub l i c  and p r i v a t e  sec to r  "crough which 



i t s  ae t , iv id ies  could be ax~ended  and from. which cowl-emntary inputt; 

could be obtained. It e q e d i i , ~ d  the f l o w  of inforrtk3tion both internally 

among ilGs subordinate c o p o ~ e n t s  and externally boWoc;n i t s e l f :  arid 

other cEsnrenta of the anvirunrnent>, 

AlLho~lgk~ tk; prim3 i~rpkiasis o f  the KCPCC wes on technological 

and e c o n o ~ e  change, 2 %  %oak irlCcr considesation socicsli=lgical, psycho- 

* .  ~ a g z  c d .  2nd p~1i t i .ca . l  fac tors  f o r  tile most p a r t  s f  fect-ivebg dt2al.t 

w i - ~ h  thsm irr mo aing ';c~wards a c c : o q l i s m n t  of i t s  basic goal ,  

Tke effectiveness and value of the KCYCC as an in-termdia;?~ 

i s  constrained by i t s  success only a.s a nrec!~anisrr! for. a~b-u~s-ifing a 

short; rang@, l imi ted  a l b e i t  iwoxUtant, davekopm2nt pu!~;:rss,  The 

abi:ii-tS; of i t s  slzecossor orgaxlizatiuxa, to serve a9 a dont,i inlri-ng 

d p a ~ c  mcbanism for broad scalo developmnt and soc ia l  change in 

the Phi l ippine ,  r e ~ ~ ~ i n s  $0 be damnt;tratecl, It cannot be considered 

i;n have f u l l y  ins"ct~ltio-aal_isad i - t ) se l f ,  and it did not  r ea l ly  a - t t eq t  

Ls! create  a subsidiary web of loca l  carganianLions though which neg%"zive 

factors w i t h i n  t h e  local snvix-anmat could be permnent ly  a l t e r e d ,  

Thsse r ~ ~ g a t i v e  f a c t o r s  had f r u s t z a t e d  earlier e f f o r t s  to increase  

a g r i c u l t u r a l  p r ~ d i l c t ~ i v i t ~ g  and the i r .  cclratim~atr'ion will certair tu 

inhlbi4, perm33:lenL inpro-semnt; in the rural  s a c t o r ,  The increased 

produc t iv i ty  s 5 i m l a t e d  by tibe RCPCC probablg ca,nno-Z; be sustained 

wixhout a higher l e v e l  of support than the  government is willing or 

able -to provicie, L 2 s s  o f  Lkre leadership which served as the RCPCCfg 

6trix.ring force and %he dissipation o f  t h e  congruence of in teres ts  which 

helped to aceaunt for ics  initial success have lead to a s imi f i can t  

sedue"cion In the  rGscwces avai1.abL8 to it and i t s  S U C C B S S O ~  e ~ r g a n i ~ a t i o n ,  
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