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Na report wbicb dea3s w i t h  so sensitive a subject and which so 
directly affects +3e professiont&L respneibili&ies and personal 
i i v e a  of the stafP c i  h o p  to sta+,e a consensas. We have made 
cxf;ensive use of suggestions *ich have Seen f o ~ ~ 8 , z e d  Lo us 
directly andl thror,g.b official channels, we have drawn on the advice 
of t he  Advisory Group and on that of others experfenced in the 
~ p r a t i a n s  of developmnt progruus and AIB sgecfficaUy, Nunetheless 
she conc~usions in this report are our own, 

We realize that organizational quesfions ape a m 3 1 t h r  of Qudpent 
rather -than objective c;rAiterZa, We bsve taerefore avoided speczfyiug 
orgmizrtioaa3, changes in detail and have l a i t e d  owselves to 
sketchirg the brad outlines of how we think the Agency can be 
reetructweb within exi sting Xegislat5on a d  Executive Orders to 
frnprove our efficiency, &dlenge  our personnel and becaae more 
respnsfve to ths worl4 of the 1970s. 

Me received our assignment us Septeder 21, w e l l  before the events 
of October 29, Inevitably these e v e ~ t s  affect the conside~ation of 
t b i s  r e ~ o r t ,  and its uses. However, as p-2 now it appears k us that 
our recormtrendations renain valid and %hat action on them is both 
desirable anC, o-pportursc. Even if we do not receive a two-year 
au%ksrization for demlop~en7; assistance, detailed plans for tm 
i.rnprcved orgaaimtLon will 'oe an iurpo-t element in 5iscuasions 
=At5 bng re s s  nexh yew, 

We are conscious that there havz been many reports in t'le past wfiose 
only- k ~ a c t  is a faint bpression in the dust on 1.Lbrary bookshelves. 
We hope that ours  w 5 I - l  not suffer the same M e .  We therefore urge 
that you mve to a quick oonsi8eration of the recornendations we 
have made, followed by deci s50n s on implementation, 'She decisions 
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are tcug3, but the issues are clear enough. The mczmentm t oward  
revi+vdize%5un, which our report hopefully is start ing wi l l  be lost  
ilnless we aove c~ceditAously. There w u l d  be nothing mrse than 
h a ~ e  the attempt st self-asra3ysis and self-improveinent bog down. 
We therefore hope tha t  wifthir! the next, few weeks you w i l l  have 
compleDed you? consultations m d  have fomed s judgngl t en which of 
ow: recc~mendations w i l l  be i n g l e ~ e n t e d  and how. 

We suggest that as soon as +&e decisions axe made o Task Fdrce on 
bylenenta t ion  be estK~l' .shed,  The effort dl1 fa i l  w~less it has 
high ievel guidance, which means tha* rrespcriis5bility must be located 
in your office under the personal supervision of the Deputy Administrator. 
To prescribe chaage is easy; to implement it is a long and frustrating 
process. 

We wish t c  express our particular ttianks t o  M r .  Jrunes E, Willims, 
Associate Ass is tan t  A&ninistrator for Aciministration, who has 
particLpa%ed fu i ly  in the w~r% of the committee. 

In ccnclusioa, we wish to say that the nature of the assipe;.it 
precluded oar dwel l ing  at lzngth on many of the skrengths and 
v ~ ~ t u e s  of our existiog progrms and organization. We can simply 
p i n t  to the  fact %hzt the m t i v a t i o n  r"nr this exercise came 
exclusively f rom w i t h i n ;  it takes a strong organization with dedicated 
and perceptive leadersbfp cu be wi l l i ng  to operate 0x1 itself. We 
have been hmored md challenge5 by having been asked t o  lead Xle 
first steps in t h i s  process of revitalization. 
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It .is desirsble to stress at t3re outset what this report is not 
so that readers w i l . P  not have erroneous expectations. Our r e p d  
is neitkier a= w s i s  of past a c c q l f s b e n t s  and problems nor a 
managme~t stu*; zzor dld we attempt to proade a d e w l e d  blueprint 
for reorgaxiization. 

O w  report - does provide a strategy for change and it spens out some 
QP the principal coqxments of that change. 

In prepex5ng the re-mrt we e r e  guicied 'try volumfnous and help- 
comaen%s received fiomthe f i e l d  and Washington offices, These consents 
ranged from 'che very specific to b r a  propsds f o ~  rastructurbg 
AID. %e have made extensive use of the mterial. Many of the 
conmen-ks dealt with detafls mre appropriate to the zmplementation 
of propsed changes, a d  we b v e  collated tbat material for such use. 
In addi%&on, we d r m  on the " t r ~ s i % f o n "  stusies which bsd been rrac3er- 
%&en earlier when it was assmd -that Coogess m u l d  act on the 
Fresidentls new aid le@sb.tion in *he current session, Many of them 
deal Kith changes we feel are a e c e s c q ,  and they will reduce .%he work 
needed in irop1ementln.g proposed chmges. 

SZate of the Agency 

T'Ms report looks to the future, Yct, we must start ~ 5 t h  a;n 
tassesssen-k of where we are before we can detemnine &ere we want t o  
150 and bow ve caE get therc, fnztitabbly we must focus =re sharply 
on p r o b l a ~ ~  than on strengths, bu% it is oa our strerigkhs that the 
pro-posals for revitaLfzt&tl;n axe built .  n e s e  ZncLude: 

S k a f f  - 3es:ite losses of ~mr;y conpeten% peugle, AIX) still  has - 
a reservcil* of able persomel, s U l L e d  in development problems. 
We co&iae "t none organization the experience of 8eveloput 
leading, of sus-kined involvenent ~ I I  instftutian-building a d  
tra%drg, of extensive pzticipa,%ion in de~e lop~n t -o r i en ted  
research and howledge of the developneut problems and policies 
in m m y  coun%ries. 

Conrprebensiuencss - We rscomndations on improving AID'S 
p l i e y  awmezess, recognizing %hat 5he Ag~ncy has a broad and 
integrated view of the developrz8 process and recognizing the 
2n%errelatlons3I2 of social woZu%ion, eccmo~ic gr&h, scieace 
and tec'mology and %he @ l c i p t i o n  af people La developmeak 
benef L~S. 



Imo0\ration - AID bas i t s  share of buresucratfc Lnertia but, 
co-ed to other r?evelopient agencres, we have greater 
flexibility Ln integra"ting capital a d  technical assistance, 
and a tradi'c-ion of p l i c y  inncvation, AID pioneered in %he 
use of ?roe= l e ~ d i q ,  in t he  emphasis on coarprehensive 
pla,mj.ng for effec%.ive resource use, in the use of evaluation 
systems, and In popd-etion grc@ams--to mention a f e w  areas. 

In short, AID is a s 5 t a l  organization which perfoms a difficult 
job fa the face of an exkraordinwy amc;~n% cf outside pressures. A 
self-exami~ation fs i n  order because .we faze a new endro-nt and 
'fiecause we can do bztter, 

The mJur problems can be sumwized briefly: 

1- There is no clear sense oT puqpse about foreign a i d  in 
the government, the Congress or %he public, and our own sense of 
purpose Ls &iffused by o w  m.l''tLplfci,ty of objectives. The basic 
conv-i&ior of the Anericar, public ~egaz6i .q the t m p r k c e  of fore%@ 
ecoao~c assistance and che r o l e  "the United States should plqy in tkis process 
has 'been weakened. We are in a period of turning Inwad, wLth increasing 
eqmis  on acute domestic soctal problems. This cannot fai l  to Wve a 
s i ~ + . f i c a n t  i m p c t  on our program md our staff. 

2, The structure of AID b w  remized esssn-EiaUy unchanged fa 
a decade. Wing that period annual lending levels have been reduced 
a~~sticalfy, mual teckicaf assistance funding fiets been s%qpant, 
the ~ T % ~ E C G  of +he i nk rmt iona l  developae~t orgmizst ions hss 
grow, ~ x d  the developrent problew hare changed- So= 5qort-t 
changes have been made--sucir as the crestlon of the TecMcal  h s f s k c e  
m e s u  asld Vne Office of the Auiir i tor General--bat our organization and 
proced~mes s t i l l  do act adeqw,teSy reflect the decreased v o l m ~  of 
~ e r - ~ c e s  we xre rendering l o  the developing countries. We retain an 
overbead organj.zekis~ m d  staff" wMcb has the capacity to addnjster a 
much 1-ger pr.cgra. This excess capacity is used to over-supervise 
a* over-regulate f i e l d  units  =d at other levels of suprvision creates 
a preoccupation with mans glid pmcedurns rather than ends. Eespsibi l i ty-  
for ~ r o g r m s ,  ?xdge%lrig and services is diffused.  Lsck of clear . 
mnagewn?; r e s p n s i b i l i t y  inhibits bo%h crisp decisio~-making a d  effectgve 
comamicatio~ af p l i c i e s .  . 

. 
3 a  Ot;r delivery of serdces to *he f i e l d  is slow and unr,ecessaril.y 

hedged with res t r ic t ions .  We axe circumscribed by requirexents Imposed 
by Congress, the GAO and others but even kithLn these constraints awr 
control system is disproport3omte to the risks involved. 



4. AID has a serious p?:oEen 1~5th f t s  public 7-e; which is 
poor. 1% re&ns a ce~traI fact of 1Lfe tbat neither the Congress 
nor the  public mders%&~d the c ~ f e l d ~ i e s  cf c levehpn t ,  U.S. 
interest in p m i d i n g  assistance or the Umited p l j t i ca l  LnfPuence 
development assistance geaerates, 

S u p r t f n g  Assistance tznd Fu3lic Safe*- 

We befie'ie t'aat 2-t 2s esse~tlal to grsceed expeditiously with the 
transfez of' respnsi'oi.lL%y Tor Sl ipportf~  Assistance. =ere is no 
need Lo a w & t  the pzssage of the International Security Assistance Act, 
FYcsezit delegations of au%hority can be redsed to In i t ia te  *he change 
after  ~ss lage  gf the FAA kzich establishes the  Coordinator for  SecuriQr 
Assistance in the I ) epa rbn t  of State ,  The sepa;ration is recess= to 
the restatement of our -_ourposes and the re'buildLng of pabLLe understsadfng. 
The ?resent arrtungeraer,t; removes our control and effective supervision 
but leaves us with the public responsibility. The transfer of 
Supporting Assistance should include the transfer of %he Offlee of FublLc 
Safet~i. While: it is -true that humane but effective law e&orceme~% is 
essential -t;c developmat it is equally true that the propam is politically 
sensitive b t h  in the U.S. and Ln the recipzent countries. 

Appmng a Sezse of Purpose 

Tne f irs t  step ir-- the process of ~.eeL+dizing the Pgency must be a clear 
_weeption of its ftmctfon, All else flows f rom tKs, U5thout a clear- 
d e r s k a n d 5 ~ 4  on the of a11 conponeat units of the role cf AID, its 
re1ai;icnsbZi-p to the d e ~ e l ~ p n t  pocess sad Lts f 'mction wZtlhi.n the U,S, 
Government as a s-mkesmm for development, the Agency wil l  not be 8 
ur,ffied entity.  After alloxdng for zzecessazy di.ersit ies  of views and 
iaterpretatlcns, a central  set of ob.jeetives must be clearly stated 
and consister,-lly supported, Tk&s is *he key Lo the transformation of 
A I D  in*o an cperating agency -iiYa the thrust m d  morale required ta 'be 
fU3y effective. 



DETInizig the role of the 'od2a'i;eral de-~efopent assistance agency - 
* 

rcqubet; t h ~ t  we sgell. aut ~'GE ass-az@fons about broad trecds in the 
developing cou~rtr ies  in t h i s  decade sn-d Yne domestic constrsin*~ 
tu3%hia W c h  any a i d  agency must oprate.  of 'r.hese assumptions d 

echo the aaalyticaL cuziclusioxls of "the Peterson Repcrt. 

The I r , t e r ~ + i o n d  Aid Hechaaisn 

We :reed no% recite again the details of t'ne ixapressive growbh of world 
,sic propms--blLaterd an8 ~ t f l a t e r ~ - - a s  w e 1 1  as the estsb1ishPlent 
of orgzw2zetLons dealing ki th  developen% fssues. 

A fey i ~ L & . l i ~ t s  w;,?_3. suffice: 

. AZlO net loan a t h o r i z ~ t i o o s  declined f r o m  $1,339 
&ill ion in 1962 to $682 s i l l i o n  en FY 197O1 

. ming the same period loan commitments by Germaqy 
rose from $247 m i l l i o ~ ,  to $727 million; of Japan 
fr.cm $1& millLon to $9173 million; and US Canada. 
from $106 raillion t~ $220 ai l l ion.  

. l n m s  atlt'mrized 'g. the World 3ank3 IDA aad the 
regional bziks were $3,266 million in 1970; they 
were  $1,*6 d l x o n  m 1962, 

In 1962 the U.S. praxaGed 5j3$ of to%aJ. M C  Bilateral 
technical assfstace dis52xrsemnts; in IgTO we proeded 
3T$ of $1.5 billion, The W P  provided $67 mimion 
in 1962; m t  year its program was $207 d u i a n .  

. Reg20na3- organizations have growr, such as W, the 
Cazlbbean Develop&ent B&T&, the African Develom~t  
2adk, %he SEA Development Adv5sory Group; M have 
._3stitctioas f ~ r  coordinetion of aid programs and 
developer& issues such as MC, the consultative 
groups fur TTEL~OK recipients, the mT Committee fur 
Development Flaming and the World &iaIr coordinaking 
groirp on agric3iLtwal research. - 

What these, azd oYizer d e v e l o p ~ t s  add up Ga are that while the U.S. 
is stf ll a very i m p r t a ~ t  donor, it is no longer overwbelming~ domtaant 
in the provision zr" resources, the analysis of requirements or the 
capaci* to proffer advi,cc. It is a p % i c i p a n t  in a system; no% %he 
autocrat of clzvelopzt s s s l s k c e .  
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The &-01';iLlor, of the Recipients 

$XD eqfoyees sre xeil ecqueii;ted v i th  the progress of the dewbping 
eom%rics "m %'fie -st decade, Cm the t ; h~ le  they have increased: 

. t ' i e i~  capacc9t2- tc ==age t h e i r  resources, 

theh perceptfan of develapaent issues, 

. their p lLt ica l .  pwer in international bodies, and 

L'fie2r sources o2 external &v2re. 

ZYogress h s  not been ~ L T m r n  and t h e  developing countries s t i n  vary 
wideQ- in t h e i r  management- camcity and growi~h @enti&--an important 
factor in desig . ing o ~ r a t i o m l  pcogi3as. %one"teless, the &me of 
reguLremnts hss c3m-ed as hafie rslatlonshigs between recipients 
w d  Be~ors. 

3cblens faci,r?g the develoging countrfcs i3 the 19?Ors also differ from 
the devel,nPr% issues US the 39fjOrs, In pzrt the aev problems are the 
result of promess--second gemratioa probIens, For Tnstance, inmeased 
a g r l i ~ u l t ~ z i  p ~ d u c t 5 . ~ 5 t * J r  xeqr~ires greater efforts  in research oa 
diseese resistant v a z - i e t t e s ,  in p s t  control, in wa;ter management, in 
dls t r i 'o~t ion azd mrke%ir~g system. Reductions in mr-i;aliW rates force 
urges* a%%e'~~%ion to fa2-U planxifig, Inproved er lucat icm~ sys%ercts 
requ l~e  acre Jobs for skilled mrker~, I3owever, the perception of the 
deve1cpam.t process d s o  32s chmged. &owth is still the vital elemnt 
but there is clem secognit2un -t%at 2% I s  still ~ 1 0 %  enough, htfoxity 
development obJectLves of t H s  decade Lnclude 

. mre equi3able dlstribu'-llon of income, 

. adeq~ate supply of n ~ k r i t i o u s  fcod a* prices 
d l  people caa &ford, 

In  addz-kian "L ccontf~rted efIorts '"L LLnrease agr5cultwal and indttstria 
groductivi-t;y, expand e x p r t s ,  raise educstfonal levels aad health 
stm-dads a06 provide .adequate shelter.  



The &esi2ez% has clearly intiicated Kke sssistsnce policy he wishes 
%o fo l low ir, M s  & a s ~ s e  to t he  Ccngresa of Septen3er 15, 1970, and * 

in traasdttiag t he  new ai8 legislation *GE AprLrll 21, 1971. The bssic 
galicy objectPses remain unchanged 5espiL-e the legislative vicissitudes. 
These inclaa6.e 

- 

-- ReafZirzetion of the Lnpurtazce or t3e~elcpn.t; assistance-- 
bfX&eral &nd mltilateral--tc U.S. foreign policy 
obgecti~es, 

. channelL~& an increasing shzre of U.S. developplent 
assistance through xultilateral agencies, 

g r o v i 2 i ~ g  bilateral assistz.zce d t h i n  a framewcjirlr 
est*ablished by the international instf-bir%ions. 

reduchg %he ~mber of employees abroad, 

ms'zimizing %he  US^ of private sector resomces in 
h p l e m ~ t i ~ i g  assistmc2 projp2ms. 

-- RecogrZzing the ch~nglcg ~ o r l d  reletionships and Trogress 
in bevel~pzng countries Sy 

. zazirt&?riir,- a  SF: pof%let"--nct measured by number 
of people "o~t b;r attLtudes u;d behavior ptterms, 

. rew% ncre hewfily or. 6evelopL2g c o u ~ t r i e s  to fo r aa t e  
t-nefr @am, p r o @ w  zr,d prcJccts, 

. increasing a t t e~ t ioo  to t he  effective transfer af 
science a d  techology. 

Operationzi Cuostrain%s - 
The FAA contaLns m n y  provisicns which restrict operating flexibility, 

. 
initlat5ves imovation. Tne close and continuous scrutiny by the 
Congressionzl C o d t t e e s ,  the GAG, the IG, anad AG somethies transforms 



pudence I ~ t o  feax of r i sk  a d  action, in a business wbere risks are 
pea"td time of the essence. While none of t M s  a2pears likely to 
cb231~ in 4;ke ne= term, we beLfeve 'L3a-b el"5orts should be m d e  %o 
normalize %he "oversight" review 9mction a1uzi.g the 1 h e s  of other 
Federal agencies. We believe that 'the n e c e s s q  recurring "detached" 
a d i t s  and redews, as require6 ty the Wtdget andl Acccuntiag Frocedmes 

a- 

A c t  of l g p ,  can be a d e ~ t e 2 y  perfom4 by an intern& 'Auiiikr Gr,aeraLK 
actfKit-y under the direction of t'le Adainistrat-er, aiqpented 'oy an 
external GAO "watchdo$ acti~ity. The Congresslo~af committees, of 
course, operate uadar theb own srerogativea, and we need to do a better 
job of selling Yriem on our er"fectLveness in the tteveXoprzzez-tr field, 



The setting described in section 11 provides the b a s h  for deTining 
a S L ? ~  of fmetions For A D .  A clear statemel~t of pulrpose is vita2 
to building organizational spirit arid dedication. Becailse of Lts * 

imprta~ce to the fukur~?, one is t e z i ~ t e d  tu become &nost Bibiic&L 
in defining the function of AD--an urge we have resfsted--since 
the basic functions can be stated fair ly simply. 

Reasons for Assistame 

Tfie C.S. provides assistance to the develc~ing countries because 

. we believe tha t  the possibility of peacefi~l evolution 
of n a t i o n s  is enhanced by the prospects of accelerated 
developnent. 

. we believe that hu1-n digni ty  and the development of 
each individual's potent ial  are essential to a free 
society m d  this bel ief  dictates a concern for people 
everywhere. 

. we believe that man  can develop the capacity to a3olish 
hunger, illiteracy, premature death everywhere. Urgent  
social problems at hone do not negate our responsibili ty 
to help the Idles, in concert with others, in these 
endeavors . 

. we bel leve  tka t  u l k h a - t e l y  the problems of development 
are w r l d  prublens. Kcither o u r  ethics n o r  ou.r 
economies can tolerate a world divided between the 
fg t  and Yfie starving. 

xe believe that there L C  =p2e evidence of m a j o r  
pragress ia develcping cumtries and t h a t  foreign 
assistance has played a =dl, but v i t a l  role in these 
achievements . 

The U,S, development asoiskance pmgram provides funds in p u r s u i t  of 
these national and foreign policy objectives, In part these ubSectives - 
m e  net tkEwugh our contr ibut ions  %o international agencies; ia part 
t h r o w  our bilateral >rogran, Both programs serve the same general 
of3 j ectives but the bif ateral. prograro caG, in addi t ion ,  concentrate - 
on arezs of specizl in te res t  to the U.S. Ewse special interests 
ape both geographic and subst=tive, In same areas, such as % t i n  
her ica ,  the U.S. bas special interest ;  substantivekr tke U.S. has 
miq~e  capacities a;nd experLer~ces on which we wish to 5 u l l d  in our 
a p o p  , These inclad2 agricultural research and proauction, 



scfence and tc :k?nofogy, c f t ~ j  t&l markets =d price incenttves, mass 
+ educa%isn, ppr;fatioc ar,d n; tritio;;. in ~~5di",lon, t h e  U, S .  has 

meq~alled orga,-~iztitforal s h ?  l ir- ~ m v i d i n g  humanitarian a.ssistam.- 
&ic'n, as hzs recent3.y been nemoas+,ratcd, c m ~ t  be easily inter- 
nationalized, 3% repreaenf; sge.cific long-term foreign policy - Interests to in&z effectLvr? USE of h e r l c m  eqerience is the 
responsibili ty of A D .  A D  hzs tk-ee q;ii%= dis t inc t  respnsibilft ies.  

1, Spokesma Tor 2e-zelopment Interests 

A D  has z mique perspective on the problems of deveXopnent, While 
a5d is an instxment of foreign policy, it supports long-term fnterests 
rather th= a s s u r e  the achievement of short-term oh f ectives, However, 
aid can only serve Frcad z'oreigx p o l i c ~  interests effectively if the 
totalftjj of develupar-,?% pro'bfms Is taken into sccount in the fornu- 
lation of" U.S. policy. this context A D  advises the Secretam of 
State and the President on the impact of policies--trade, aid, 
mnetaxy, investment--on the developing c~jmtries, AD'S expertise 
is not l i n l t e d  to countries where we now have b i l a t e r a  assistance 
progm.ms, This broed expzrtise sholdd be retained since many develu7- 
ment i s s ~ e s  are glu'dal md 'Secaase t ne  international develwpent 
i n s t i t u t i o n s ,  to which we ccntr23ute heavily, operate in many countries, 
In addition, A D  should be t h e  Government ' s 3ril:cipaJ. spokesman on 
development problems wit'a the  U.S. public, the Cofigress, other donor 
cormtries and ioternational agencies. In nost cases, of course, the 
h p c t  of generd plicty issue8 is n o t  l i ~ i t e d  to de-reloping countries 
and A D  would be m e  pz~ticipant in discussions for which other have 
prbary responsi'~ iiity. 

AID hzs contribuked bmrtantly to inrovations in the past--in 
d e v d q ~ e n t  p l i c y ,  in agrfcultural production methodology, j_zl 

transferring resources arjd sk,931s, in pLmning md emlna t ion ,  Pn 
research, in populstion p l a n i n g ,  ic nutri6ion md i n  other  f i e l d s .  
3 ~ t  much mre needs -Lo be done. Many of the major -problems which 
the developing cowtr ies  v 5 l L  face fz the 1970s have oztstrirned 
the ab l l f ty  of carrefit hstitiitios.s, delivery systems md techno lo^, 
The px~biems of ~opuZat iar?  growth, food a d  aalnutrition, mass 
=eo?plopent, and low-cost heal t5  and education syst?a?s require 
SetCer mderstmdjog of the dma~ics of devebpmeni, new t n e s  of 
pu33lic =d grivate inst i t t l t ions,  cew t~c:?nic_ues for d e l t v ~ r b g  
services, new wlicies for alloceting Peso8xces, and in soae cases, 
new  tech^,-logies. A D  needs to place major ercphasls on innovation, 
research a d  job% prcbLem- solvirg efforts with the developing 
corntries in the years &-@ad. 



A D ' S  respnsibi21-t;y shoat be te ezz9hasize experjmentat;ion mi! 
imcvak3.cn 30th in the desim apld in2lementation of programs. Once 
activities becoue accepted an& traditlona1 we should actively seek 
to twfi them over to otber development orgarsizatisns, except in 
carefdly selected areas mere U.S. e ~ e r l i s e  makes continued work 
desirable. C?jrz?irg off the established 5s essential if m e  is to 
explore the new, with lisited resonrces, 

3 ,  Manwer of Development Resoizrces - .  ," 

A D  is respns ib le  fcr managing a $8 b f D P a n  devel~pment assistance 
prt fcr l io ,  The p r t f o l i a  i x l u d e s  loans m d  tecImica2 assistance 
ac t iv i t i es  ic process of implementation. Icevitably, the ktiy we 
manage these resources af',ects our abi l f ty  to fu l f i l l  5be other ego 
soles; stlr resource management capacity is tbe bedrock on which our 
other  roles stand with t i e  public, the C~ngrsss and other agencies. 
O * n  resclurce rrransgement capacity car; be Lllprc.,*ed by reducing the 1% 
be tween mncep t h a  and implemen t a t i ~ n ,  by reu-bg on LDC i n f t  iatives, 
by involrY.aq developing coUZlLrl~s more effectively in the planning 
fsr and design of ~sograms, by facusing oiLr resources on t k s e  
~ r i o r i  ty developen t prcblens to whose s o l u t  ioa we can con tr ibute,  - 

by slhm2.ag down o w  orgmizstion. 

The fdUowfng scctlcns d e a  wtth t'ne detrzfls of A D ' S  three roles, 
artd %he changes cecessary to discharge then effec-bively, 



One of AID'S princ'rpal fmctioxts is to be a spohesmm for U.S. develop- 
xent bterexts within t h e  policy cou..nc2ls cf the  U.S. hsrernmen*, 
wi,th other  government^, k t e r n a t i o n a l  institut:ons, the Congress 
and the U.S. public. Tkis function is not I?. bureaucratic grerogative 
b u t  derives fro= the fact that  devel_op~en% is D ' s  business.  A D ' S  
howledge of development ~rcbfems and policrles and o f t h e  develcp- 
ment o'cjectives and nerl"omance of m a n y  countries, places it in e 
unique positicn to mzlyze znd assess tfie ircpact of U.S,  policies on 
develosiag countries. 

A3Dts role in policy formulation is azsalogous to t ha t  of any speciaLized 
agency--Treasury, Commerce, Agriculture--which brings i t s  knowledge 
and c0ncern.c to 7- .dr 02 specific issues. Fureim policy needs tftf s 
sort of input if it is to be balwlced and realistic. 

The role of spokesman r ~ q ~ i r e s  

-- broad %nO e q e r t  kr,owledge zbcut the economic and 
= , c i a  requiremeats for g ~ o + ~ h  in the developing 
countries (not l i m i t e d  to those i n  which bilateral 
programs operate) and the  relation of these req~ire-  
ment s to actions of the industrialized cotantries . 

-- the knowledge and capacity t o  dea l  with other 
i ndus t r i a l i z ed  coun t r i es  on development issues at 
the policy a d  progrm level. 

-- thorough knowledge of  the multilateral i n s t i t u t i o n s  
and the czpacitg to deal with them at the policy m d  
over-all prow- level. 

-- staff competence to deal with general. development 
issues such as intra-T;DC trade, debt, export growth, 
md employment policy. 

-- a bowledge of sector issues and the capacity to d e a l  
wit& f u n c t i o n a l  zgencies such as the UFlDF and the LIN 
speciaX organizations. 

-- adequate o p p r t u i t y  to participate i n  the decision- 
making 5odir;a w i t h i n  the U,S. Government which deal 
with foreign policy qussticns a2fecting develop~ent. 



recest years A D  has not adequately disch~rgetl the role as ti. 

spcjkesman on development issues within the U.S.  Government ans, 
des~,i te  some buzdup of staff, capacity necessary to thf s function 
remains limited. We need %a reaff5rm this function and iacrease 
resources devoted to it. 

We must urgsniae ourselves: 

. to identify md analyze developrient issues. 

to assure hi& level  b;t%ention t o  these issues 
in form~~lating dgencg positions. 

. to speak out as an Agency on these issues, 

An essent?&l first stey is to a l t e r  the AID decision-making rraceas 
to insure that such iss~es, properly star'fed out, rise to the top 
.for systemtic  consideration by the Adh l in i s t r a to r  and his sen 5 ~ r  
staff, Sound p l i c y  5ecisions r e q ~ i r e  that the preparatcry d i scuss ions  
involve e.33 those with relevaat excerjenc~.  We recoxmend Ln SecLion 2: 
the establishment of an Ahinistratar 's  Council which will provide 
the forum for such discussions. 

A second step is to improve the  mechhery to monitor follow-tip on 
policy decisions with regular reports to the Adnir;istrator and the 
executive staff. Th5s w i l l  require a selective increase in s ta f l  
resources devoted to the analysis of development issues, to the 
preparation of p s i t i o n  papers Zor declslon, and to implertlenta-ti,or., 

Zlhese pro-posed i n t e rna l  imyravements m e  fundamental to being an 
effective spokesman for develo~rnenS, wjth5a the U.S. Cbvemment. 
The ma3ters listed below require urgent attenL' ~lon. 

Coordinstion ~ d t h  Other Donors 

U.S, assistance is a decreasing &are of b s a t e r a l  develo~ment 
assistance. This puts a prenlm oa more effective coordir,%tion with 
other donors. Dl the past coordination -as desirable; now it is 
essential, 

m 

great deal, of course, is already kelng done in this area and 
AID often has played sn important role in creating new coordinating 
mechanisms, in assuring -re ef f ec t ivz  staff work for coordina.i;ioa 

a 

w d  in u r g i n g  i n t e s n a t L ~ n a J  org;anizatLons to exercise leadership. 



Cbordination is more thaq a n a t t e r  of d5scussing country assistance 
levels in a n s o r t l a  and consultative groups. It requires sustained 
dealhgs at the policy, grogran; and o~erationa9 level  to evolve a 
coodinated division of labar in attacking development problems 
generally and ia spec i f ic  corntries or regions, 

This emphasis on contacts ~ 5 t h  other donors apgffes also at the 
f i e l d  level, Formal or i n f o m a  coordinating groups of tlonors 
w5thin xecipienk countries should be pursued under the aegis of 
the host country, the UHDP, the lBRD or the principal donor. It 
provides a basis for keying our programs to IDi! priorities and 
other donor activities. 

Tne problems of development and assistance strategy are the subject 
of discuss5o~ in m a y  interfiational an8 reg iond  forms. For instance, 
UNCW, despite i ts  sometimes shrill voice, is the soarae of nmy 
bag5natTve ideas znd pmpasals, Y e t  A D  has considered such forms 
marginal to its interests, has participated sporadically in preparatory 
work, =d r m e l y  parbicipates in tbe meetings. When AID represen"tklves 
participate i n  meetings of regional, organizetions our participation 
tends to be limited to questions of aid levels and distr ibut ion,  
Rarely are general issues--e,g., trade matters--discussed an an Agency 
basis. If Am is concerned w i t h  developmefit, no t  just f i nanc i a l  
assistance to development, it must concern itself with the work of the 
in%ernat-ionaL institu-tions which d s d  with development issues, 

International FinmclaJ. Ins t i tu t ions  

In 1970 the internat Tonal developnent banks committed $3,376 million. 
Obviously, the policies governing these loans have a major impact an 
OUT O-rn polkies ,  programs and techniques. Yet the mechanism for , 

Znstructing our Executive =rectors remains oriented toward financial. 
concerns, w i t h  scant attention to development problems. 

Currently,  the U.S. positjon on issues before the in te rna t iona l  
developeent Banks is detemined by the Secretary of the Treasury ~5th 
advice of the N a t i o n a l  Advisory Council. AID was a member of the NAC: 
befare 1966. We believe that, as a m i n i m a n ,  AID should be included in 
the ,WE as a voting menber, B addit ion,  we believe that either the 
U, S. Executive Director to the internatioaal banks or his Alternate 
should be persons with AID experience, This is already t h e  case ~ 5 t h  
the Irjter-American Development Bank. 



me V,S. should recogize, as some other countries i!o ask-, 5Iz.t 
t m  quite se~azats categorirss of issues c3me beforc the ?oZctr of 
me Lrx"tmationa1 banks. rtne set of lssues ~~VOIBPS the tj?.,=_S.r c9wker 
of Ytie organizat5un, the ~ ~ u l u n e  of its rescarces, iks xr..z;,c.s kc 
capite.2 n r k e t s ,  its credik r~c ing  and %he terms of 2 % ~  hon2:-Lnti;. 
Tne 0521s~ deals w i t h  i t s  leodbg p l i c i e s  astd the assessment of 
perfolmsnce of i n d i v i d ~ a l  couctries. This set of issues is sr" deep 
concern t~ the U.S. Geveram~nt an6 strengthened V.S, partf c2p t ion  
roquj.xos a nore effective mie for the 0.5. deve10pment sgcncg. 

A D  neec?s $0 strengthe~ i t s  pclicy m d  pragrm relatSanshZ~.s: +<i;h 
the VBQ?, which now has m e  of %he Largest technical assist,mce *- srcr"sas, -- 

e62 %he IZT special s&et:cLes. These relationships are nnw t h e  res~~7ns6- 
bili-ky GI' Stata/10. There hhve bee3 proposals in the past tuaf.  S%p;ix 
shif t  r e s ~ n s i b i l 4 , t y  foY dezlings an development issues with the ffig13 
to ,KEE while retaiaing respr-s ibi l i ty  for o v e r - a  _wliti.cai. guidance, 
Such arrangement would be consistent w i t h  the present division of 
labor h&ween State  and A D  for coilntry progms. It wouf.d strez.?r;CLinc 
the currii?~rsme system for gir"y7tZdinq !.ID technical iaguts anc2 *vuT;Z more 
effectively cuurdinate U.S. devslopent izteresfs as exgressed In the 
speci~l izzi ,  agencies. It would improve relationships r5t.k: C . ? n ~ ? s s  if 
all tec3nica;l. assistance, bilateral and multilateral, werc s-~grt:=5~2 and 
haadled as part of a corn-on objective rather thm as coarpeti-ti..re 
enterprises. 

Global Developneo i: Problems 

m e  role of development spkesman also implies encoura&ig t.he crcazkfoc 
of Internat Tonal ccmsultatZve grcrups fsr sec-i;or problem s . The Snter- 
nak5onal Agricultu~e Coord-inatfig Group being led by tkc Ibrld Eank is 
an exampie, S h i l a r  graups addressed to specific sectci* cmcerns in 
education, population, emp1oPezt, and so forth, should 3s explored. 
Utfiough t h e  U.SL may takz tkae leadership in one, perhaps ';-vo of these 
groups, its primary concern sburild be to encourage their  firmation. 



1, AID strenehen substar;tiUy its capacity to coordinate with 
other bilateral 30mrs at policy, program =d operatfonaL levels. 

2, A I D  expand its ccsncern ~ 5 t h  and participation in the wurk of 
~ C C 2 A D  znd other U X  specidized agencies. 

3. Ag become a member on the National. Advisory Cemcil on 
International Mnetmy and Financial lblicies. 

4, A D  shengkhen its capa~ity to deal with the lending policies 
of internatLon& financia3 ins t i tu t ions ,  

4. Either the U,S, Executive Director or  his alternate, at +he World 
3- md regional banks be a person with A I D  experience, (This 
&ready is the  case ~ 5 t h  the fDB.1 

6 ,  AID strengthen its abilftr to deal  with the UNDP at .t;he program 
axid policy level; end exylore the possibility of "transferring l ia ison 
on technic81 issties to AlB. 

7.  AID continue to work toward establisbiag internatioafi coordinating 
mechanisms on mador sec%or Issues, 

8, AE pres~ntations to the Congress and publfc groups reflect the 
internal shift toward broader involvement in development policy issues 
rst 'aer than continuing to limit presenbtions to AID financed activitles. 



The problems of development ase chsnging and many are becoming more 
acute, ID some cases our basic knorPledge is inadequate, in some 
teclmolegy. is inappropriate a ~ d  in some the i n s t i t u t i o n a l  aod policy 
frmeworks are outdated. AID cannot be the "g8p fillerm for all know- 
ledge problems, but we msst devote a much greater share of our t a l e n t s ,  

' 

effort and finances to help find answers to the critical development 
problems. Since the world's problems are m a n y  and our resources 
meager, great selectivity is c.-Jled for, which w i l l  create permanent 

- 

strain between this objective and the innovative drive which knows 
no bounds. There are some general, guiding principles: 

-- The Agency must develvp a more sharply directed 
research philosophy. It 6ue.s no t  now exist. The 
ceatral research program, which can lay some claim 
to coherence, is only a part of our to ta l  effort. 

-- Research an develogment problems is a long-tern, 
global problem. This m e a n s  that we must (a) be 
concerned ~ 5 t h  building i n s t i t u t i o n a l  research 
capacity la DCs, (b) stress international coordination. 

-- AZD research m s t  be concetved of as a tool  of 
management Le . ,  it should be directed. The problem 
areas we believe o w  operation pmgr8ms w i l l  deal 
w i t h  in 1975 should be the starting point for deciding 
what research to -mdertake now, 

-- Except fur basic research, where requirements outstrip 
LDC facflit5es, researcfi &auld be financed in the 
developing countries, with U.S. i a s t i t u t i o ~ 8 3  supp~rt 
-&ere necessary, 

-- Resezrch mist be an iategral part of our planning, 
Research plans must be discussed st the senior staff 
level, research results disseminated, end the appli- 
cation of research r e s ~ l t s  regularly evaluated, 

-- I9C problems are always multi-disciplinary. It would 
be as naive to think of effective faaily paawing 
solely i n  terns of pstroglmdin as it would be to - 
think of increasing production solely in terms of 
raisiag farm prices. This does - not mean that all 
reseerch pro$ects mcst be multi-discigl%mry; it - does 



man that If we decide on a research project we 
should simultaneously develop studies of other 
amects of %be problem, 

-- Ennu-af50n is fxr bmader than research. C h ~ g e  f s 
constantly ~ e e d e d  ir, the way w= do business and in the 
-my we percefve problems. He must provide channels 
and xeceptfvitjr to new f3-as. W53~0ut this past even 
a revit~lized organizlltion will. quickly congeal again, 

These princfples l e d  us to the q e c i f i c  suggestions out l ined below, 

1, AID and fiiXs5 Basic Research Pr~bfems 

ALD should emand i t s  mfe as the spokesman for the IgCs to help 
insure %ha% the basic yesearch efforts of both U,S, public and prfvate 
i n s t i tu t ion  s give sttf f f cient recognition to cr i t ica l  prcl2lems of' the 
developing comtries. For instmce, much of the ongoing research 
at h i  o r  :EW could be ~f beaefit to the developiog countries, or 
the basis for fwtner research by the developing countries. A anore 
active role by A D  can strengthen mutual interests and channels of 
in,'Qnr;a.t;ion. 

2, Gcacentratioo or; Applied Resm.rch 

Given Yne fact that  AID has a l h i t e d  amount of money for research, 
plvs the fzct *ha& other U,S, public and prfvate ins t i tut ions  are 
engaged in basic research, it Is recomended that A3D concentrate 
primarily or! directed research for problem solving in sectors and 
sub-sectors of mncectration: agriculture, educstionftraining, 
T W l y  planning, etc .  The zajority of Am's research money should 
go for m ~ k  on mzjor aroblems relaked to present opexetional 
prcgrans end in preparation f o r  future operatio~el programs, '1The 
research should d e a l  w i t b  spplied technology, e,g., adapting existing 
agr9c~lturaL technology "uo tropical mi ls ,  or, in the social sciences, 
with new foms o f  institutional develop~ent and development policies. 

3, W s  as Center of the Research Efforts 

Developfng the applied reseerch capebiiities o f  the i n s t i t u t i o n s  
i n  t he  developing cowtries rather thkn af U,S, institutions should 
be the principal  objective, We Sasiaally doubt the possibility of 
successfully carrying out researck or? development problems ofitside 
the deve-ioplng country ecvi,ro~aent and exclusively under the guidance 
of persans who are trained %D 3d:,Eferea% values end different factor 
relations, 3 m d s  skto*Jld 5e pmvided tu research ins t i tutes  and 
ind2viduaj  r e ~ e ~ c h e r s  in devclopinq co*adx-ies to engage kheir 



howledge  axid talents. As a ge~leral rule the U.S, i n s t i t u t i o n  
should be *he subcontractor, prcvidkg sup-port, and %he i n s t f tu t ioa  
-in the developing corntry should be the princLpa3. If we want to 
support the application of m i d d l e  level techslology for  icdrxstrial 
developnient In the developing countries, we should give assistance 
to m i n s t i t u t e  of technology in a develo2ing country which cm then 
engage U.S. researchers to assist La as-pects of the research design 
and execution. 

4. I n t e r n a t i o n a l  C ~ o r d ~ a t i o n  

Ia eZfurt to economize on scarce t a len t  and resources, as w e l l  
as t o  get better coordicati~n of other demos inputs, major overseas 
applied research e f f o r t s  sh.s*dd be handled through multilateral 
regioaal instftutions, Ve have had success working with other 
bilateral donors snd the World Bank in establishing r e g f o n a l m u l t i -  
latexal. i n s t i t u t i o n s  agrf culture, i. e, , I?ifZI and IlWA. SimKlar 
m u l t  Sa te ra l  regional. i n s t i t u t i o n s  should be established in other 
disciplines, e.g. ,  centers for cxperiaentation and study of' non-formal 
educational techniqlies or centers for t he  study of individual social 
and economic zspects of family glanning. These regional centers 
shou3.5 be closely f w e d  to national ins t i tu t ions  in the developing 
countries, if t h e i r  reseazch results are to be reflected in new 
practices =d procedures. 

5 ,  Evalua$i~n of Besearch Efforts 

It is assclioed that properly glanned research effor ts  will incornorate 
az~ e-ffeckive e*rdua.t;ion system, k disproportionate a m o u n t  of the 
Ageacyfs te3eat and time goes in to  the planning and Cvhe budgeting 
of research activities with iasuffici~nt atten-tion paid to %he 
evalliatlon of t'ne results and what must be done to get pay-out f r o m  
these researcb efforts  in the developing colmtries. The Agency must 
devote nore high-level t a l e n t  to dissemination of information and 
the application 09 research results to operational programs, 

E~wever, AID needs not only redirected yesearch programs--it must - 
seek Z,msvation in less fomal. ways. The innovative capaci-by of 
our s5aff depends on the*  howledge end eqerience, which 2s good; 
on the chaanels of comwication, A i c h  are poor; and on the secep- - 
t ivjty  far new i5eas for ch&n_gi~g ways 5x1 whlch w e  do things, - 
&lcb is mixed, Coosensus exists thzt AID'S primary role should be 
to foster developaent--he19 the developing countries improve the 



l i v e s  hnd productive capacities of individuals. AID should not 
attempt to copy or d u ~ l i c s t e  the mPe of otfier devcloptnental insti- 
tu"tions o r  t r y  to be z. b d e r  l ike the Worl2 B&, but sbodd be 
corcerned with innovative problem-solving, concentrated in sgecific 
sectors or sub-sectors. For exangle, the physical mnstractiun and 
staffbg of an agricu1tura.l vocational srhooi shoule not be an end in 
i tself  'out the mews in a%tempting to address the pmb1em of how 
agricultural t raining can be accelerated and m a d e  more re1evan.t; to 
c~ndit ions in the develsping mmtrie s . 
Emphasis on problem-solving for development requires maximum flexibUity 
in Cne application of means. More emphasis should be placed on 
imovative methods of co~binbg  technicd. and capital assistance for 
addres s-hg s ~ e c i f  ic development problems ,, 

1. Am should have a comprehensive research philosophy; research 
planning, within t h i s  frmmrir, should be discussed at the senior 
;nanaganen+, level, 

2. AID should help to Usure  that basic research efforts o f  both U,S, 
private and public bst i tu tes  give ssufficient attention to critica3. 
development problem. 

3- A m  should increase the budget f o ~  reseazch and pilot problem- 
sol-zing efforts and macentrate a scibstsntial porkion of such funds 
on q q l i e d  research Z n  priori ty sectors, 

4. Rc seech  efYorts should be concerned ~5th Innovative application 
of ttclulology, new f o m  of hs-kitukional  development, and imovadiaa 
5r2 developsent policy. 

5 ,  AID' s ~eseasch efforts  should be centered or, bevelopitlg cowtry 
irrstitu%ions and personnel, 

6 ,  Greate~ e~phasfs and su?post should be given 4x1 establ9shing 
selective ioternational research ins t i tu t ions  akin b I3IRI and IfllA 
in other fields, iacl~ding non-form& education and family planning, 
These internatiooal resear& centers should be closely linked to 
national i n s t i t u t i o n s  i , ~  developing countries. 

7, More mphasis should be placed on systematic evaluation of 
AID-Qbwced research efforts in order %O get papoff  and ut i l iza t ion 
h developing countries, 



The vay in rihich AI2 m,nages i t s  de~elopnent assistance program is 
%lie basis fer ow rew%aticn m d  hence determines, in p t ,  OW 
capa2i-t;- 29 p r f o r z l  o w  otker f t z ~ c % i o ~ s .  

ZelLveriw goods =d ser-dces to the WCs on 8 timely basis aad in 
suppart of ve7,?,-~lamed activities I s  a cos%ly, t L m e - c o n m x  
pocess. It is rct too %~31isizg taerefore that it has come to 
dcmimte OW lit-es? pztl~&erb- shce  cur deJ5very system is hedged 
aaoct a- rest,-ic";ioos (e.g,, 66 rite- on t h e  l eg i s la t i ve  ciaecTdist 
for each ~c;ar,). If xe zze tc? psr r 'o rm cw o Y P , ~ ~  fi~ctians w e l l 2  
=st s t r e d i n e  o w  &livery sj;stem ss as to fkee up the necesstuy 
" t h  an2 -tialep,t* Ve Selieve t u s  can be done %itbiin the existing 
legis la* Life - ~ ~ Z E % G T ~  - 

The scope =r? W i t u d e  of AID% p u g r a m  mnagenent responsfZlilities 
inc Pade : 

.. ~ T J @ F ~   ST^ non i to r i~g  E. p r % P c l i o  of 4k5 act$= 
d d l a r  loam, %of d i p - g  over $5 b i l l i o n ,  in 55 countries; 

.. maraging axd m n l t o r i ~ g  an actLve technical assistance - - 
prograa consisting el 1 , O K  proJects ia 52 countries 
xEcb ;ill ces"tpproxi~te1y $3 billion to c o q l e t e  

I - ;1?2~glr& =d mnitorLng z 'r-oilsing gaaraaky pxcgram t o t a l i n g  
$28? 3iL3ion fr; @ projects overseas coveri~g 45,975 
housing -units; 

r a r t i e l p t l r , ~  -Atin, USDA ia t h e  de'Feloprent and a ~ ~ n l s t r a -  - -  - 
t i o n  of PI, 480 !?LC,Ze I - zwograus in 26 couatries and tot&?,Tng 

. . managing =d non5tori~lg PL 4&" T l t l e  11 govermnt-to- 
gsvermr3 program in 67 zou~tries which received 
Zom%ions of $1k3 ~&lli~.t i n  1971 axd Title 11, 
ITolmt.a~j Agency ?rcpam ir, 6& eo~mtries v i c h  reccLved 
donations of $19 a l l f c n  ir?, iT 1971; 

. . providing tra5ning Tor 13, lLO - t i c l p n t s  (in FY 1971) 
Zron countries I n  t h e  E,S, and cther countries 



.. coor5instfn.g the US, Coverwent and private sector 
response to Torefs disasters. In FY 19T2, contributions 
- m ~ i e ~  ~ ? t .  $106 mXLicn Fcr 45 disasters affecting 23 
nUJ ion  p o p l e  in 39 ccuntr-ies w e r e  mpLe by the eT,S,; 

. . assisting m d  overseeirt tne pwticiption of 82 u.S. 
~ o l ~ z t a q  agencies registered s ~ f i t 2 1  AZDrs Advisory 
Committee on Vokdn%e~-y Foreign Aid (e .g,, Catholf c 
Relief, CI~wch Werl-d Service, CAGE, etc , ) ; 

. mnaging and monitoring 78 resewch progects fnvol.v*-ing 
3 3,S, un ivers i t ies ,  15 resew& i n s t i h t i o n s ,  USDA, 
Interior, ::uJ, Comerce, W A  and NztTonal Acade~ly of 
Scieaces, 

Two basic pr2zciples govern o w  recomendations; not a l l  the detai led 
recomnenda%ions are d-i;al--%he adoption of t h e  principles is. 

mrst, we rust establish cleer managenent r e s ~ n s i b i l i t y  far programs, 
opzrations and p?licy formuL8Sion. izrglies many specific changes 
including: 

- se-at. :- g managezed responsibility for p l a ~ d n g  
*om I~lemenica-Lion3 k5th sdeqdr;-le provision for 
cocrdinztizl:~ at a11 le~els, 

givisg the merrmgewzt t e a  respnsfble for imp1ementation 
Er-e ~ Y f i o r i t y  to Zecfde km~1emerJ ;a t ion  issues, subject to 
p L i c j  decisior,~, rather t : m ~  d e ~ n d  on generalized Manual 
OrZers, 

. assuring %hat Hissi~as enghasize equally im~lenzentation 
and p~c~azmLng, 

. es4kblisHng the concept of pro?ect officers in Missions, -. . 

i-,fiYn fill respnsib5lity f o r  mnl tor ing  all aspects of 
project implemen%ation r,& -d th  -%ll authorit3- withir, 
the ~ d s s i o n  t o  hello the h ~ s t  corntry assure t he  integrated 
use a26 timrty -rival ~f U.S. i ~ p t s .  

Secondly, xe nust &void the e q x n s i v e  and complicated duplication of 
supwrt serdees ly -xnifying t h e m  a ~ 6  W i n g  t'nenr. directly ~espons i -e  
to those havi,ng a -pera t iod  resrx;nsibilfty- BAS Lc@les measures, 
Lncludi?!: 



- raisirng the level cf mnsgement devo%ed to implernena-tion. 
w a t i n g  decisims must Se msde consistent with stated 
~ l i c y  obj ectlves . 
Lmpo%Tng the defini t ioa af iq lenentat ion issues for  
policy decf siora. 

. co&i~ng mplementstion ,functions 'by sector. 

The Sector Focas 

AZI) hss made considerabfe p o p e s s  LE integrs-bing capital a d  technical 
assistance resources but more needs to be done. A l l  too orten isolated 
poJects--even if successf'nily completed--fall by the wayside because 

linkages "Uo ~ f i c y ,  to other ins t i ta t ions  and to the country's 
plamfog mechanism ape not established. K i t h  limited resources we can 
achieve more if we concentrate program on a clearly d e f i ~ e d  set of 
objectives in a l m t e d  number of sectors or sub-sectors. 

The sector focus should be the basis for 30th planning and the 
organizatior, oZ h@ementation. A sector approach -All 

i q o t - e  %he standards of analysis 

. provide a basis for senior rmraageaent attention to 
developerit p f i c y  issues a ~ a  allocation priorities 

enable us to defzae groject objectives better 

promote standsr8 Agency criteria, with sufficient 
flexi"bili';y to mE38gers to t&ke accoun-k of xidely 
differing si2,'1x&-i'iions I'TL t'ne I9Cs 

. strergkheo the Er iks  betb-eez evaluati~n and programmillg 
and between research and operakfo~s 

. prov2de ;3fl organ5zationd fieae'k-ork for L ~ ~ p l e ~ ~ n t a t i o n  
which d r n i z e s  wofessiona;i ia-berchange and responsive- 
~ e s s  to -policy object5ves. 

Snch ckanges wiilt&e t7kae--both to reorient existing programs and 
to develop the necessay sector amlysis. Noreover, there must 'tse 
broad leeway in the select loo of sectors or sub-sectors. The g ~ i d i n g  - 
criteria rust Se the recipient eountry*s priorities and o w  ability 
to rzomt az effort. 



Dependiag or the slze of the prosea ,  work in -Gwo or three sectors 
m y  be z~progriate. FTLret should be a-mided, h~wever, is -i;echnicsl 
assis-tance -i>rcjects ir, s e w a t e ,  amelated areas, a d  loen pojects  
, iz l  yet other  areas. 

For om p lann ix  systez the sector appoach would require further 
si&ficaat chmges, The ATJl ~ r o g r m d n g  system has been in 
transitfon in the mst t-m years, We have deemphasized cowtry 
pr opafllrr,ing, stre=lgtfie2ed t i e  sector a~proacb and improved -bechrical 
assis'tance po5ec t  glanning. The further steps that are necessary 
incltclde : 

-- Reaffirmtion that over-ali c o ~ ~ ~ t r y  analysfs should be 
t h e  r e spns ib i l i ty  of the intermtiorial crgaaizations. - - 
ne need not duplicate t'nelr efforts. We ' m s t ,  hc~ever, 
strengthea o w  cwrdfnat ion to assure that  our concerns 
=d sector fnterests are covered in the w s i s  of the 
interr-ational finanziizl insti-tutic,ns and camc",%y to 
assure that t h e  conclusions of the IFIS are reviewed and 
f o r m  the f_rsmework for o m  all~cation decisf ons, 

- -  Focus our amLysis on selected sectors. T h i s  implies a 
need fcr more 2nd differeat =alytical %den% and a 
recrientatior of mch of OL- t h i w n g .  We must become 
much m r e  knowledgeable about the t o t a l  sector (or sectors) 
in which we work in recipient countries, W s  wil l  improve 
t h e  ~tillty of our a ~ s i s ~ n c e  and add to our professional 
stzndlng , 

-- Make tke  sectcr ana1Iysi.s the basic decision--a@: document. 
After r e v i e w  azd d;l scussion ~ 5 t h  the Ar!minis%ratox s 
Council (see Section 1x1, it w o a d  be .the framework for 
al l  assistance activity in the sectcr. 

-- I4&e the sector tne basis for  Integrated budgetrng of. 
911 f i ~ ~ c i a l  resomces--loans, =ants, FL 480 T i t l e  I 
an5 11--and manpwer. Loac papers and PROPS can be 
greatly sinrplified slnce they w Z l l  no Longer need to 
regeat the sector objectives--they becom documents which 
inplene~% agreed sector objectives. 

On the izple~zt4-f ; ion s ide  the sectcr approach srovides the basis for 
p o u ~ i w  s u ~ p r t  md implematation +functions so that 



. professional substantive s s c i a l i z a t i ~ n  ~~511 be 
aeveloped 2nstea.d of spc ia l iza t ion  Qr type of' flnsncing 
or Lqlementation Lechnjque 

. standardized ri-mpieaentatiux prcczdmes w i l l  be asslxed 

. p l i c i e s  regwdlng d i f ferent  tms of resolaces w i l l  be 
'narmoni zed 

. operational ewrLeilce wi l l  be ~3ilized Or1 EZI Agency- 
wi,de basis 

. fisca3 d a b  can be designed as a tool for rainagemen* 
decisions and re_ar;;-ting r e q ~ i r e ~ n t s  c m  be siaplgfied. 

The seckor approack; w i l l  be impleraen-bed in t'ne framework of program 
ob.j ecti~es . 
Technical Assis-kance 

Wfthin each sec-t;or technical assistance pojectc;  m5-L cease $0 be 
* 'G~zTs'~ and become "theirs." 1-k is not enough to tayk about giving 
priori tq to L E  planning, we must do so, Technical assistance projects 
s h o u d  be %lamed and designed by the recipboat country wherever 
pssible--an2 it is p s ~ i b l e  in most cou~-i;ries. FROPs should nc% be 
Ln-lerrLal AID documents giv2ng our objectives, but dscments p~epared 
together *dth the recipienk spelling tat the program objectives. Where 
prcjecl d e s i s  capacity is I W t e d ,  such as in the leas5 develop& 
c o m % r i e s , . w e  should k n i s h  necessary assistaoce to help the recipient 
prej?ere the propossl. Other at'cf k d e s  must change, Pro jet% aanag&nt 
is a host country resgonsfbifity. If they carnot do it, %Bey c8mot 
'ben3fi-t from the project . role f s to coordi~xtz  our inputs an6 LD 
assme that they are being used fcr agreed pmposes. 

A11 of -the suggestions bezow are predicated on t h e  proposition - that 
the recfgient ccur,try can take mure respaskbili t- jr  for inrplenrentation 
(they do in other donor a id  program) and that their doing so w i l l  
e ~ h n c e  the u t i l i t y  of the assistance. Elarg of these suggestions have 
been dLscussed before and s ~ m e  w e  in an experimental s k g e ,  We 1is.t; 
Ynem here because we believe ve can iOOiOOrTe to imglenent them now, 



-- Block &ants, -p-rcviding '"~ccgrad' gr8;n-t~ to be used 
3s 'Mre tec'nnic5aas and p~ov2de training in m e  or - 

more sectors. The recfpient muLd be res-ponsible 
for contrscthg and its ctor;tracting procedures and 
gract lces should ~ormel ly  be f d l o w e d  k2tb such 
rerLsions as are necessary 'cz. met U.S. legal require- 
ments. AID finaslcing v3-iid be listed to "topp-Eng oTftl 
sdaries and f inac ing  tralnizg. 

-- Xnationeti Foundations, j o i ~ t  insticL1d-t ions l insi ted 
In scope to develcr~ and strewhen indigenous 
training an2 research cepabillties and to act as a 
linkage  its thz U.S .  scientific and technical 
commnities. 

-- Ejult-i--year Pmdirs~;. me annual funding cycle forces 
attezltlon to min?~%Lae a% the e.xpense of substance- 
The subject is endlessly debated wi,tMn AID with 
+he i-iable cor+clusion that lung-term funding is 
desirable--till i ~ e  get t o  the question of allocating 
resomces for  it, Bwlelgr daes any Bureau wish to give 

to exterdLn4 the ~X?ding available to an on- 
going pro jec t  at the eqense  of any llew activity. 
Wager term lundfng is esse~tial. even ehough it has 
the public disaStt-a.ntage of developing a larger pipe- 
line. The ~ n i y  way to achlevc it is to decide that 
incseasi~g forward flulding has a p i o r f t y  claim on 
funds, A perequisite to a sensible f a r m d  flmding 
system is be-kter znd more specific.criteria for project 
'cermjnat-ion. This puts a, prem5.m on improved project 
d e s i p .  ~ o p e r l y  forward nnded projects reduce 
pape~wark, includi~g tine annual BIOAG. 

-- Impro~ed 3 o j e c - t  Design. While ve have mde considerable 
progress in speciFylng objectives and assessing ~ e e d s  
tbzough t'ne in-broductior, of a standardized evaluation 
system, too often t'ne ?re ject  design i n  t e z S c a L  assistance 
is not- suff5cieriE$- thorough, By integrating techn5cal 
am3 capital assistr;nce in a sector frmevorlr, we provide 
the amly-kical setting tbcugb the sector a~tmlysis. 
Persmael can Yner concentrate cn gmjec* design instead 
of project doc-men:r~ai;ion, and h e  more exbensive use of 
project design te~m which ccnbine sector azld coantrj 
expertise. 



.. - T r a L d q -  Arrmgfng trainil.4 fc\z country participants 
is a maze of L ~ i c > l ~ e m e o t s  a d  ccrnfficts--coqlfcat;ed 
ly roles 2hyed by several -UD offices bcth h Y'ae 
f i e l d  and in V8shingt;an, naqf other U.S. Government agencies, 
sad contractors. ZTnese roles cz'ten duplicate or conflict 
with each other.. In general? training sho-uld be placed in 
the sector, rafher than a yrz_7fect conkxb. We must  recognize 
the mobility of t he  t r e n e d  lebor force in the developing 
countries as 7eU as the fact %hat a, better t r d n e d  tech- 
nician in t h e  Pla-&= C3mission call have as much, ox 
mre, impct  G;.: an agrictlltwal sub-sector as a better 
trained extension qorker. 

Responsibility for selectfng participants a d  training 
inst2tutions should be transferred to the recipient 
cowtry. j l ID p r t i c i p n t s  .%re only a small porti~rr of 
the number of students wMch go abroad from zny co~wtry. 
The others manage to =range their travels and studies 
without the mecb~aisa .  we supply to complicate the process. 
There wi l l  need to ' i  excepcio~ls in cases of short-term 
spcial ized ~ r i s l t s .  We also need to have! a central back- 
stagging function to assist LDCs in t'ieir contacts -&th 
UIS.t;rain5ng facilLties anc to assure that these 
institutions grovide adegiate orien%a%ion. &ch of this 
can be done by cor-;tract hawe-er. The dffferer,t approach 
in tihe field and in Wash-ingkon wiU yield considerable 
staff savings. Me firid it inconsisterit w i t ?  either our 
present, or our proposed objectives, to have 1'13 ps i t ions  
in eaining,  coqpwed ", 118 in PFC, 184 in Vietnam end i76 
Ln NESA. 

-- Reliance on Intermediaries. We recomnd that AID operate 
essentiU3.y as a planning, funding, and norCLt~ring agency, 
with projects splewnted by interxediaries to the exkent 
feas ib le .  

Reliazce on i~termediasies fo r  progect operations should 
free u~ A I D  staff to focus cn significant planning, 
g r o g e r g   an^ delivery systen Foblems--tritho~t maint&n%ng 
a lmge  o r g a n i z ~ t i o n d l ~ a t u s .  Ve recognize that a policy - 
of increasing Yle w e  CZ in--ler;nediaries cam& be pursued 
i d .  Their services are nore expensive, their experience 
mre liz&t;ed, and t he  turnover of Yneir personnel makes %t 
difficult to assure staff compete~ce in techrxlcd issues 
in me settiag of the develoging countries. Increasing 
reliance on i n % e r ~ d i a r f e e  rJill rerjtxlre better plam9ng 
by AID artd more precise Z e f f a S f r j ~  c,f ~ h z t  we e-ct !&om 
interrxlediazies. Tnit ceL b-2 dove 3est in the sector fhme~crk .  
While ve should z o n t i n ~ e  tc build the capacity of intermediaries, 



we should not s-y ak'23.y- fron continuing to imp lemen t  
projects direct- during a kransitional phase, vhere 
special cir c m t z ~ ? c e s  vwr&. 

As ve increase the use of I~ker~ediaries, azld reduce 
di rec t  hire wirerseas s"affj we must devise (a) means 
%o avoid =r+g on the overseas support responsLbiliQ; 
( contracts ~,M.ch do 30% fnvol~e US SO aeeply ix 
mr,itorixg and controlling opera%ionu that ve add to .-:- 
staff.require~ent8. 

As with t e e h i e d  ser-aices, c q f t d  sholdd be grovided in conkx t  
of sector objelztZves aad, far some cou~tries, general macrceconomjc 
analysis (pro@= loax countries). To provi.de an effective framwork 
high quality sector ~m$jsis is esser;i;izl. The loan pa-per can then 
define k-ays to i m p l e m e ~ %  the sector stra%egy. 

A I D  =ow has a loen system, bet h<th speci,d variations in each of the 
Eegioslal Wrreaus. Thfs Izck of coordination has certain advantages 
but also credes dZffLcd- t  problem both fo r  i n t e r ~ d  agency manage- 
m n t  as weU as in our external relatfonshlps. Simplification and 
s%andardization =e essential. 

Coa3ining implenent~tion responsibility by sector wil l  stren@;l;hen 
the ~ r o s p c t s  for stzndszdfzing basic implementation policies and 
p~o t~ i s ions .  S t a n d t o n  should be accompnied by simplification-- 
of loaz zgreements, if?lplcmen-L~tion letters and other loan documents- 
To be sWe, sow differences are dictsted by c o u ~ t r ~ -  sj_kuations and 
any sjrstem'mst 3c sufr'iclenl;ly flexible to accomdztc such differences. 
Bowever, t h i s  claim 5 s  o ~ e n  advanced i r s  su-oport of different provisions 
which are only suprf4ciaZZy related to basic camtry problems. 

Good yrogress has See= in recoezing %hat capital assistance 
cannot only be limited lii; direct  Toreign exchange costs bat more must 
be dow if. K e  sector  aplrroacb. Is to function. Care must be taken not  
to build in a depenclence or- external capital in any sector but we can 
increase our flexibility in fina~cing local and recurring costs and 
in utilizing: intermdiate credlt institutfons, 

In fine a i t h  our ger-era1 policy of rewag increasingly on LDCs we 
czn increase reZiazlce cn L X  c .zpci t ies  to draf't, negotiate, a ~ a  
implement contracts.  SimplIPZcztlon and standardization of our own 
requirements is a prerequLsite t o  a greater r o l e  for the borrowing 
coun%ries, Om gast involvemer--l in these phases seemed to Se a function 



mre of IJfission ox EegionaL -em ir;i;erest %%,an of LIE capcity t o  
p r o  We =e awwe Chat ~%8tlitory const2air;ts exist i;o our 
sheddfag coritract a~gx=z%3, respr,sfbility for capetel projects. We 
do not consraer it a w j o r  deterrezt to s'hiFt.iag contracting responsi- 
bility to the W s .  - 
We nee6 to renew t h e  zttack cn eliz&r&tfng pocweme~t  bzrnacles. We 
are awere of statu%ory coastra5n"Ls 3u% are  comrinced that a great deal  
more can be accomglislled within thein. - 
C ~ ~ i t a l  resomces inc1-dde all tppzs of loans, h~using guaranties and 
mf 480-Tit le  I zoaimdities. Sore proaess  has Seen made in the past 
years to integrake the b~dgetfng of these resources--but not enough. 
W l e  the programing of T i t l e  1 comcdities poses special poblems, 
the 3-oltrme a& term of resources  sho-cild be considered in the same 
.process as the v01me and terns of other ce;pitaL isputs, 

Strengthening of Sinsscial. zmagemnt and eutomatic data processing 
systems. Winy or' o * a  financial and autcmatic d a t a  processing systems have 
developed ove*. the years with exhrzlstlusers as yrimary cusColrnrs and 
~ 5 t h  interzml mmgernent needs c o ~ n g  in a poor second. Urgent attention 
skiould be given "i developing ELE efficient, in tepa ted  system for 
financial g!,amirrg, budgeting, accounting, reprting, and e-valua5ion. 
The tools for strch a system - c c a p t e n t  people an3 sop'histicated 
mchines - Ere avaiiable. FSnzt is needed is  t h e  motivation and com- 
~"cnent. Par t ic ip- t ion  in %he system by a l l  rfunctional groups - 
progym planners, 'tcrudgeteers; operating mnagers, and accomtants - 
is essential tc meet real mn-a~enent needs. 

me N2-n.i~ai Orders. Eveq  large fnst i tut ior ,  ms"L have a record of L-Ls 
~ l i c y  decisions and gu-idelines on established procedures. O w :  Manual 
Order systen combines these functions to the detrimzt of both, Be- - 
cmse of t h e  sheel. v o l m  - t ~  w h i c h  the  Manual Orders have grown, 
rev3sion is icfrequez* a d ,  Lo many meters, they no Icnger reflect 
the Agency's pSic2es. 

The policy m?JCing mecha~Lsm which is recommended should enzble us to 
initizte a formal record of policy decisions Tor the Znfomation of 
AID'S staff'. As ~ 5 t h  a F 3  policy, senior exec~%ives would be responsible 
for i-nterpreta-kiior; and Yor l d t i a t i n g  propsaLs for chmge when appro- 
prizte. Follcy should not 3e ?~bo6ied i_n r%~ia;? Orders, 

3roced-ma1 6ddrlines should be incorporated ir- handbooks to guide 
LqlercentztLon and special o s r s t i o n s -  They should emanate f r o m  the 
office reswnsi'cle for a p a r t i z d =  fixction and, subject to legal 
clewace and caments f'rorn other i~ teres ted offices, be issued for 
the use of the specialists concerned- 



1. AID esta2,llsh clear maza&geae~% resgonsibility fo,- programs, 
operakions, policy formiletion. 53essmes to achieve VrLs shoilld 
include : 

-- sepaxzting mumgemfit respssLbili-i;Sry PDT planning from 
impl_em3tz%lon, d J i , ; ~  adeqp8te provision fo r  coordina3ion 
at all Levels. 

-- givLng the aanageaent t e a  responsible for implenentetion 
zrtthorit-J to decide Znglemntation issaes, s~b3ect to 
palicy decisions, to assme expeditious action and 
necessary flex5bllity- 

-- assure equal enphzsis S n t a s s l o ~ s  between p r o g d n g  and 
izqlementation. 

-I establish %he concep% crf proJect officer in Nissions, w i t h  
f u l l  respnsibili* for 11~0ni-t;ori~ all aspects of' project 
-iz@eantation and full authority d t h i n  the bEssion to 
help the host co1=t~~ assme the integrated use and t.iwly 
~r~~~~ cf U.S. 25guts. 

2. AID uni* sup-prt  faxtioris znd a&%e them dzrectly responsible t o  
*hose havirzg opra%ioczL respnsZb5lity. Pkasures to achieve thfs 
should inchde:  

-- raising the level of w%ragemnt xhicli deals with fnrplementation 
lssues m d  SUTZCT~ A -  ce-r~iees. 

-- improv5ng Yrre deflz5-tion of hplemeztatian issues for policy 
declsZon. 

-- combining Smplemntation ,Pljmctions by s e c t ~ r .  

3- AID &ie sectors the p?ybary focus ol" AID planning and organhe 
iaplemer?,%aticn fu~t ior ,s  on s sector basis. The guiding criteria in 
selection must be the rcc2plen-k c o u ~ t r y ~ s  2rforFties and our ability 
to mmt a effort. 

4. AID make tine sector a~zlysis the "oasis f o r  policy review an6 &lo- 
ca t ion  decisiozs. LsEL,~?, papers asld 2RUPs become docunents deffning 
action. program %o bplea-t  sector cbjectives . 
5- AID in-kegrate the 5nBgetirg cQ aU rescurces (loans, grmts ,  PL 48080) 
in t h e  sector frzmwcrk. 



6,- AID ~ h c e  Lecfinicu assistsnce s c t ~ t y  m e  in a sector f i e -  
wark and increase %he recipient's respnsi'aSlity for Lmglcmentation 
By increased use of 

-- Block grmts  for sdvisers and t r d n i n g  wherever feasible. 
- 

-- life-of -project funding. 

-- Zapave groject design, including better criteria for Judging 
moject completion. * 

- - ~ a a t L o n s J  foundations . 
-- Zatermediaries, where economLcal3y and technic- feasible. 

-- 'host cumtry Lnstitutions to select %rainees and arrange 
fir trsZnfng progr- a d  reorient %r&?iLng concept to 
make it sector ra%her than -project oriented. 

7. AID simplffy fkre loen Trocess, Lncluding such steps as 

-- s tandad loar, i q l ene~ ta t f  on procedures. 

-- increasing Local cost financing, 

-- increesed reliance an recipients to draft, negotiate and 
f mp1.emen-b con%racts 

-- developing master loan 8greem9nt with borrowers to cover 
standard pxovisions- 

-- efimina-t-ing procuremzn-t; barnacles, u5-tkLn exist5ng 
legislati~e constra3nts. 

8. AXD si;lre&hen financial management and a~tornatic data processing 
systems, 

9. PID replace the Manual Order system w i t h  a record of policy 
detemL&ioas axid a series of p r o ~ e & ~ a l  guidebooks for spci f ic  
func-kions. 



The capacity of fae Agency depends on its peogI-e. If we cmnot attract: 
stimulate and hold good geople, we cannot do our job. The chaUeng2 * coagetence must be bui l t  h t c  the work, b u t  the manner in which we 
treak ma staff is aa equailg hportsnt fact-0~. 

The cements the  Cornittee received leave no doubt about the grofomd 
and wridespread dEsco31;Gent ~ t h  o w  personnel system. We rec~gnize 
that o m  2ersnne3. s y s t e m  is part of tw'a govemmerrt-wide systems and 
theref ore functicns w%thin constreints &ich ca.mot be easf ly deere4. 
Eowever, we are convinced that  even w r i t h b  the s t s n d e d  regulations, 
o w  personnel system can be operated fn a *way which w i l l  make more 
effective use of our peqle end become m i n c e ~ t i v e  to employment ir; 
2x33. 

Include6 amongst the rneasures tafrSch cam readily be taken-- 

L, Trai-nhg and career developmeat. Our k r d u h g  program 2s fsaa4ec;,rm%e 
an6 there is r?o concept of caner development, It shufld not be the 
r e s m n s i b i l i t ~  of the individudl or even his  Immediate supewism 
to Geqquest tgaioing but rather the responsibility of mana&mcnt to 
select those that  sholzld be trained, Successive essignmeats of selected 
personnel should be made xi th  the  specific ob,jective af preparing 
*ern for eventual  s e n i ~ r  manageme~t responstbfliity. Fur others, 
successive assignments should be designed to deepen su.stt;antive 
eqerience, The prerequisite is a howledge of our staff and a view 
of suitable career development for individuals, 

2, Ass2gment of persome1 on a worldwide basis. Despite gocd 
hkent ions  %he srse of' personnel 2s still cornpastmentalized and some 
s ta f f  members empletc  h o s t  a full career 5ri one Region, This 
neither prepares htlfv5dua.l~ for senior natlagement respnsibi l5ty mr 
does 1% help dSssemina;le f n f ~ r n a % a n .  

3, Foreign service. There should be a s tandad requirement thati 
senior executives should hare at leas t  one tour in the field, This 
applies to General Schedule and Foreign Service staff. We should 
not tolerate senior executives in regicnbl or other bureaus contral l ing 
fieid o-peratfons without having firsthand eqerience. Ln the case of 
GS persor~nel unwilling to go overseas for a b u r ,  maximum use should 
be inade of exteaded TD'ls tc ,  develop the necessary comprehension, 

4, m t e r ~  Program, We shod6 restore a young professionals ' pmgrem 
which is the lifeblood of t h i s  agency. tTithout it we x f l l  hzve no 
yomg steff a f e w  years hence. 



5. Upgradbg S k i n s .  We s3odd seek a nu& ~ e z t e r  exckmge of 
personnel w i t h  other gcvementd  qemcfes and imiversities. Also, 
very rrtuch mre can a ~ d  ~f~r is t  be done to provide in-service t raining 
cpprtarirlties with s e m a r s  here etssd in the  =eld to provide o u r  
s t a f f  k5th e. general fi-anex+mrk of deve1ap1en"t Secondly, many of 
our tecImice3. staff lose cont&c"tdth de-~eLopments In their  own 
field becsase of ",ke inc$zsat ; Z E S ~ , G ~  3t ~ p e " z t 5 ~ ~ ~ -  Frct.esion 
should be itlzde for re@sr p e r i d s  of six ~ o n t f i s  fz pemit  personnel 
ta rea"xes5 Yiesasef-ms 5~ their "ecbis.1. specXa3ities. Finally, A D ,  
draw- an its own staff, cen cia mic3 mre tm provide professional. 
bfumaSioo and sh~&-teni t r a inhg  cormses. 

6. C ~ P _ T ~ % ~ O E  of A a, mere is considerftble dissatisfaction w%th 
$he _I__f-- opesa%%on sf A some of k-hich f 3) GC doubt, the normal 
' ' x d s e  level". We recop-Lze thak cons5der&ble a t t e n t l a n  has been 
given to s%remlixib.g our personnel upera%ions. But the recommendations 
above f3r *he wkle Ageccy arc pextiel;larf y imp~rtmt for A/PM itself. 
Trahlns tn persome1 procedwes needs to be increased, field service 
should be amda%ony for gersnmef officers servicing the foreign 
sewice complement, %here is 2 need to simplify basic operatbg 
gmcedu~es, to ratfonallze pager f l a w ,  and streamline the organization. 

3e5a3 th5,s, ercphasis must continue to be given to bui1dir.g a service 
motality w ~ d  orientation i ~ f o  A/E%' s operations--an effort which 
p lac ing  A,''B? mder the operations nbg o f  the Agency is intended to 
s t r eq t i eo .  (see ScctTua IX. ) 

7. SpecTa3, Gmups. me Agency i s  w d e r  instructions to zssure 
equal e ~ p l o ~ e a %  ogpurtuni$y regardless cS race, creed or sex. There 
m e  active plans to lmplernerrt; Ynis objective a d  we received nu 
cormen% t t o  suggest that  there I s  a general. p-roblen. A number of 
cements were  rece ived  regardjag the leqfoyment of women, pointing 
ou* in particular that  Ynere are no special pruvisions to faciliiate 
t ihelr workfng. It was suggested that "in hiring to f i l l  mcancfes 
A D  should determine &ether the job could be f i l l e d  on a part-t&ne 
basfs ar on a f f l - t i m e  basis s p l i t t i n g  oae jg'b between two part- 
time employees, May =ore woaen wu:JLd be w i U i . n g  to eccept t h i s  
t n e  of ezp10~~en t ;  m a y  marr ied employees ~c%a resign upon the bir^t;n 
of the i r  ei ldtren wodd be abfe to wn%ir,ue Ynelr careers, f3ETd, 
Peace <oms -4 have successfully i~ple~ente8 programs of this 
aatwe, .I 

We endorse t k i s  suggestion =d urge its early implmentatiun, A 
l s t e d  number of offices i,rl A D  offer par t - the  employment md 
have zttracted high quality personnel. 



The Cornittee had neither the t Z m e  nor .the wmetenc* ~ ; o  evsluate the 
fun&i.oning of the fore%@ service panels, X t  cia, Imever, report 
widespread dissatisfaction. fiorrt person& eqeriv7,ce it i s  clem that 
.the system is very exgensive in terns of t h e  m.2 money- a d  needs 
revamping. Staff promtions degend on the elcquence of the supervisor 
and the correct &oice of virulent ad j ecf ives in ade date n*mbers, It 
5s a delusion to claim tat the system compare? pc3r:~~imesLce of 
individuals--the system compazes essays. Sine? _;mutot ... or? &TI'+ scarce, 
the war of superlatives has escalated over the  yews t.3 the pint 

I? that to describe anyonet s performance as avera&='' f s t'Jo;lght t3 be a 
serious criticism, While we cannot prescribe the r;p:+we o" the change, 
It is clew ths t  change i s  necessary and u r g e ~ t .  %:o .cyst P musS be 
refocused so that tkose who decide on prornotfons are tl-e p-s-:on$ -&o 
k n o w  the performance of the individual. personally a d  d o  have sozs 
management responsibility for it. 



!Be nature of the A D  field q e r a l i o n  mi:s.t &mge to reflect the 
revised concepts and operating pmceduzes in the preceding sections, 
While Xissions are transition as 8 result of previous st~dies,  
"they st333 reflect %be pr;lposes and organizational structure 
+sppro$riate to the program m d  relations of a decade ago. 

The field office has two 5asic responsibilities 

. pmgraa de-Fe30pnent and coordination w i t h  the- bust 
ccunt,ry. and other 60noz-s 

znO both riast be def2ned 2x1 the conte& of arer-aU AID objectives, 
keeping La mind that AID programs operate under the arrthorety o f  the 
Massador. 

In the past a great deal  of miss ion  staff" time and anafyt-fcal t a c n t  
was devoted to preparing a country development plan and designing an 
appmpriste ~ 7 , i c y  frmework for achieving p l z ~  objectives. The 

tt  mphasfs many countries was on g a ~  f i l l ing"  -- macroeconomic 
m a l y s i ~  designed to quantify 'odar.ce of payments 6ef"icits and invest- 
ment shortfalls, Capital projects were thought to have l i t t l e  relevance 
except as z Pmael for resotrrces and v i r t u a l l y  my. sound project, in 
almost m y  field was suitable fur financing. Technical. assistance 
prozects frequentLy had no r e l a t i o n  to capital ass3.stance a d  were 
spread over many f i e l d s .  

S e n i o ~  nission staff were faced  with massive annual submission require- 
ntents f m ~  Washington which called for howledge of all aspects of t k e  
coun-i;ry, even when lnissfon expertise m i g h t  be lisited to 0x12 or ~ W D  

aTeas, me exZgencies of the bueget cycle, plus the conplex process 
for loaa and technical. assistance proJect approval. generally consumed 
.the bulk o f  the t h e ,  Progsmhg and &ligating funds became the 
&st of success rather Ynan management of existing programs. 

The 19fe style of missions d m  has not yet been fully adjusted to 
cusrent realit5es. The ""high pmfile" wkiick: is so orten objected to 
obviously is not a function of nmbers. men in the largest missio~s 
the total number of eagloyees do not const i tute  an overwhelming share - 
of the foreign carnmmity. The " l o w  profile" I s  a functior of style -- 
the degree of involveaent in pfamfng, the aggressiveness with which 
p l i c y  chm-ges aze sought, the ex-bent +& which t h e  U,S, exercises 

- 
- 

leadership in consuft8tive grougs i n  the country on development 
issues. However, tkere is no d o ~ b t  that om overseas life style has 
contxYluted eo the charge of a "high 9rofile.'' .Often our missior, is 



An a z o ~ ~ i c n o u s  building; we have s t e f f  houskg ser-riced by large 
staffs of IocaLs; we provide commissaries, ,znd an exbensive m o t o r  
pool, Inevitably c ~ n t r a c ~ s s  demand the same services even though 
their overseas sdaries are tax free to com~ensate for the hardships 
of I Z C  12-g, Some of $hese a e n i t i e s  were jus t i f i ed  in the past 
by the absence of local  facili t ies a d  in some countries they are 
stin justified on that  basis. However, in many countries local  
sem5ces available today and other foreigners l ive w e l l  on their  
awn devices, 7ncreasingly AID personael should do likewise so as 

reduce AID direct hire supprt s-i;af f. 

Sectur Orientation and Supplementary Measmes 

Wfrfle plachg our program in sector context wi13, help, it is not a 
panacea, Measures in other areas wil l  also be required. These 
include : 

-- Sector or sub-sector studies and design of related 
assistance strategy. Sector staciies a d  the design 
of the related sssis.tance strategy w t l l  be largely 
underhken by the klost country w2th TDY staff fYom 
ADD and outs ide expcrbs s~pplementing f i e l d  office 
capa73flity. Gnce the sector strategy is approved by 
AID/%, then additional. specific project Cesign may be 
necessary, Here again f i e l d  missions -&ll rely upon 

help *om AD/W and help f"rom private contracts. 

-- ~roje&~rogra h?lementa t ion .  WhSe AID has pro- 
gressively increased attention -to program implementation, 
further steps are desirable. Srtcceasf'ul implementation 
involves not only good management of resources e.g., 
timely construction of the physic& faci l i t ies  or 
trahing pmticipants, but also sddresshg the essential 
deveXopment problem which is the heart sf the project, 
The understandbg of how the project fits into the sector 
strategy, how it relates to otber activities in the . 
sector, how econodc policies stnd social habits affect 
project operations, and to what uses its product can 
be gut axe considerations nh5ch reqube both senior 
management attention and contbuous review. The Iatker 
will be the grincipel function 00 the project off f cer, 

-- The role of project officers, In conjunction with 
"(1 IDCs having greater responsibilits for ~ro.Sect 
management and support and (b) greater use of intermediaries, 
A D  shot;ld es t~b l i r ' "  project officers for each maJor 
project. The project officer should have Sull responsi- 
b i l i t y  for monitoring aspects of project implementa- 
tion and full. authori%y over tidl U,S, resource flows -- 
W ,  IL, PL 480 -- necessary to achieve the program 



or pmject 03jectives. In time much of the present 
divisio~al superstractme cm, and should be done away 
with and the project offkcer shoad have dfrect access to . 
the front office in the nissPsn. - 

-- !The role or" intemediaries, BI en effort to ~ a k e  use - 
~f the gre&er pocl of skills of U.S. universities and 
the private seckr,  implementation of f i e l d  projects 
will be grimarily carried o ~ t  'try intemedfaries. 
These htemedi%ries either wUA be (a) CFEX personnel 
contracted directly wxth the agpropriate host country 
instikuution as advisers or operating personnel or 
(b) Ln the case of longer-tern: institutlorral. development 
via a host cowtry cantract between the U,S, and the 
local i n s t i t u t i o n .  

-- Centrdfzetion of Controller Factions,  As the nature 
of A D  field qerat ions changes -- sector ccncentration, 
hplmentation 337 Lntemediaries, multi-year fund- 
~e l imce  on the LDCs for project mmagernent and support, 
coacentrakion of program review and appraisal -- the 
responsibif i t i e s  of f i e l d  controller staffs should also 
be shifted to the I X s  and the intermediaries, or 
centralized in Washhgbn, Considerable staff savbgs 
should resul"tullli t h i s  centralization, W i t h  greater, 
attention given to program hplementatfon, accounting 
a d  fiscal analysis s5ould concentra%e on expenditures 
instead of abiigations. Shce expenditmes would be 
m a d e  prim~triLy i n  Washingtcn, centralization of these 
accounting functions should not be troublesome. Fiscal. 
su;-mrt of the reduced direct-hire field staff should 
e5t:he~ be arranged through Bnbassy facilities, or also 
centralized in Washington, Fi scd  management advice 
and assfstance can be pmviCied on a ZlljY basis. 

-- Use regfond support offices to assist with prowarn. 
desim and im'plenentation, In-country f iePd staf ' 3 
can be kept s m e l l  and mre imadiate backstopping can 
be provided fron regional support offices. ThFs kind - 
of r e g i o d  backstopping is now p r o d d e d  for  LU. loas 
ac t iv i t i es  fn Africa by two regional offices, one in 
Abidjan, Ivory Coast covering over twenty countries in " 

Central and West Africa a;nd the other in Nairobi, Kenya 
cover- over ten countries in East and Southern Af'rica, 
These offices should be changed to a functional focus 
covering both tec;mfcaL and czpital. assistance an& 
provide assistance to country f i e l d  operations for 
project design; monftoring; and eva&ua-t;ican. 



-- SimpTiQ6irig regtonal mission structure. In a few =eas 
we have r~,gionaL missions (e,g., ROCAP and East ~ f r i c a )  
5n addition to covlntry missions, These zrrmgements 
have led to du?licatlon and inadequate k t eg ra t i on  of 
our i n ~ u t s .  *.ere regional oTf5ces sre warranted, IAep 
should be based an n;&nagaent judgments. It makes l i t t l e  
sense to have a mission assigned to r e g i o n d  institut5ons 
and country missions to the  cotmtries with hkich these 
inst i tut ions degl  m d  then to c a r e f a y  circimscribe 
t3e staffs of each, %%ere regional offices e r e  
juetZfied -- an2 they can be jus t i f ied  in areas ~ T t h  
strong region& instf tut ions,  where there are a series 
of s m a l l  country progran-s, or where o w  ac t iv i t i es  have 
a regional character -- there should be a single manege- 
ment focus for a31 activities in the azea with subsidiary 
u n i t s  deding with bilateraz activities where this 
remain s appropriate . 

-- m e  
field, A$ the  present t i m e  field mission chiefs repore 
7 

to regional assistant admbistrators, This gives the 
appearance of clear l i n e s  of responsibility, In fact 
there are ~lfazly bu4getary spigots and support ftirrctions 
over which tbe regional assistant adxninls:rator has no 
%mediate c o ~ t r o l  and for  -hi& there is no clear-cut 
line of command up to the top levels of t he  Agency so 
thst. a quick poiicy or opera t i~na l  decision can be obtained, 

Projects proposed outside the regional bureaus are orten 
outside %he =eas of concentrztion which have been 
officiaX3_y negotiated/agreed .to witb the host countries 
as regresenting the i r  top pr"or5ties. Field mission 
manpower reqairenents are naturally based upon the  
program developed 'between the  mission &nd the host corzntry, 

Tn some countries pLlot pxugrrsms addressed to developing 
new approaches to a ?articular development problez will 
be underway as part of t he  worldwide problem solving 
ef'for-ts &imulated by TAB in coordination w i t h  other 
donors and foundztions. The missions will have varying 
degrees of mcaitorfng/liaiso~ r e s p n s i b i l f t y  for %hese -- 
very l i t t l e  in the  case of DBT, perhaps more in a 
project such as aotivations of fertili.t,v behavior in 
which the U,S, lney have played a leadhg role. Such 
activ5tfes are essent id .  but they must be agreed to, and 
implementation Iaplications worked out on a joint  basis, 
rather t h m  superiqmsed on exist-ing ac t iv i t i e s  without 
regard to demands on l imited field staff for reporting, 
monitoritng or managing projects . 



-- Red-actio~ of tine reporting bWden sn our shinkirg 
field staff, as rapidly ss pssi'ble. 'We belfeve it both 
desirable anti posstble ts suspend inmediately all m n -  C 

fhanc2a.l formal reporting rty~irernenls &iI 

. a deteminz&ion is made as to which reports are 
necressatry * 

. Burmu requests for l ike  frZormation are 
standardized, 

-- Reduction of s~ppc3Tf; serv5ces. flald staffs should 
rely, to the ~ ~ ~ ~ x % m u m  elrien% pract'i;icable trzlder local 
conditions, on *he available FacZlities, Whenever 
feasible, we should. contract with local  organizations 
for semfces ins tead of pxlovidkg such services fhrough 
direct-hire persorxel, Every direct-hire service perscn 

fwtber direct-hire retjuireaents for adainistration 
ant3 slrpemisf on. Inrf i tu t iona l  in temedi=ies, Lni;lutZing 
~aaivzrslties, should pmvide Yneir o m  supporti services 
ad accept hast country contracts. To assure consistacy 
in s u p p r t  sen-ices, and t h e i r  mmagement, A m ' s  central 
ranagemerit s t a f f  must become much mre active in 
establishing guidelines and supervising f i e ld  support 
~ ~ e r a t f  on s . 

% 

Mission Organization - 
There is no single s-kru*.l-+xms suitable 4x1 all missions and it wbdd 
be a disservf ce kc lpreseribe one. This flexibiliky should be exercised, 
however, withfn clear guidelfnes as to sccpe of activity, support 
services asld supervisory layers. 

Field operations w i l l  be bas2caU.y of t w o  t j ~ e s ,  t.ha,~gh each w - a  have 
its variations. 

1. me larger countries s ~ e h  as India and Indonesia, &ere 
there w i l l  be program in core see-boss plus t h e  concern with major 
resource transfers, under consultative qoug  aegis, 

2, Other cow-tries, where U.S, tec"n.ical. and capikal 
assfslsnce will concentrste on a l i m i t &  na&es of care pro'Dle~is8, .h 

There probably is an inverse core la t ion  kctween t h e  A D  program 
=d the size and type or" field staff needed to sup2ort the prosam. 
In India, fop example, ff: is possible $0 sl;ccessfuily pxovide l a ~ g e  
amounts of c a p i t a  lending, technical assistance via block grmts, 
and PL 480 'n4th a xelaLilrely s m a l l  sLaff because has a hi@ 
degree of congetent iz~st i tu t ional  and manageria ~apabili-ky. In 



smaller countries a larger inpa* of direct-hire and contract personnel. 
may be necessary to implement a modest sector program because of the 
more limited managerial capacities. 

!The AID representetive a d  his :mediate staff must have the prsfessioaal 
' cunpetience to urrderstmd the host country situation. In the case of 
an India-type program the AID representative and his immediate staff 
must be able fx handle professionally the econ~mic studies and analysis 
prepared! by t he  IBRD the consortium, as w e l l  as i o  follow artd 
ursderatand the interplay of' host country insti t tr t ions and competing 
aterests  in t he  plannjng md implementation of key host country 
economic p l i c i e s .  This kind of in-country contact and assistance 
pclicy formulation carmot be handled by occasional parachutfsts f m m  
AID/W. 
mere U.S. assistance is concentrated in s u p r t  of a sector strategy, 
the AID represeatative, and his small immediate staff should be 
lerrowledgea%le abrjut the recipfent country md donor efforts in that  
sector, 

The e d e n t  of sector s%aff requlred obviously depends on the size and 
complexity of the ongoing progrm, But w i t h  inplemen ta t ion mon itcred 
by project officers, central su3port staff can be s m a l l  and sector 
analytic tale& will ra re lybe  jus t i f i ed  i n  large numbers in any one 
country. fi virtually a13 cases lorn officers, e~gjneers and technical 
advisers w i l l  service f i e l d  operations either out of Washington or 
regional offices. Whether Located in e* country or on a regional basis, 
the technical backstopping services must be organized by sector rather 
than by RrPct ion, 

1, The nature of A D  fiela operatfons be changed to ref lect  the evolution 
of the development assistance during the last several yems including: 

(a) greater LDC i n s i s t e n c e  on and competence in determining ' 
their priorities and to manage ass is twce  programs; 

(b ) greater reliance on in tern&%ional  organizations to provide 
over-all country economic m&ysis and greater use of 
cordcll tat tivc g r ~ u p s  and consortia as muEtilateral  frameworks 
to adcress LEC economic develo~ment policies. 

2. AID base country ectivitg on agreed sector strategies to 

. assure cont inu i ty  in programs 

. permit recruibent  of project officers an a long-term 
basis 

. provide a basis  f o r  effective delegation to the: field. 



3. B.IID strewline the aanagement and opration of f i e l d  offices by: 

. Ite3Srjn.g mre hezviZy on the host country to prepare 
sector strategies, with -the f i e l d  staff 
supplemnted by 'TDY prsonnef. 

. Establishing project officers d t h  f u l l  respasibilfty 
for mn-!-to~ing aJ.1 aspects of progect inylemerhtion 
and wLth frill f i e l d  authority over U.S. in-puts. 

. Utilizing internediaries to the ' . - extent feasible. 

. Centrsllizix the controller function in Washington, 
with increased sttention to expenditures rather than 
obl2gations. 

Estsblishing regional f i e l d  offices to assist wlth project 
dcsi- 4 nodtoring. 

Simpli&ing regional mission structure to eliminate 
overlap with corntry missions. 

. EstabUshing clear lines of rmsponsibillty between 
WasHngton anti t he  field to assure tha$ both eounkry 
programs, research activities and im-ovative pilot  
activities are planned for in a single fraework- 

- Reducing reporking requ5rements. 

3educhg direc-t-hire sup-port services, 

b .  Fleld offlce organization should haye m a x i m  flexibility b s e d  
on t h e  type and s ize  of the U.S. assistance program, and the differences 
w n g  WX3s in their instilutional and managerial capae2ty. The direct- 
hire f-ield staff should be s~&!. a d  concentrate on three basic 
functf o m  : 

- 
program develcpnt 

coordination with the host country xed other donors 

. monitoring A I D - f  irianced act?-d%ies, 



AIDts decentralized, regio-1 orgadzation reflects  the concepts of 
essLsZlance and the role of the United Ststes in assistance prevailing 
when AU3 was founded i a  *he e8zl.y 19@s. 

AXD uas set u~ to directly implement 8 large diversified program in a 
variety of countries, usjag ful ly  staffed field missions. AID was 
expected to take an active role fn encouraging cozmtries to umiertake 
social and ecorzomic Peforras. It was expected to stimulate long-term 
developen% planning * i -  the host countries and ~ader'take corntry pro- 
gramntng to sumort f and sornetimg guide) host country planning, AIDt s 
emphasis m s  on f i l l fng  resource gaps and removing pollcy abstac1es 
to grovth country by country. 

These cons2derations prompted establishment of decentrdfzed regional 
bmeaus brrllt around the country p r o g r d n g  system. Each bureau had 
country desks, p ladng  sA&ffs, loan and technicel assistance back- 
stogpfng, and p ~ s o m e l  and management offlces needed tc run large 
progrsns fn a ~ i e r  of coaultries. 

Tbe regional b w e a  systenr has served us w e l l .  It conveys advantages 
of flexibili%y and assures that the entire assistance process f r o m  
planning to impleaentatZon for a given country r e d n s  under *he super- 
vision of one person. As in anp decentralized system there are dis- 
dvantages. There fs du~lfcation %it3 the bureaus Wving separate Loan 
offices, -technical offfces, cslgS=neering staffs, and management offices, 
There 5s Pack of c o d c a - b % o q ;  agri,culturalists in the Latin American 
Bureau have l L t t 1 e  knowledge of simjlar work in %he Africa maau. In 
addition, 2% has not been found practfcable to vest the regional Bureaus 
~ 5 t h  d l  the authority needed to carry out propuns  in their areas. 
Central servkes for t r d n i n g ,  contracting, and procurement have been 
set up, In recen* y e s s ,  there b s  been a g~adua3. trend toward building 
stranger, central offices--for policy and resource alloca";ion, tecWcaJ, 
assistance and the central adtnrinist,re;tive o m c e s .  Personnel operations 
were centralized a f e w  years ago. This trend has continued to the 
extent tht the staffs of the central offices in Washingkon now out- 
p m k r  tne regional brzre~us by more than two to one, W l e  in theory 
@tting the regional bmeaus f l U  respansibility f o r  programs in their 
meas, AID h&s, in fact, been spreadfn? the responsibility between 
.the reg2om.I bureaus and the central offices, 

AEDtoday Ls a halfway house between the strong reg5ona.l bureaus en- 
visaged i t s  founders and a mre centralized skructure based OD 

functional specialization. This WMway position is expensive in terms 
of personnel a;nd rmnagewnt t5u.e. 



AID1s assistance p~cgrcun has &so changed markedly. T%e nurnber of 
coun.tries behg assSsted had dropped *om 82 in 1963 to 42 todqy. - 
The size o f t h e  p r o g r a i n  the rcmaioing countries h ~ s  dropped. We 
+,re moving out or' country grogrmming, We are reducing the size of - 
f i e l d  aissions. We are placing mre reliance on host countries to 
se t  their assistarice p lkc fes  and F ~ L X I  and inplement projects. We 
m e  no longer the na@r fTUer of Wmce of pqments gaps. We are 
focusing GUT assistance in sectors, We w e  empfiasizing fnnovstiun 
In attackixg key developient 2roblems whic'ri affect ccmtries. 
'He want to give Increased a%%entfon to developnt policy issues. 

These changes in A T D z s  role plus the drif ' t  8- f r o m  the strong 
regional bureau structure of aLDts ear ly  years clear3y poses the 
question: Are organizational chages needed? m e  Committee would 
l i e  to have concluded that She revitalization of the Agency could be 
acconrpl%shed -idthou% ary seismic rumbles cn its organizational cbmt. 
kt we cooclude that accomplishing the parposes recommended fcr in 
this report requires major structural change, 

The edsting struckure is not responsive to our needs nor supportLve of 
our aspirations; it was designed fo r  different times and different 
program a 0  it requires much too large a staff to man it. 

We have avoided intricate organization designs and only sketched the 
aatlfaes of a revised orgadzatian- N o t  every function of the Agency 
i s  d&scussed or even fisted. iiowever, we have sought to provide enough 
infomatSon so that tihe in-nit of the new sys3iez -ii25. "ii cle= eno-ixgh 
for &gpraval, or reject isn,  in principle, Tie attached organizational 
c W  5s illmtrative; o m  to describe our objectives, There are, 
no e u M 3  others- Howeve-r, the underlying principles axe clear and 
can be swmazzized %xieI"fy: 

-- Clem l ines  of authority. Responsib-ility should be clearly 
fLxed; authority must natch the responsibility. 

-- &oader @icip t ion  io decisZon making. Senior aamgement 
should. pzt ic ipa te  en mJor program and policy decisions, - . 

-- Separating Lmplerae~1tati~n frola program plamng. Both need 
senLor managerae~~% zittentior;. - 

-- R e d i s t i c  span of t!xmwement control. The number of offices 
reporting to the Amastsator or to Assistant Administrators 
should k limited Lo a nmber which can be effectively super- 
vised. 

-- Unifica%iori of i~lem?n%a-tion by sectors. Tnis w i l l  save 
staff and expedite actione 



* 
He propose ~n AMnis t ra .Z ;o~~s  Ccmcil. The Council muld function as 
as &-visorjr board tc the AdmZnLstretor and xould be the forum for 

1 discussion of such Wcr issues  as: - 
-- the zmu21 budget 

-I analyses of mjor pl-iq- issues 

-- sectoral_ ~ t r a - l e ~ e s  mi! assistance propos&s 

-- U.S. psi%ioa in international. fonrms 

-- any other issues which the A d m i ~ s t r a l o r  wishes Lo PI-e 
before the Cou.ncil. 

The Comcft, is quite different fron a senior staff meeting. It is 
not an infunnation exc-ge system; it is z working body whose - 
delfberaticns are Lntended t o  provide the Adri!Znfstrator better fn- 
format ih  and a 3uider smge of vlews on issues which he must decide. 
IBy iwu1vh.g the f u l l  sen5or staff, it m u i d  Inswe that decisions 
Senefit from the  mu3tiple disclpllnes and ~ a r i e d  eqeriences which 
the senioc s-taff represents. It vmdd i n ~ - ~ e  tb* decisfons made are 
conrmuaicated &cross all the Agency's units, 1% would speed decision- 
mking by ending the neer? "to stlbJect policy and itnplemerrt&tion proposal 
to ia+ra-bureau cleeance, meau proposals would be sent directly 
to the 5aed For discussion and decisiotl. 

The Council. members xould be chosen by the AMnistratcsr among his 
s e d o r  staff. The permanent grou.;, mist be keg% small if it 1s to * 

be effective, Other could be Z~iv4.tcd on an ad hoc 
hsis  a ~ o p r L a t e  to the s ~ b j e c t  m-&er discussion. 

3. 2ro$ra;n Appro* iZrocess 
* - - The Adroinistra-bcrZs Council. ~ ~ ~ a l d  be responsible for rev2ewing country 

sece r  armlysis and ass5stsnce siratem. Subsidiary committees may 
4 

be needeci to review in detsil the Izc3ividt.rzl loan and technical 
ass%stance 2rc;ects proposed to c=ry ou% a= wsistance strategy. 

We tberer"ore recomaen6 the est~kliskment of a Program Approval Committee 
to revLew PROPS and loan papers before -&hey a re  submitted to the I3frC. 



T h i s  Cammittee shouLd be c u e d  by the Deputy Aami~lstrator and 
consist oZ a select number of Assistzxti Administrators. It should 
be a worsng =d dec-ision-mkiig bow xhose p r i n c i p l  fc;mction would 
be to assure that, yro-posed grograsos support the sector objective and 
that the proposed pro3ect design is consistent k i th  AID polfcies- 

t Soan ppers mfi PROPS wi l l  continue requi re  different formats-- 
becase of legisla-tive prodisions and &hey factors--the subsknttve 
analysis should be to %he same s tmdar i l s  and address the same concerns 
in both tms of doc-aments. 

The ExterrmL ApprovtLI Process 

The DfiC has not iwt in yews, Interagency loan agprov8l is obtaii?.i:d 
-through t'ne Dev:elopent Loan Staff CannitLee- Other agency repre- 
sentatives are below Ofrice =rector rank with ti result that  an 
Lmnse  amr;mt of t i m e  is spe~1-t; arguing about opratiorral details 
which it fs AID'S r e s p n s i b i l i t y  to deal with, The purpose af the 
DLC was to sssure policy level coordination. To restore this purwse, 
we propose that the DLC be convened at the Assistant Secrebzy level. 
Tne DLC would be chaired by the AWrt5strator or U s  Deputy and s t a f f e d  
as at  resent, 'by the Office of DeveLopmnt Finance, The DLSC would 
only met if staff work requires interagency coordination. 

l i e v i e w  a5d apgroval of PL 4&l programs is slowed Qy the Lack of an 
effective ir-teragency amroval p~ocess, m e  ISC, which is su-pgosed 
to approve b& proijsazls, is conpsed of staff level officers 
*thou% dec%sLon-making au%hority. We recommeod tha t  H D  propase 
raTsing represerrtatfors on the c u ~ % t e e  +o the Assistant Secretary 
level. 

S e w a t i o n  of Imf ie~n ta t ion  from Program Planning 

M D  should sepzzate responsLbility for project Implementa%ion and 
operatioris fro= policy f a d a t i o n  and proearn planning. m e  
ir@ementatl.on and technical 'oaclrstoming ~TUnctions now dispersed . 
amcng the regional bureaus should be centrzlized in a single operations * 

unit ~eporting to %Re AMnis t ra%or  through a Coordinator for Operations. 
L 

We believe that the consolidation of bplemntation functions has 
the following advantages: 



2. Consoilda-tio-, przz3ts central re t5:3w end more rgpir?. end &fom 
ZntrzductCLI~~ of nex i q I e ~ a ' c a t i c ~ ~  p r c ~ f t d ~ e s ;  it perdinits a concentrated 
effoA to S&ll! ~p f ~ % e r n e d i ~ i e s  'Is viirious f i e l d s *  

3. Consoiidation a~o2ds du~lLca%icr: or" Loan, TA, a d  namgenent staffs; 
5% -cr'lL r e s s t  ir, mwkeed person~el reductions m d  cost savings. 

4, BeEe%i,ng req2 - rr. o";'~f een ta t ioc  frees them to concen*r%te on 
prograa. ~ L E  . ; 'x 313.. c; =-; - e ' t o p ~  policy issues. 

5. ConsolL2at: *r. ii-suv-, L b k  supgort services such as p r o c u r e ~ n t ,  
trasaing, an5 -X.-ZJP!~.-'- are res~onsive to needs of faplementation; 
it -&XI, redwe p ~ o - ~  twal bottienccks and make for more efficient 
iqIemen-i;ation. 

6. ~c?nsoliaai;i3n a d  po'irping GT 2roject-s *q- s e c t ~ r  gives Hssion 
DLrectozs  cle= ' lo~dedge of where ~ r g e r i z a t i o n a l  respns lb i l iQ  
for s o l ~ ~ i n g  iaplezne2tation ~rcblems lies. Tkis is dHfised under 
the ?resent system. 

In snm, c~nsoIida%ion of iqleaen*ztlor- has clear edvaabges lor an 
agency vhicii rldskes to: rzduce e q b s i s  or, coun-kry pro~anmPjng; 
eonce~trate an sector g ~ c g w ;  iocrr?asingly "turn implementation over 
to i~terme6ia~ies; reduce s t z f f ;  gain a better grasp 0.9 pulicy issues 
m d  be a. w r e  cTfectit-e spkesmzn for development; a d  imp,rove the 
cwerail eIZectiveness SIZC efEiciency -~Lth t;hich it deXivers servLcss. 

There =e also risks to tkrls zgpoach. mere is a danger t h E L t  de l i~ery  
of services to a pzrticukar cumt;~ j  m y  slip becguse the i-1-nturs 
do not a t h c h  high prlorSty to the grojects there, bu* Ynis danger -- 
"ky d e 2 5 i t i o n  -- can affect or&~ e &nor p r t i c n  of A I D  projects, 
There is always concern t31 t  operations -k-hich m e  not controlled by 
the BegZoml Bxeaus w U l  t e e  ou a life of their own, witb in- 
depen6ent objectives, ccacern is heightened by wmries of 
Tie profouzdb unsa%Zs?actory op ra t l cns  of %he 1C.A orgmization. 

Xovever, ax%s care?!  delLberztion we concluaed that  the benefits 
cf consolidsIi~g operational fwrcticrns w c a d  faz outweigh the costs, 
Yareo~~er, we m e  convi~ced =a% m y  amlogy between azr propsa1s and 
.the ICA ex_~eriecce is Inappropiate- Respnsi 'bi lLty f o r  all p r o a m  



d e w l o p r ; t ,  design -d amovsl. re-ins fLrm2.y in the Regional 
meas,  Yae sec%oz structure is a further ssfegwrd .=gainst 
B i f  f 3 a f  on of actIvZ2,Les, and adequate zcordimting m e c h ~ s m  
are recomaended to ass-we that ingleise;lk-tion - w i l l  serve - nut 
doraim%e - egeed p l i c y  azrl p x o p m  c33ectives. 

m e  Cp?ra%ions U n i t  of X D  xould ot,-ersee 'the inplement&ion of' all 
pr~jects,  inelzding 13te;.reg20mf Je~ts, m d  - m a d  addnLs'ter 
sugprtf  rtg ser-i?ices s ~ c h  as ;zoc-meext, coatractLng aad training. 

C e a  of these 2c~ct iocs  mder a senior officer would 

perdt significa~t staff savings 

s i~~ l i f" ;r  kxpleaerztatlcn procedures 

. permit greater interchange of tecnnical knowledge 

reduce Y?r B2stinctiuas betweer, loan and grmt projects 

h e l ~  to ar ; m e  tha.1; ilap1cmerri;atlon t,s subse~fien* to 
p l i c y  objectives Z T , ~  propam pmpses. 

The core cf t i s  pa-% of the Agency would be organized by sector to 
asswe i~tegra3ion cf resomces (x, DL a d  3% 483) & consistency 
io pl,icy a2plfca%lon. 

T-e regional bureau, less their s ~ i p ~ ~ t  off5ces (management, ins t i -  
tuLior& de'reloyxnexlt, capital develcper;t) would r e t d n  -1 control 
over p o j e c t  =d p r o e m  f o r ~ & t i o n  azd d e s i p ,  u L l l  the act ivi ty  
5s approved zmd resay for iqleraeztatim. Thereafter, responsibility 
s h i f i s  %o Cuae operatioc d n g .  me regioml bUreaus re tz in  a liaison 
cspazity to keep a h e s t  or" the  pzce of iqlementation, 

" 
TIe regional burews a lso  the p-im repsitory of knowledgg for - 
the countries in thelr =eas sad ze&n res_pzrxifble for country level 
liaTson -&th the in-t;errz;tiomJ fizxi,,cia2 Fnst5tutPons. They would *. 

csncentzate on develr~plng: nearii~4fId sector a s s l s k c e  program and - 
policies, dra7&ng on tecbmical s rscr ie l  in the cperatians bureau or 
techzlcians contracted for 5y the opra%fons bureau, Freeing the 



regional barean from concern ~ 5 t h  bplenentation shodd  perrnLt mre 
pofess ional  involvement on a wider rar*ge af de>-ehpnrent issues t h ~ n  
a% present. It &so should enccurage roore thorough, professional 
f o d a % i o r ,  of sector programs an6 projects. 

In &dition to the regional BLtreaus, the @icy and plamng side 
woufa consis t  of central offices responsible for budget and program 
coordination; for developwnt policy a r ~ l y s i s  and l ia ison with 
fnt,ermti,o& ~ r g ~ i z a k i o n s ;  fcr %he de-irelopient of innontLlve programs 
anti for s p c i a l  p r o g r a s .  k t a T i s  of these functions are discussed 
belcw . 
Outline sf a New Or~anizatlon 

The a-ktached charts show the relationship of mjor units in the i l l u s -  
tratfve reorganiz~tA.on, the -rative describes the major purposes of 
these u n i t s .  This is only a t e n d e d  to prwide enough informxbion for 
a decision principle; it is not a formal definition of f'unctions. 

A, Regional Bneaus 

The three regional burems - i l l  deal with Africa, Lctln America and 
the New =st and Asia. The first two would have the same geographic 
responsibility as a% presezt, the Lstter combines ZBSA and EAD. 

The regional bureaus would be smIler as i~plementatior, and mnagement 
funct ions are centralized. Desks would c~nsolidate- The S e v e l o p n t  
planning staffs w o d d  be built up, The regional  bweaus w o u l d  be 
respc?sible for cour,try sectoral analysis znd for assefrbling the teams 
to design s p c f f f c  p o j e c t s  or programs. The regional bureaus vo1ii.d 
be respnsSble for obtaining agproval o f  country sector strategtes 
f r o m  the Admir,istratorls Council. and to obtain the necessmy a-gprovaLs 
for loan 2nd t e c M c d  assistance proposals. They dl1 also be re- 
sponsible for U.S. par t i c ip t io3  * i&erna-i;ional consulfx%tive groups, 
&cir s ~ U  operations liaison staff dl1 be r e spns ib l e  for coordination 
with t'ce prosan  mple~a ta t i cn  offices 30 assure they are current about 
p o p e s s  in their pro-- azd to flag sny delays Ln inplementation. 

Wlreau for Humani tazLm-  and Private Ikvehopnent Assistance 

This office ~ o u L d  -age *fie sgeciaf progrws ~hich involve vok~ntary 
agencies, privcte developnerlt orgz~izat-ions and h1marzitwian assistance, 
It Include disaster rellef, Anericatt sckrooSs and hospitals, 
the Office for P r l ~ a t e  Overseas Prcgrm, Title If and the World Food 
Prograas. 





C A r n  
Agricultwe Project O f f  ice 

Extension Research 

- Techi.cians - Boject Assistants 

- Loan Officers 



3. Proem manning Resomce Allocations 

Tkse fu;nctions would be djscharged lq- t w c  Bxreaus, as describe2 
below: 

Bureau for FolLcy an& P r o p a  Coordinatioo 

This bureau would be r e s ~ n s L b l e  for two =eas of activ5Qr. One 
element would be responsibility for the resource allocation system 
and the related decision-making process. This m u l d  include: 

the budgeting function; principally the mrk of ?PC/RS 
pius the budget:ng Fmctions of the Controller. It - - 
&uld encompss all resources including PL 4.a. 
coordimtion; with regional bureaus, security assistance, 
a i d  OMB- 

. c e n t r a l  point for processing deTelopmnt Loans and tech- 
nical assPstance projects to assure consistency w i t h  
policy and sector objectives and to serve as Secretariat 
for tae Program Apgroval Comaittee. 

. evaluation; mr~torlng the non-capital t.zoject evaluation 
sy sten; installing a capital 21-0 j ect evaluation system; 
assuring periodic evaluation or" major policy Lssues or 
pogram areas. 

, legislative presentatLco. 

The second efement would imolve providing leadership In formulating 
AIOts pos2tion on major de-relopent p l i c i e s ,  in relations with 
international developen% instituticas on plicy issues; in representing 
the Agency in policy discussitsns within -the U.S- Government; i3 pro- 
viding a pool of analybicsl t a l e f i t  t o  support improved analysis of 

* 

trade and financial mtters as well as major development issues. 

W e a x  for Program Developmezt 

This Emrean is not s i q l y  a renazning of TAB. Its f~nciions w ~ u l d  be C 

much more szlective and closely idetl-tffied with fiture Agency needs 
-. - 

as ideatilfied through bust country sector strategies. It should 
concentrate on developing new knowledge and. nethods t o  attzck key = 

development 3robLems to vh5c-h- the Agency's assistance programs will 
be directed.  IL should be organized around spec i f ic  problems--e,g,, 
food grab pro3uction, populatfon con%rol--sa%her than 'oy broad 



sector. Its wo~k--research and p i lo t  propas--nust, wherever 
feasible, be carried out 51 developing mmtries,  Its operations-- 
aside fmm pilot profects or others directly related to developing 
-oew approaches--should be transferred to the opera%inns unit, 

The Cosrdimtor far- Progran Operatioas would have responsibility 
for the program implementation cf AID. He mul2 (1) oversee the 
backstopping an6 implementation of alf technical essistance and 
development loan projects ; (2  1 ahinLster the supporting service8 
required for loen end t e cb i ca t  assistance implementation. 

The foIlowbg wits would camp se the grogram: mmegement unit : 

This Bureau would be tbe he&& ~f the aperst5ons side of A D .  It 
~~~ have respunsibili-ty for nronitoritlg the implementation of all 
Agency technical essistanse and loan projects. The bureau muld  be 
divided functionally, s c g . ,  an agriculture projects office, a 
population projeccs office. !l%ese offices would backstop both loan 
and grant projects in their fields, 

2, A s s i s t a n t  Admhis.trztor for Procurement of -Services. 

3lhis is the chief services bureaa of %he Agency. 3% would bave 
responsibility for procuring the services related to overseas 
program--technic& services ( cantracbrs-intemedimies) , participant 
t ~ d n h g  (OIT), and comnodities (proc*memezlt) . It would include the 
Coaixv l le r ts  Banking 23ramch to handle f i n a n c i a l  docwnenta-t;ioxl, a 
f'ield support unit to backstop mission management act iv i t ies ,  aad I 

the office to backstop the housing guar&nty prog~tm, I 
I 
I 

3. Operatiooal Policy and Management Planning Staff I 

I 
I 

This staff works directly mder the Coordinator for Program Cperations I 
to assist him fomulatz opesa%ignal policies and procedures, 

4 Regfonal Liaison -- Staff I 
This staff, attached, directly to ?;he Coordinator's office would be 
responsible for liaison w i t h  the regional bureaus. They would be 
responsible for keeping track of region-wide imple~entatian progress 
and following problems of special importance to %he region, 



5. Other Functions 

Personnel, a d  Controller f ' u c t i o ~ s  m e  self-ex~imatorg. Washington tr 

. support servf cex are the housekeeping funct ions  5~ AJ)/~' .  Ve m a d  . 
add the respoasib;?ity for -k&e da%a ser~tces. f 'mct lo~ ,  fir the A D  

- 
Reference Center and other docment eollect5sne and B r  any statlsticaf " 
reporting functiora, a 


