- AT AN
.
LrTALUAL aUN

An E£xpanded and Coordinated
g Promote *he Develeoonent ang [
Technologies Appropriate for Dave
s - rary, J510NS, A R
] =
!‘! < 5
nr 1
J3
ady it -
L] v Ii
'
|

o4 - -
«10N O
"
q auntries
o
- e 1 ANnneiat
DNS and Annexes
o
|




Paqge humber

SN SRS

1=v1

Ll
o
=

o]
8
1N
v
-
-
o
[
-
Y bl
-y
Bt |
. o b=
S
J
"
‘f
. L
"




Is

ANNEXES

Selected Tabulations of A.T.l. ACtivities+

Benefits from Strengthening Client Organizationsr
-

oping and Disseninating Technology+

Concepsua) Framework for Discussion of Appropriate Technology™
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tvaluation Methodology®

e of A.T.l, Subgrants*

Parznership in Appropriate Technology (Management Report)* (Robert

corey ),

An Evaluation of AT International (Arthur D. Little tean)*
A, Implenentation of AT International’s Planned Evaluation System (A.D.
Little tean)”
D. AT International in Africa: An Evaluation of Seiected Projects in
Lesotho, Swazilanc, Malawi, and XKenya. (by Dennis Wood)*
- AT International in Asfa: An Zvaluation of Selected Projects in
Ingdonesia, Sri Lanka, an¢ india [by Byron Battie)* ,
4. AT International in Latin America: An Evaluation of Selected
Projects in the Dominican Repuplic, Calombia Bardbados, and Honduras,
by Rafae) Sanper and Julene Sorensson Beck)*
Africa Trip Repors: A.T..l. Evaluation (Wayne Dunlap)®
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Program in Appropriate Technology,
A.T. International charterad; and gran
” N - = 2 - . . . L] -y
$20,000,000 were made with A.T.1. in June 19
A.T.l. 1s now 2 small, washington-based
with various constituencies (LDC and US
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O OF A.T.

INTERNATIONA

S, authorized funds for “"activities in

field of intermediate technology, through grants in support of an expanded
coordinated privete effort to promote the development and dissemination of
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for developing countries.”

inplenenting

A.l1.D.'s "Proposal for a

this mandate, was accepted,

t agreenments of $1,000,000 and
and August 1978, respectively.
rganization that works

appropriate

cormunity, LOC governments and donor agencies) to prcmote the
ind dissemination of technologies appropriate to developing
It enters intc cooperative relationships with selected individuals
zations on the basis of A.T.1.'s perception of their importance o
verall charter, It provides information, small amounts of financing
izal and managerial assistance, and brokers contacts responsive to
ted needs of these cooperating organizations when the- benefits
icsivisies appear sufficient,
FINDINGS AND CONCLUSIONS
n Buiiding, sy, wercent of A T.1.'s overseas activities appear
S AnatLiL
ceives of strengt ng ¢lient organizasicns. A.T.I1, has
1 success in strengthening many client organizations. In other
. hat not cerannthennsd the client. and in saveral cases A.T.!.
yve fa J& 20 uncorrecsed weaknesses of the client, In one or
ravigwed A.., puts nmay thenselvas, in unfortunate Jjuxtaposition
S0rs, Ve weakene interpar: organizations. It 15 probadble
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A.T,1, has also ademonstrated the potential for networks of grass-roots
development organizations to be important institutions for the stimulation of
!. has

sechnologizal innovation in its target populations., Further, A.T.
gxperipmented with a variety of alternative institutional mechanisms which hold
promise, such as franchising, development of training networks, and market
development, It 1s obvious that by forcefully following up efforts in this
area, by searching more actively and innovatively for such institutiona)
gxperiments, and by developing better channels to distill and disseminate the
relevant experience, additional benefits can be achieved from these
institution building efforts in the future.

Technology Developnent and Diffusion. The large majority of A.T.I1.'s

sub-grants explicitly involve technology development and/or diffusion. The
term technoiogqy 135 used to connote a wide range of fnnovations, including

a5 har.ware, Frequently technology efforts focus on

techniques 2as we
technologies that are directly usable by the target population, but some focus

on technology for intermecdiaries. The efforts %o develop and disseminate

pporsed by A.T.1. are sonetines successful. There were a number

- 1w »
w2chnoio .1—‘ 4

projects visited rowever, which were unsuccessful in developing and

-
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introgucing new technology. It i3 suggested from the data that it may be more
ffective %o creal” conditions conducive to “demand pull"™ than to.try to

iisseninate technology through “technology push®., There are a nunmber of ways
Aslsds COuld inprove technology aspects of 1%s program it could inmprove use
yf technical consultants, incorporate more technically trained staff in
appropriate areas, use ad hoc nultidisciplinary teams according to the needs

of spocific activities, provide sechnical training opporsunicies for 1ts

2aff, 1inis the sechnological diversity of 1ts portfolio, and carry ous

. n - 1 - . .

n-depth studies on technology themes in {1ts portfolio.
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Tikely that these benefits could become the most economically important
results of the program, 1.2., by facilitating the application of lessons in
A:D and elsewhere from other "seed" grant experiments. Further application of

these lessons could also be achiaved by improving A.T.I1.'s management.

“ew denefits are resulting from A.T.l.'s publication program, partly as a
function of choices made concerning distribution. Clearly these benefits can

bé 1nproved.

Technology Services (which ware not evaluated) a

A.T.1.'s new Business and

priort appear %0 fill a need and be worthy of support.

A.T.1.,'s program in technology policy produces nodest benefits. It

jppears that A,T.1. could increase benefits from technology policy efforts.

it should be encouraged to compete for additional resources to do so. A.l.D.

-

should fund technology policy studies, using competitive bidding.

There have been no freign policy costs of the A.T.I. program and sone

penefits. here 15 3 nocest potential to improve forefan policy aspects of
she A,T,L5, progran, by A.:.D.'s moving earlier %0 rasolve potential cancerns
n particularly sensitive country prograns or by diversifying A.T-1. funding.

+Tets '8 progran 1s properly targeted in the sense of

«ieds proposal %0 Congress., We could not ascersain the degree to which

anefits were actually reac™ing <he poor; 1t was, in facs, 200 early to do so

ydequately. However, A, T.I1,'s success in reaching the poor in the nmore
forceful sense used In 1%5 publicasions 13 naturally nixed and probably low.
At 3¢ nO need to make major inprovement in A.T.I1.'s focus on the poor.
1tinued attention 0 assure this focus 135, of course, necessary,
A.T.5, focuses on L private séctor ¢fforts, but nas done less with the
rivate sector than intended by Congress. A.T.I1. 13 %2king acsion designed
. -,,. d ,"1- ’..: Ty LT ', ‘!n‘ -y ...
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nolfcy. Withdrawal of A,1.D.'s interast thus left A,

.1, &S an axperinent

-

rithout an axtension mechanism, A.1.0. can significantly improve the A.T.l.
program by restoring backing %o A.T.I1., by gevoting policymakers' attention to
\oT.1y's experinents in developnent, by transferring reponsibility for A.T.I.
to the Office of Multisactoral Development (or to an appropriate technalogy
init 1¥ one is formed), by creating an interbureau corriittee to relate %0

A.T.!., and by impraoving financial planning for the A.T.l. progranm.

OVERALL CONCLUSIONS

1. Wnile the program vas reasonably successful in LDC's in strengthening
ing and disseminating appropriate technoiogies and

influencing policy, 1t was less successful in drawing on this experience and
influencing 1ts US and international constituencies. Costs were also higher

than expected, and 1% is judged that a lower cost vehicle could have been
b‘

found %0 achieve these effects. The responsibility {s shared by A.1.D. and
e
1 TR
2. If A.L.D, and A.T.I, are seriously willing to attenpt the improvenents
required, nooest success should assure tnat the flow of benefits from the
R.T.5, arogran will be nore than conmensurate with costs in the future,
RECOMMENDAT IONS
_____ Lt, "4
it 15 the judgenment of the evaluation tean that the value of A.T.1.'s
rogran wil #5% De Judged aver tine by A.T.50. 5 own ability %o denonstrate
t6 125 constituencies that 1t 15 worthy of their financial and other supporst.
n this contexrt we recomnend that A.7.:. begin 3 process of seeking broader
jpport for 1ts progran. Propérly understood, the recornendation %0 increase
t5 Dase of support 13 4 managenent recommendation as well as a funding
- F 1, » n.
A¢ § Tunging in Lr 155 has ¢ 3lnost entirely fron a
ey ; Al 2 5 . . - rendar *Rat *h 1 sntral
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1 in 1976, A.T. International (A.T.I.) was chartered in
initial one nillion dol'ar grant was made by A.1.D, %0 A.T.l. in
34sed on the planning cone and experience gained with the firse
3 thrée-yaar grant wii tade in August 1978, (A detailed
{'s history 13 given in Annex 8,
f AsT.%. DUST De understood 1n terns of the larger context of
nce A.T.I. represents an experinent in aliternative noges of
sistance. £.F. Schumachqr, the nos: effective spokesnan of the
nnology novenent, had pointed out that technological progress
wuntries had Tong focused on substitution of macnines for manual
caliy, hig reguired wer irge invesiments., There had been 2
SUM Newily S0V ng unsries would, %0 sone eatent,
Ris western gaperiencs (n developing countries, however,
il wag IPSE ANG hare was A0 #normoud need for enploynent.,
. ’ L -:: -y hararter :r‘,. '-’.. :,o 1f J": 5.!
aof ey tragidicms JI%ral Aang social structures.
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technologies appropriate for developing countries.”

series

&O‘CDQ
of public meetings to consfder this legislative

task force proposed the

of a private, non-profit corioration to carry out the mandate (in

congress
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and accepted by the Congress, 1s used to document A.I.D.'s responsibility %0

-
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the Congress. Tne A.T.I1. Grant Agreenment is used to document A.I1.D, and
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It has been affficult to comunicate the nature of A.T.I., Since A.T.I. s 2
small organization with 2 limized budget, this difficulty tends to be
inexpected and disconcerting, A.T.!., however, is an experinental
organization and functions unconventionally. Therefore, the difficulty in

orunicating the nature of A.T.I, may de in the cognitive dissonance between

"

y i ¢ . - F 1 * 4 . - |
: 5 and canventional expectations of organizational processes.

LT wa B £ 0
- s - e

A=

1]

onventional organizational expectations, after all, developed in the context

€

a

f nierarchical organizations such as A.I.D. -- A.T.1, has specifically

réjected that nierarchical podel and 1ts inplied organizational processes.

onventional organizations usually are described as having goals and

anjectives, Organfzation nenbers are seen as inplementing programs to carry
Ut these goals and odjectives. The goals and objectives of the organization
Jsually can be infarred fronm patterns obvious in i1ts activizies. One cannot
sinilarly infer A7.!.'s "g0als and objectives® from the pattern of 1ts
SUD-Qrants and consulzancias, at least not when those activities are described
vensionally according %o the charactaristics of organizational and
technologizal content.1/ Certafn guestions gquits rational in usual discussion

3f organfzations -- e.9., why does A,T.I. managenent eénphasize energy sector

ictivisies and deenphasize health? do A.T.1.'s disseninazfon efforss rapidly
sransfer 1t5 research findings to the field? -- are neaningless or misleading

viowmoing allows A.T7.i. %0 De

sashington«based private

fsuencies L0 and U.3. privase
‘ T 17 5 . PAMRATE *"h
' 3 v - l.‘ . “"—:+-:
3 * nehing with ylecten "f"ﬂ":-d‘l":
"y - - d op e - \Nce - -
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and %echnical and nanagerial assistance, and brokers contacss responsive %0
the articulated needs of thass cooperating organfzations when the benefits
from such activities appear sufficient.

Wistorically, A.T.1.'3 program began with what are now called fts

Extensfon Services.” Operations representatives made country probes,

contacting a large number of people anda organizations working at the
jrass-roots level. The operations representatives sought to fdentify what
these colleagues delieved needed %0 he done and what inputs these colleagues
velieved they needed to make stronger efforts on their priority programs.
Projects were developed froo the best and nost fnnovative and relevant fdeas
of field projecss graw as the aggregation of thess

0 some degree, policy efforts sintlarly grew in response %0
sreiculated demands of specific constituencies. Coomunications and evaluation
efforts were necessarily based on the portfolio of activities. (ATl's
iivision of Business and Technology Services was formed, dDased upchy efforts
tNAt had been started 1n 1580 and 1381, after the evaluation star 4. The

functions of snis 2ivision were not evaluated.)

e Key %0 undersianding A.7,3.'3 orogran 135 found 1= the process of selection

¥ organizations with which 1% saintains relatfons. 1. _trategy for the
Wnsry probe has deen arsicuiasy” by she A, 7,0, Asta/Migcle East tean In an
pppraach called "the puzzle.”™ The strateqy 13 not & cookdook approach, bus

1118 upon he Creative, analysic talents of the operations representatives.

ne process of technology developoent and diffusion fs studisd, key

_c‘:“--.]-‘-.-”‘. ,": '.':'J:e: '-“-010-:,:. ‘u‘: ;’J:‘:‘”:*ﬂ: ..‘lrv“"‘“" 19'.".;‘:"0‘

jeternined, We delicve the approaches of the Africa/South Pacific and Latin

. -

.\_“,.._.: }r.::’- Te .'.'*.' :.c._' d,.‘:. r"‘" ._:.,.’- l,..: l,...:. ..“f‘ O..'.' :Jd’,.‘ p":' ‘.:
an’s In sudstantive ways. Thus, wnile ail three teans seek %0 develod
{nnovastive progracs responsive 2 the sxpressed needs of cllent groups, they
face ciffargns organizational systens, aoproach their efforss in sonewhas

ALV e T T anet ar A ke - » " yODrAACS o ¥ netty -“' .ﬂ"t"gﬁ‘.
PANPRIARTAT v aiing * a1 '__" o ldn _.'- O.F.. " Ware. .n' "-".".". Ji .--rﬂ
FYsess ANG 83188 1IN - ‘,." eATALIoN 15 4 wide tl'."..; 14

reiationships deswesn A,.7,.5. and other organizations,
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Individual accivities proposed Dy cooperating organizations &ré supported Dy

Aslees 1T Lthey DASS DANAQERENT SCreeéning.
senerally, A.T,I, activities are very small, and the decision to accept or

reject an dctivity for funding fs pade very quickly. In the screening of

osals, A.T.!, considers a number of aspects of the activily:

es 1t relate ultimately %o the needs of A.T.!. target population? Does it

trengthen the counterpart crmanization?

Is it feasible and practical? Does

t orovide A.T.), useful experience? Does it approach an important

evelopnent prodlea? Does {2 serve a useful cemonstration purpose in the
national or regional context? Is the technological contéent good? Activities

E -

are funded if the overs)l balance is judged right for A.7.1. The resuls of

the process 15 & very wide diver izy of activities when viowed fron a sectoral
gripective.
¢ ~f e alvantages of A.T.1.'s way of doing things are: 1) it s not
viewesd as paternalissic nor donineering by grass-roots orzanizations in LOCs;
v can quilikly move %o support innovative fdeas ft discovers in LOCs; 3) 12
1% nany tntovative 1deas Dy responding 0 Initiatives from & wide variety

. " ' Amae 8
+] 4 B eceDer 2i, 12845, ARIN0sT
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subgrants was nighest {n the Latin America/Caribbean region, Similarly, the
tota) of activizies in Latin America is higher, The portfoliocs of ongoing

1

subgrants are sinilar in the three regions.
Table 1-C suggests that there are significant differences in the types of
yrganizations A,T.1. deals with in different regions. For example, they have
nade a2leven subgrants %o comercial organfzations in Latin America, one in
Africa/South Pacific and none fn Asfa. Similarly, while Africa/South Pacific
nac nade seven of 1ts 31 subgrants to governnental organizations, Asfa has no
subgrants to governmental organfzatio~s. Overall, A.T.l. has made the vast
majority of its grants ¢ private, nor-profit organizatfons and cooperatives.
it appears that significant numbers of A.T.1.'s subgrants relate to small
enterprise developnent, energy and agriculture. However, while almost 40
sercent of the Asia program focuses on small business enterprises, less than
3

20 percent of the Af

|

-

«»

‘Sousth Pacific Progran does. Simflarly, eight of

A.T.1.'5 nine housing and construction projects are in Latin Aserica. Hore

jetalls on the A.T.1, portfolio are given in Annex 7.

ne foregoing paragrapns have concentrated on the progran of A.T.1.”s

progriate Teéchnology Extension Services. There are two other operastional

Aits 1 AT 1. The Policy and Communications unit, formally established in
Decerder 1381, sartly by condining staff and functions of preexisting units,

$ AT.50."'8 Tassestoent, learning and disseninating am. It is in this
Iepartoent that the work in the field 15 aggregated, evaluated, Jjudged,
.
o §

pachaged, ang disseninated %0 the variety constituency groups with which

A.Tels Interaces. A priority client group is, of course, A.T.I1.'s oun fiel¢
SPOGrans . woted from ALT.1.-supplied description.)
he Business and Technnlagy Services Departnent wias 3130 formally established
Jececder 1981, "It takes i1afttatives related %0 suppores of ALT.I.'s
nstituency tavelvensat  technalogy transfer, bysiness {nvolvenens, and el
neterarise davelo: t ¢fforss., The focys of al) 8BTS asctivisy 12 on brokerin
vers3ing h 1pacities developed ! %5 oun 32311 ang the capacisies
roorsantia $s A.d 3 own ! ¢ Jrogran a salor c)igne, " yoted
AT .esunnl 1ed description. ASLivizies Inclucde 1dentifying sechnical,
[ L ]
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résources, anc promoting increased participation of U.S. private sector
agencies and businesses in specific AT diffusion efforts. (This department

Wds rormed during the availudtion and was not evajuateq 0y the tean.

A.T.:1, 15, therefore, 158 -- AT Extension
services, Poifcy and 2 Technolagy
grvices., Thesa are complemen ive Director and
e Deparsment of Finance and ned by the Board
“ Directors.
I1. EVALUATION METHODOLOGY
An evalyation teanm consisting of five A.l1.D. employees was selected %o
represent different professional backgrounds and organizational perspectives.
- f whese, Michael delletre, was forced 20 resign from the teanm by the
ress of other duties and was replaced by wayne Dunlap of USDA.) The tean
1ped prepare the scoye of work for the evaluation (which was formally
ved Dy the AcCting Assistant Administrator for the Bureau for Science and
Tachnology), ' the ecific operational nethods %0 be used, selected
yt wractors for portions of she aviluation, participased personally in the
¢ction 4 inalysis of stuady dasa, and developed the final conclusfons an
. -_,..iu. , N “ha '!'.‘d.'.“ n.
.‘-. . ' . " A Tl Tolel aeT T, nae r hean '.-'h¢ in oronaring .'-’.:.}
rans or 1244 docunents. Thée Sean decided 12 vwould not be appropriate ¢
t v nssruct ¢ riginal logic == zone five years later -- using
’ v 4 2 icr - Fapre r v - - . ".:"- e mptr g~ - - ."‘."
T} . 1 - ir understanding of A.7.1. and ¢ 3 Tair
;e ! f i L r‘l . ar g .-'a "‘:l"",.‘ 4 ..d _i.F" a "c :ﬁ ."’a |
v . * ' A int "n * o 77 T» ¥ rOAac! Or sTrucuring the
4 3 - pe . - ¥ J - v ‘.-' . ‘,._.’,. Yo .‘o ‘,.“
" >} : .
" ¢ f d
¥ " O 1.1 s .. ' {
L | . 8 » .I ’ . . " - .
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Report on the Current Status and Operations of AT Intarnational®

accouns the

prepared by a five-person committee 1n 15979,

The fundanenta) guestion for the evaluation was: “ls A.T.I. a cost-effective
venicle for development assistance?” Through their activities rel

program, A.T.1. and A.1.D. trigger a number of processes that result in
eventual impact on A.T.I., and A,I1.D., goals. Indirect impacts are nmore cComnon
tnan dire and long-térm procasses nore cormon than short-term. These

nrocesses have been grouped for the purpose of the evaluation study into:

1] 1institution building;
2} technology development and diffusion; and,
3 yther.,

ne evaluation nas bean concerned with conceptualizing and categorizing the

net benefits resul tf

ng ‘rom the inpacts of these pro esses, The program also

{ncurs direct costs which have be these terns, the fundamental

-l . e s e o

o
=
)
e
=
-

—
o
i
-
.
2
.

wession can be rephrased: “Are the bencfits result.ng from the A.T.I.
rOgran conmensurate with the costs of the progran?” Clearly, although the
wession 15 phrased in econonic terns, the resvonse nust be judgmental, based
the professional judgnent of the evaluation tean
nce A.T.1."'s progran was specifically targeted towards the private sector
ingd the poor, sections of this report 4iscuss the effectivenass In reaching
Lhese targets.

nce the evaluation was specifically to be prospective in 1%s focus on the
"1:."! o7 I't: Sere % 4+ 14 '.; ] Ww=0n Tih4n “: 4 I "‘i.l:l| ‘q !.-.- ot "'t!: ‘l‘ﬂla.
to fgentify actions shat could improve future -affectiveness and thus
nfluence the final recormendation.
it L Ja°5 a5, 15 Nas 444 1504, Lructured arounc & 5 § :""‘:‘i".q..'ﬁa
) "c ¢ J ™ . 2 . ins - ",.'l,r' " ratary. 4 I . ,-- "I":" "'I"’.
. . . . i* R ¥ - " " PR - Inae ".-- AN Ou': .
ot % WES1Y e ns bl o REUGE for .-.-_..u ing "°r'-;o Wna :""."'...
't nouners appropriate. As the tean worked, (%5 appreciation fie the
L ] . ¥ - - § 54 a atrnY i - :t- a‘ Fr. L. re
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) 2t
devotes consideradle attention to several fssJes that were not included in the
initial sat of avaluation questions.

The major th-ust of the evaluation was the review of A.T.1.': field
activities. Tao> research assistants compiled data on all subg~ants from a
review of A.T.1. files. Two-person teams, acconpanied by A.T.I!. informants,
visited eleven countries to interview A.T.l. grantees, their clients and
associates. The countries were chosen by the evaluatioy team to include the
country with the largest number of grants in each reginn, a country with only
yng grant (in two regions), and at least one country with an intermediate
number of grants, Moreove~, an attenpt was made to visit countries in aach
region exenplifying a range of socio-economic developnent, on the assunntion
that A.T.1.'s progran design and level of success mignt be conditioned by such
$. <ithin countries, the evaluation tean decided to visit A.T.I.-funded
activities in various geographic regions %0 provide a viewpoint on

nteracsions at this level.

he teanms and countries visited are indicated in Table 1., (Sen annexes 98, C,

npleted formu of infarmation extracted by the

A.T.0.°8 f11@s on the activities o be visited. The basic questionnaire s
neludeq 1n Annegx 9.

Arthur D, Littie (ADL) was contraceed o orovide personnel to participate with
the evaluation team in the fiald visits., The four A.D.L. field participants

receivad two days of driefing in Nasnington by the evaluation team, with the

reicipation of A.T7.1. personnel. They provided a draft repors, and returned
Lo wasningion for An adaitional shrfe 4ays %0 4iscuss their gxperiences with
e evaluation tean, ALL.D. and A.T.1. personnel. They obtained writien

nents froo AJT.0. Ang the evaluastion teanm on the drafs, and subnitted a
final repors..

14, n  # 4, vidua barantsos tended %o l1as: fron onc-half to two
AT Wnile fforsts vere oade %0 interview 2lients f she sub a"':""

sanisation, U.5. and hoss governnens offictals and other interested parties,

1jority of effort was directec %0 roview of A.T.1. assistance with
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COMMENDATION: We recommend A.T.I. continue fts efforts to strengthen

(5]

"
"

counterpdrt organizations.
ISSUE: Can these benefits de inproved

CONSULTANTS' CONCLUSIONS: A. D. Little's expert, who reviewed the African

srogram, states as conclusions (Annex 98):

'‘A.T.1. does a good job of increasing the capacity of the
organizatfons ft supports to contribute to development"
(page 3)

A.T.1. does not function effectively as a management
yssistance organization for organizations or indiviguals
that it is supporting.” (page 5)

The Asian A.D. Little tean menber concludes [Annex 9C):
‘A.T.i./As1a program has bdeen conceived around, and
ariented toward, strengthening local institutions which can

aCt as appropriate gelivery agerss for technologies, ideas,
nf

training, etc. In most projects viewed, A.T.I. has .
tignificantly improved organizational and programning
strength of the local group.” (page 1)

ne Latin Anerican tean nenber conciudes (Annex 90):

A.l+4e 414 not appear to have been very innovative in its
wpproach to institution buiiding at a project/institution
vel., I%5 involvement with the institution is passive,
orimarily focusing on infornal visits and general
suggestions from the field staff. A.T.1.'s field staff
10635 N0t seen %0 analyze the nanagement, technical or
0512l aspects of the project %0 suggest effective
jiternatives for sirencthening {t. age 1)3/
)ISCUSSION: It wouig appear that some alternatives in A,T.1.'s 2pproach may
¢ considered.
4 1 - ol 1 4 - M. L - 2:1 3. - sl = 1 - -~ - -
eV Ins yari & 1% A55ure tnas each recional tean has a nenber
yxpers 1n organizational developnent, and that this expertisce 15 drougnt %0
LT.7 1 " l" e ey .-) - ;“'._. nn -l‘.: 'l-"._,""p"l, :- .ql_:’nt .’.r-""-'l"»'“.‘ :."l"._.“.['t;‘)n

sraining for all perations reoresentat n groanizational developnent




vl
methods and approaches. A.T.I., operations representatives could all be
trained in the ways to nmeasure organizational capacity, the approaches which
may bé used o elicit proposals to strengthen client organizations,
-

nethocdology for organizational developnent, and sources of resources for

organizational development and aaninistrative planning.(9)

L
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ons: The majority of the evaluation team felt that the

s 4 L4 L

overall concern for the specificity of A.T.1.'s mandate) what organizations

A.T.1. chooses to work with and why,10/ A.T.l. has chosen to strengthen shops

and schools in Africa (Malingi Rural Center and RYIST), wonen in davelopnent
groups in India and Barbados (SEWA, wwF, DWA), and minority focused community
opnent organizations in Lasin Anerica (OFRANEH, CPP) with only remote
connection to the development and dissemination of appropriate technology.
shile in sone cases A.7.I. has chosen to deal with pace-setter organizations
with national and even international visibility (e.g3., Sarvodaya, Carvajal
Founcation, Aensatta uUniversiscy in gther cases they have not worked with

such organizations dut instead with weak organizations with litt]

national or

@
regional Influence (e¢.3., Las saviotas in Colomdia was never funded, but

resources were provided %0 LPP). .

A.le.1., night more often consciously use 123 resources to stimulate large
yreanizational devalopoent programs funded by other donors (as 1t is doing now
¢ith Sarvodaya and CORTI. It might more consciously orient itself toward

rang organizations where they exist, which are likely o0 provide AT
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tion of inproved systems to satisfy the technological demands
population?

A major thrust of A.T,.1.'s effort {5 to strengthen the systen of

riva non-profit organizations that pronote technological
This involves not
thening the

zations which

population.
but

and detween then

ultimate target

ons, SIrens

ormunication among thenm, and organi

information and other resources.
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w2
pusinesses. Similarly, A.T.I1. helped Servivienda in Colombia develop the
design for a low-cost factory %o prefadbricate low-cost houses -- Servivienda

licenses tnis technology in other cities,

-= Training: A,T.!, made 3 grant to the eleven Kenyan Institutions of Science
e ———

and Techrology (KIST) to develop an accounting system for small businesses,

jevelop a curriculun for tratning bookkeepers in this system througn

accounting for on-the-job training projects run by KIST, and begin training.

rpv

t 15 reasonable %0 assume that the graduates of the KIST bookkeeping course
will soon begin %0 introduce the software technology on a large scale in
¥enya., DESAP in Colonbfa and PRCAPE in the Dominfcan Republic are using
A.T.1, grants to disseninate sintlar bookkesping technigques through short
courses (10-15 hours) offered directly to small business owners. These
projects are being replicated by other organizations fn other cities of

Colondia and the Dooinican Republi~n,

-« Markets: Sooe of the narkets for the transfer of appropriate technology

are very weak, A.T.l1.'s oanagement of the Technology for the People Fair

- %

5 the potential in strengthening markets for transfer of U.S. AT goods

‘111

Y
MELE

ynd services %0 LOCs. The Carvajala Foundation snmalle-enterprise trade fair and

APE's inventory of snall manufacsurers sugoest mechanisns for improving
arcess for local small enterprises %0 exchange AT goods ang services in LOCs.
uggested the potential for markets to be improved involving
1arge and soall enterprises in wnich he former would provide technical and

unageria :q;ﬁpu"gll *5 the latter.

MCLUSION AvTole has deconstrated the potential for networks of grass-roots
jeveiopnent orgzanizations %0 d¢ imporsant instisusions for the stimulation of
sechnological Innovation dy 125 targes population. Further, A.T.I. has

paperinented wisth 4 variesy of alternative instisutional mechanisns which hold

)
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strengthen theé school management; in the other, the effort was related to a
onscious process 0 develop a simplified systen and disseninate it widely
through the efforts of the aczhool's graduates.
Finally, 1t vas useful sometimes to separate hardvare technology from software
and other technology. Clearly, in solar ovens, brick making and low-cost
nstrucsion, technology is embodied largely in hardware: machines and
roducts. In credit systanms, accounting systems and other managenment
technoiogy, know=how 15 embodied in software, In some cases, such as the
jenatic endownent of improved breeds of cattle or enterpreneurship training,
we found 1t useful to have a category “other,”
FINDINGS n reviewing the file materials, it appeared that technology
gvelopnent and disserination efforts had not been the major component of
A.T.1.'s progran., Wrile B0 percent of A,T.1.'s subgrants appeared %0
fically fdentify organizational developnment objectives, only 62 parcent
wpifcitly appeared %o fdentify technology diffusion objectives (45 percent
tify doth), However, informatinn dissenination was fdentified as
haracteriss 3f 40 percent of subrants, nost of which referred t0 technica
nformasion., in shors, the large majority of activities in A.T.1.'S portfolic
rared ¢ voive technical development or diffusion as a direct or indirect
tive, bus r #diate priority appeared %o be on
trangthening orsanizasions.
4 " g -’ : - - -.__”‘.,, 1 - - ;‘. ' .. ! '._, . d.T - i B —‘._ "";':-_-r in
the f : re detalled discussions of these activities are given in Annexes
: , 11 &t . 1he reader 15 strongly urged %0 review these naterials %9
' e tr U rsangin f the range of A.7.1.'s sechnological impaces.
. . - '. L 5, .h - . ' L - e r T 1, syt —,-Itﬁ--
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S8
in Asfa, the field team found evidence of direct or reasonably closé indirect
technology impacts for the target population for ten of fourteen subgrants
studied, Hardware included tools and machines for small manufacturing
enterprises, fishpond construction, biogas digestors, looms, water 1ift

systens, prefaoricated “"solar kiosks," and pedal-powered agricultural
nachinery. Software technology included managerial technology (bookkeeping,

purchasing) and niniwatershed nanagement and irrigation.

in Latin Anmerica, twenty-two of twenty-three activities reviewed involved one
or more technologies diractly useful to the poor. Hardware technology
appeared nore often in the program than software. Seven projects dealt
specifically with renewadle energy, three with construction, two (indirectly)
with 11ght manufacturing technology, two with processing of protein fron fisn
€5, and several with a wide variety of AT devices. A nunber of software
ogies are also ‘nvolved: management techniques (for street vendors and
inal | manufacturing enteririses), range nanagenent, taro/pis farning systens,

ang lorena stove operatiuns.

- . r B .
- - ¥
.

nterrediary: in Africa, ten of sfxteen subgrants appeared

0 nave a “echnological component afmed at intermedfaries. These tncluded RAD
winoooiogy, managenent, and training tecnnology. Host were software

L
a1 s N iF 1 g e *n ma aemas b d
NOICEEE 4 - a - e gxDel seld,

Asta, eliven of fourteen subgrants involved technology for internediaries.

wi TNYQiveq approaches SO providing Credit to micro-eéntérpriszes, one involved

. - " - | —‘. - - - " ” ‘. .
the technique of ‘ranchising, and several involved RAD nethodology. One
- ' % - | " r
Ject, a5 has deen nentioned, involved she develophens of a winged dean
Tl - 1 - . . ’ ) s M . s N x T -
r 310G ant, wnich wouic De operated :‘" Jian JUesa, dUt
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DISCUSSION: A.T.I.'s successes are quite varied. For exanple, an A,

- ———

consultant prepared a useful and interasting study on charcoal briguetting as

T.I.

4 Way t0 use scrub brush for energy (Wilson). A.T.I, helped finance and plan

4 Nousing technoiogy neeting in the Dominican Republic, which was quite

T.1. sent

effective especially in the use of field demonstrations. Later, A,
attendees to an international conference on stabflized sarth construction
technology which was also characterized as quite useful. A village tile
manufac.uring industry {2 Indonesia pay compete more effectively with urban
tile factorfes due to technica) improvenments suggested by A.T.1.'s clien*,
Ofan Desa, and the village is now increasing the rate of technical

inprovenent., 5mall businesses in Colombia are nmore profitadble and technically

okkeeping and inventory control

=
O

novative because they are using sinplified

(|

- L ] ~ -
pechanisns deveioped Dy the A.7.l.-supportad DESAP project.

Host of the efforts orfented toward technology for intermediaries appeared to
o8 innovations that would benefit primarily the specific counterpart
institution, However, four of the sub-grants studied fnvolved approaches to
provision of credit to nicro-enterprises (SEWA and WaF in India, DOF in the

» Ang ASLPADE 1n Honduras). Two of these (plus ICA/Kawangware and the
arent organization that spun off FOOD) are used as case studies in “The

> Studies: Assfsting the Smallest Econonic Acsivities of the Urdan

vy Thus, the A.T.1, progran has provided an imporsant inpus o A.1.D.'s
search Tor appropriate technigues faor internediaries targeting the informal

serorise sector.

ne history, nowever, al ncludes projects Tess successful in thefr
wchnical & 5. A ro=Ryara projecs In Lesotho resulied in installation
fequipnent that local personnel Zan nofther underszand nor operate 810
pintdin. After W w0 years, 1T 13 33101 not operational., A projecs

JGNt %0 deveicp products fron zars [ rovide 3 narked for =il farmers In

dis  Faaspility stucies resulted in the conclusfon that shree of the
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“The Section 107 program i{s seen as ¢ forum for innovation
== 8 provider of yeast to leaven the larger efforts of
aid donors and LDC governnents."

There is no parallel wording in the A.T.!. grant document.
DISCUSSION: A.I.D. policymakers, according to its management consultants'’
conclusions "have seldom dealt witi the substantive aspects of the

A.1.D./ALT. L. partnership.” (Annex 8, page 44)

The A.l.D, Proposal to Congress to develop an A.T. unit in A.I1.D. to relate to
« Was nevér inplemented, nor were similar proposals from internal task
forces.16/ A.1.D, field staff interviewed in this evaluation frequently

conplained that they did not receive adequate information on A.T.l1.'s
activities from the grant manager or A.T.!.

Thére have been sone exanples of valuable contacts between A.T.I. and A.I1.D.
s descrided above, several of the projects identified and studied fn A.I.D.'s
ed by A.T.I, The U.S5. exhibit at the Technology for

. - . » y Ry L " - Ed i
12 "J‘..:" -3.-—F Wwas '-l‘-ﬂ".j'”: :)_l '1-.430 3n': :";‘.n'-:l?q :-‘:l' e aa u.fnql1

A«losas has undertaken activities in Turkey and Sri Lanka which wer

i
w
=
]
o
D
w
e
3]
o

[+ . '.' . : -: . :.".'r:.?"\f\“‘.l .
Th ual ir - AlA mn { &~ - rde 9 . e
he evaluation tean did not discuss this topic in detail with LDC governnents,

private sectur organizations or other aid donors.

-

- - F . . . . L]
LLLUDIONT T 13 oUr impression that the iessons from A.i1.i.'S @xperience

e | . = Fd » - Sagp— N 1 1 -
are not widely shared, and that denefits are not accruing widely from projects
11 i AT 3 ' - ~ 3 i " " . A = ¢ 1 ]
jelled afser A.0.1.'5% success s or frono avoiding A.7.1.'s fatlures.,
- - - L
1 AN he denefits of transfer of A,71.1."8 eéxperience be inproved?
si0N: Al.0. did not hold AT.:. responsible in the grant docunent for
e devalopnens and aissenination of new developnent approaches for ald donors
sovernnents, A,i.D, 312 not staff 123e1f (and specifically rejected
. o - . - - - . p * Ty a d a1l a . %
3112168 %0 40 3 %0 BNCOUrage A.i.., 0 undersake this roie, or %o enable
' . . » % s i [ . ’ . d - 8 0 o
siade B ira She iessonsg I bsdade biperie . e dovs ADDEArS not 0
’ Ioht ¢ Ao Tvie 2ransfer 11 rien t0 other donors or LU
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these are generally readadle and gescriptive, they are superficial and partia
- A ' 4 19 & " 117 .t. - I|.' v L ]
t0 A.T.1.1 A survey of recipients suggested that thay are used by
anproximately 10 percent of recipients. See Annex 13.) Discussions with
clients suggest the need and demand for a batter description of A.T.!.
'} - i sy /e " -l - ~ 4 - . - oo iy r Ve am 3 " i .
Oiscussions th otner donors suggest a lack of a "paper trail" documenting
Ao Y ceiul *1a s wan - b ' 1 . 3 ) '
A.T.1.'s activitias., Moreover, there is & lack of thoughtful professional
s = : . - !
locunentation distilling A.T.I1. experience for professionals in the
igvelopnent rielag.
C*mA. - ha a bl o - . d A T'T g tE¥ T L
NCLUSION: Few benefits are resulting from A.T.1.'s publication progran.
t35UE: Can benafits he ;ncreasad by strangthening managenment of A.T.I1.'s
ublicatsions affore?
NCLUSION: Clearly. A small nunber of additicnal publications can be
- 1A ' - L. T, - 2T REET: v e M - - . A ram r - BE
aveloped serving spec > neads. Quality can be improvaed and mailings bet
Ay
4713 Wy T i Y CERVICE
. s Ve - 1] . | LW 19N . J e L .
T.1, 15 expanding activities to icentify AT resources and %0 pronote
rafnation bhatween the U,S, private sector and LDCs. This effort was not
valuated by ¢ ivaluation tean. A priori the effort appears %0 f111 a need
v . v - -
0 be worst f suppors. Initial experiments with Lae Technology for the
ra r. v - o _... !. T ." 1,J ... .-:l:n.-!r:.
. . p - v - » L - . 4 ¢ L L - . " 1 - ‘fl‘ .
" L 1 3 A i * b " 3y (1 'l’
Na . i ing A.1.9. r sal ¢ nagr A i the neex f ¢the
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The grant agreenent states.

AT International does not expect to operate at the
national planning level in developing countries, as
oroposed under the A.I.D. heading 18/ Hational
Policies for Appropriate Technology, at least until
its own eaperfence leads to requests for assistance
from such planning organizations.”

FINDINGS: A.T.l.'s progran does include efforts to influence policy at a
varfety of levels, A,T.Il, staff nmeet with influential people from a wide
variety of roles in daveloping countries, and there is quite probabiy a use ful

syt unneasured influence from the direct contact. In Kenya, A.T.!. has funded
a central AT policy organization which {s likely to have sone long-tern impact
on Kenyan national policies, and in Indfa A.T.I1. has established a unique
sartnershio with CORT, a coordinating body for a numbder of organizations.
A.7.1. has endeavored %o influence policy in donor organizations with linited

success -- the relative lack of success in the case of A.I1.0. s discussed in

- =4 fTes
yecsion viiil,

A.T.1. has funded or contridbuted funding %o two international neetings on

- 1 - b -~
enera) :‘.:'.fl: l:l ,'J’;';‘-.u.
-
- (R s " .

Sinally. A.T.I. has hegun studies on several key technology polfcy issues with
{stinguished international experts and has begun to carry out a

elated series of progran evaluations exanining the policy implications of

b sets of 158 activisies.
' 4 s e e neanram in *ach alney n 14 neadurne mofdet® hanafive
L S N L '] a0 - » Y 9 ! L wle » n..- i) ,‘r '\-_f - J'.h.. 4 WUC I . (= Q T R
aibad ol b
+ - - { i - bl I | .y %
£« Can benef{zs be increased by strengthening policy related activities?
* M4 L L .l = 1. ¥ omde matiivra e seenn*iant far *ha = are v
. LN : i b R4 JUra v - ] aiure 2 gssentia ’) JUCCEeSS O
. » - i » . r - . - . -
teloas no=%¢ro nission, &% 13 suggestec, however, TNAT A.i.i. D€
< ;
acauranes o ek funding ousside the centrai grant (far other Than dase
funding) for efforss %2 analyze, describe and arganize technalogy policy
. i L] ‘ - " ¥ L] .
a* ", warting fo» syreh -y jreas "n‘ encourage NENE - par v
' - * L] - -~ . R Y L] 1 . - 1 - 4 -
peCifty 204a ing Objecsivas for such ActivisSios ang S dintain arficiency Iin
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It 15 also sugoested that A.T.]1. consider astanlishing a “technology policy
zhair., Oné or two outstanding theorists could be invited to spend a year at

cts A.T.1.'s progran, and

b &
.
C
s
e}
C
it
o
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e
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12arning the lassons of that progran. They could be invited fronm
yniversities, donor agencies, industry or client organizazions. (It is
probable that nmany qualified candidates would be able to bring their salaries,

13 VIE LT
or at ieast partial support.)

A+4.0, proposed such policy studies to Congress, but did not require then of
A\.T.1. We suggest that A.I.D. should now accept the responsibility of
financing the studies., A competitive process for selection of contractors,

or
open %0 but not limited to A.T.1., appears 1ikely to generate the best quality

f work.
al) 4 ICYAL - t e NNBAPre *"Ra* A T T =il ® Snrra s | nfite Fpram rar 1 §
MIPs LD e Vi, o ABDEArsS Nat Adiedie COUICT TINCrease dDenerits ron tecnno 01‘.
policy efforts. It should be encouraged %o compete for additional resources
t0 40 30. A.i.9, Should also fund technoiogy policy studies using conpetitive
Tl . .T.]
a . flaw
. '_. :‘J.l 2 L_n | -
ioalti Are there costs or benefits accruing fronm A.7.1.'S progran in terns of
ni “F:'.'.. ' . ! re ;” ? .l-l "‘F:f.‘f"?s::-‘
ON: A, T.1. support %0 client organizations 1s not politically
Jtral. Given the inherent potential for political visidility in A.T.I.'s
' - .d - 7] - g A e - J ' 4 ~ . - - . L] -~
rogran, and given further the existence of A,7.1. prograns in countries which
ir 1t12) ensitive for the U.S. (3uch As Nicaragua, ndfa, Haiti,
5 - *i q Aw i@ ."‘iq.l - - - 4 idegrmn " i " ~ b - - 1iedp 1
s ANG vid |, - ) Gras . s =Ml Wé icovered ) Qvers poilisical
rodiens nor 2ipliooatic incidents in our evailuyation. This 1s in larce pare
& 30 he nsitivity and prudence of A.T.3i.'3 fleld staff, A.1.D. field
fficers did suggest that, as a 1icy, discussing potential prodliens with
: id starf prione %0 ALT.L. grants nighs help asssur nsinued success
2 1a .
d , -y 1 T LS t«fundan roanizat s
3 P '.' y i - * Wi nery 1 T =
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ssador and the host governnent, In two of the eleven countries visited,

there were potential prodblens at this level which existing procedures ware not

. -~
|

handling., In Colombia, A.T.I., was not considéred {n the implenentation of the

Ambassador's instruction, implementing the GOC reguest, %0 terminate bilatera!
assistance in 1983, In India, the A,1.D., mission felt that A.T.!. should
obtain prior approval from the GO! for A.T.!.'s 2ctivities since these
activities were funded by USG nonies. Anecdotally, interest was expressed in
A T.1.'s working in the Peoples Republic of China. In all three cases, there
are substantive reasons why an A.7.1. organization would wish %0 vork in the
countries invoived, In all three cases, A.1.D. funding of subsidized
assistance prograns would appear to require policy level consideration, If it

- » 4
i

«ie 5 ACTTVITIZS Were contrary 1o the

-

yverall foreien policy interests of the United States, A.l.D. funding would

- g - - . - - - - L —
Wers geterningd that on 0213aNnce a.

necessarily be teminated for the countries specified,20/

mn e
-

cussions wish A.1.D. officials, Embassy officials, and client

L}

rganizations of A.7.1,, ?Jret;n policy benefits fron A.T.1.'s progran were

igentified, Several or=ants stressed the desiradd y of private sector

‘nkages for cevelopmental purposes with non-A.1,.D. countries that A,

- - A1 ; i ' - . , 1a
NG does make, o larly, various informants stressed the 1ong-term benefits
. . I - ¥ - s ' - .
%0 the U.S, from A,7.1.'s working quietiy at the grass-roots level, insulated
froo relastively short-term political influences.
- - " " v‘ - - = -
NCLUSION: here have been no foreign policy costs of the A.T.!. progran and
sone benefits.
Los . :
3 +5 thare potential %o improve the foreign policy aspects of A.T.1.'s
--:'-‘n
nesede BAnAQEDENT 0F the A T.L. Grans Coulc be inproved to recognize in
pavance Sty Jions such as those descrided above, angd 20 assure appropriate
! o~ _-'-r .,_rlo- : ¥ L - .'ll .Pn " n!I.‘- - ¥ ‘-' ‘,_‘-""'"-_".'ﬂ:-,:
A W for AT 1.8 efforss In countries such as Coloooia, China, and
: : y resolved compietely by AJT.1.'s odtaining alternative sources
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A clear but somewhat 2xtrene 22/ statenent of the concern is presented in a

L 4 "

réport preparad under con to A.T.1.: "Building Local Capacity for

|

tac
Sustainable Developme e 23,

In'

/ That report contrasts two styles of davelopnent
nlanning.

ne first style is predicated on:

“The prenise that sustainable econonic development is

inpossible without local participatory organizational

frameworks through which the intended beneficiaries of

development activity can plan and act on their own benhalf."
The second 1s characterized as "decentralized development planning" usually
ufidertaken by delegating some decision-making authorily to field offices of
natfonal governnent ministries.” The prodlens with this second model,

scording 0 the authors, are as follows:

“decause such planning tends %o rely upon existing power
structure to "get tnings ‘*.Gﬂt‘,‘ it 15 the olites rathaer
<nan the poor wno DJr:f:{gatQ. and projecst JC:':VT.’J':)‘
tends to favor tha interests of those leased [sie) in
need, Ultinate responsidility for planning rests with
specialists, ang responsidility for exacuting the .
2rograns rests with governnent vorkers. ',_.3,;‘: neople
perate within & revard syssten that 1§ product-orianted,
not process oriented, and within a structure that tends
*n he '|'u-r"”‘:o.-:. static, 30‘:‘”1.‘ gcogrgainased
agninissrasively, and ulzin 3.0‘3 nierarcnically
-‘_-‘.1 .'-f.:"r'l'fﬂ‘;’.-'

rANDINGS:  Practically, A.T.1. has de:ided o work through interpediaries and

wnis invoives providing those internediary organizations with rescurces,

L] - L] 4 & s
inviuence angd contaces. nere S0¢0%5 N0 redsonsdie coubt taat the
ntemediaries are araful 1y -,‘,"._,,'o.':,: d‘)r notivation conso1ant “1:n ".."...'-‘
ceives., HOWIVEr, SO08 Of these Interaeciaries are closely 2ilied wizh

urrant power structures n thefr countries, and sote are nanaged by

-
wecialiets and governnent workers. fealissically, (2 must he suestioned ¢
Jhie najorily of these efforis channeled through orsanizatiors directed "
§” *n ' 14 '\v-‘ 113 . o'.'_‘ q7 -.‘-*J.‘ " .ug.."q: *hé :‘.‘a;p 4
kg thelr own Sechnical chotces.2d
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A.T. International
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CONCLUSION: The unit costs of A.T.I.'s program functions were higher than
originally envisioned. Ne judge that they have been higher than

necessary.27/

:SSUE: Can the costs of the A.T.I. program be reduced through nanagerial
inprovenents?
RESPONSIBILITY: In A.I.D.'s Proposal to Congress, one of the subordinate

reasons for creation of A.T.I., as a private sector organization was managenment

efficiency. It was stated thas:

“experience with similar organizations has has shown that
shey generally have a great deal of flexibility and can
make grants rapidly in response to percefved
opportunities. There {5 less procedural red tape and nore
rapid decision-paking. Such organizations have a great
deal of flexibility in hiring and managing staff -- a
condition which do2s not pertain in A.1.D."

s 0 m

Aessl., of course, has a general responsibilizy for canagerial efficiency.

ol Tia B | pds

FINDINGS: A Transient Phenomenon. The conflict between the budget specified

in the original scope-of-work for the A.T.!. grant and the decreasing

fzations of A.1.D, central funds, were not fully confronted until the thirgd

4l

3 By tAR
; -, ~e ¢ 01
Judreer oFV r 170

when A.T.I1. was officially informed that A.1.D.'s
wiigation for FY 1381 would be $4.1 nmillion and the budget request for FY

W2 would be $4.5 nfllfon, There had been relatively little comunication

detwcen A 1.D. and A.T.1. prior %o that date on A.1.D.'s budgetary planning

and the inplications for A.T.1. These levels were roughly half of those

preposec Sn the grant agreenent and the tardy notification of A.T.!. of the

actual dudget Tevels caused najor revision of A.T.!. progran plans and

onsfderadle problens with norale within AT 1., ALT.1., at shat time, froze

1
e
c

3
a
.
-
Cad

Ltake steps to reduce personnel costs.28/ Instead it

InCreased enphasis on s%aff sechnical assistance, and enbarked on an anhbicious

FTOrs S0 gefine 135 mancate, procedures and future orogran in nore setall,
- y g ' o § - @ - - » ir
SUIS OF AdoU0 '8 ANQ AJT.5. "8 acsions was & significant reducsion of

- . - L T, » " - * o d A = @ fa b .
s o ol rs 45 & Jersensa : : O M AR ’ .}"Jd':'—'-a
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ore collaborative budget planning by A.1.D. and nmore timely information would
nelp reduce the probability of such problems in the future. If sudden budget
cuts did occur, A,T.l, nanagenent efforts %0 appropriately reduce personne)
Costs and overnsad would reduce inefficiencies.

-

cost Contafnnent: A.T..1. appears to the evaluation teanm to be a reasonably

well managed, cost conscious organization, and we would not expect %0 see
najor budget reductions achfeved through internal savings. A.T.Il. is,
however, involved in reviewing its internal costs and overhead and has taken
sucn steps as reducing the staff benefits. We zpplaud this effort and
ancourage continuing efforss to streamline A.T.!.'s operation. The managenent
consultant (Annex 8) nas sugoested that gains could be achieved by routinfzing
frequently performmed functions (such as location of consultants, etc). The
consideradly larger staff than originally envisfoned suggests shat staff costs

be carefully reviewed,

osts: A.l1.D. appears %o have nininized 1ts costs of managenent of the
- k| ee

ogran, but 2as 15 axplained 1n Chapter YIi1l it appears that an

inCrease 1n A,1.D, internal costs for the progran 1s warranted.

LONCLUSION: Ipproved coordination Ly A.d... «nu A.T.1, can prevent or

aininize future transient inefficiencies caused by unexpected progran

shanges. Continued eophasis on cost containnent 135 of course necessary.

SE: Can A.T.1.'s progran be inproved through the use of altarnative

sources of financing?

LISIENT: In the {nizfal discussions of A.T.1.'s progran, 12 was argued that

e e —

.."' --'l-.ti;'."le 4

348 of creating the organization, hiring a stafé,
ncentualizing a strategy and inftating a progran preclucded active search for

jiternative souces of firancing a4t that time, A.1.D. formally supoested in

: 4 ver, as .‘l.n:u 29310 She Droless.

e e . i - : { vy iaet X

J5510%; g evaiyation 416 consider he feasidilisy and cesiradilisy of
\ [ s @ - & Y P ¥ ” @ " . ~
itarnative sources of funding. in fact, AJT.0. has Attracsed some soall

. ™ PR . ’ . » 9 . T A
,'1"'.,. 'ro the Drivale J9C%0r 4% wel i ‘unds froa WO =unt s n "‘outv'n




.Sl
a. Decentralized Funding from A.l.D.

in the review of the African A.T.I. progran, discussions were held with
several missions of the relative value of the Bureau's !.R.T. project and
A.T.1.'s African progran. The tean felt that the A.T.I. progran was
consigerably more effective than the I.R.T, The strong advantage of A.T.I.

sugoests the potential for regional bureau funding., Similarly, A.I.D.

.

2

_—

fons have funded follow-on efforts for A.T.I1. grants in several countries

(%]
(5]

in Africa and Latin Anerica, and some A.l1.D, officers expressed interest in
possible mission funging of A.7T.1. country specific progranms. Feasibility of
this approach depends in part on A.T.I1.'s eligibflity for OPGs, in part on
achieving an agreenent on the laval af independence appropriate for A.T.I,
under alternative sources of A.1.D. funding, and in part on the encouragenent

Lo} L4

given dy A.1.D. policy makers to the agency %0 fund A.T.1.

., Funding fron Other Developoent Assistance Sources

AciiDe, %0 sone degree, influences funds avaflable fn 1ncal currencies for
sevelopnent (FL <80 and 5P e). Simtlarly, othar aid donors such
: 8ank nignt fund A.T.I.. A significant advantace of these sources

of funding would be the gasier jJustificasion of work in pore advanc

;-]
O

% .

walne miim*riae [R - -
Mveloping countries (Sra2il, Korea, ett.). In some cases, these countries

!‘-_if ul;'.. KL T}

2ing opportunities o0 A.T.1. and would be valuadble menbers of A, T.1.

dpporsed networks. !oreover, there are certainly subpopulations who are

g " " Ve

sufficiently poor %0 fully warrant A,T,.1.'s attention, KHowever, 13 s hard %0

JLEt1fy use of U.S. dilateral developnant assistance funds in these countries,

d - 3 B B = b 2o T
T rrivace Sector, on-’roftit

0 Lolondia, the evaluation tean discoversd, unsystesasically, fnterest on
o irt of 4 private founsastion 1n the 1ded of cofinancing an A.7. Colombdia
AT Ly There nay be siotlar opnorsunities in other countries.
irly, U.5. ngations ne congider suppors of porsions of A.T.2.'s
Progry f properiy presented. For exanplé, the Ford Foungation and 'tellon
in Aatinn rs ane' naye rovides ""'-.H‘I' { " LI IET .. 10 ne ne AFARTA v
» e 15 ¥ e J ’ # el B » - ' ol B d'a¥e d - 1"4 ."'1' =%
* " o e "ran m ferveonmetars “Lonnnlnnm (Y e -‘,I".p far a?aree aimllarm oo
# » Jy " BT ! o 4 " res 3 Mia - 0
.'-‘.‘ .'. "'i ‘.'-I".'.- . F) -_p“ o ‘-’., (] Ilr‘o.-,.: .":!‘-‘.:a..":"- im lrﬁc_-'

. ura l\.p.i_‘. grovrisnce and NtACLS 34 . ¢.1:ﬂ|d‘a _1,11.
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d., Private Sector, Cormercial

aven grants to commercial organizations, illustrating an
interesting new approach., It would appear that helping such organizations tap
ns, sources of comnmercial vensure capital, or firms with which
$0 enter coventures would be nmore appropriate in many cases than federally

arants. MNot only is this cormercial financing repayable by such

v
U-A

-
.
1
-
=
.
- 4
»
3
3
p=
.
-

dusiness know-how from the private sector may inprove
the Inpact of the financing. lloreover, there are alternative ways in which
gntérprises may find 1t desirable to provide resources for
L ]

AsT.1.'S progran (contribution of goods or services, etc.). A.I.D.'s Private

l+i+ in %apping appropriate

i
'
-,
-
-
'R
e |
wd
-
L .
: ]
=
-
i

Releie, 123017, can enter int0 She commercial market for its goods and
rvices.29 iiven the need and demand for information in appropriaste
*arhnnl *y ang sechnigues for alternative cdevelopnent ppproaches, ' Va7 ) &

shouid De adbie T2 partially support informacion distiilaction ang dissenination

fforts through the sale of pudlications. Easry into this comercial narket
e 1e s AL ’ A'E ¥ > munnava nihlda d a ' .
NS 31350 enCOUrage A.i.io T0 10Dprove puditcation guality, ang heip reach a
1 . - ’e - o . 3 F " Cd iV ] a v % 4a'B :
er ang r icerned aucience. iIN1I4riy, Asl.s. 5 ROsOurces and

J3IARSS SErvicCes JiviZion Couiad Commagrciaiile 5098 Or 1353 services.

i ' - . e - i@ » . * y .
2550Na} Consultancy services Dy A.i,:. 3%477 for 213 conor agencies coulg
th generate incooe and help transfer 153 cuperience %0 those agencies.
- ' . - . - > d * " - %
1%, wh T2l 12 BO* _r'—'tv"., ) riersia snserarise, compercialization
» : N . .I.. 3 :c‘ "_‘: ;".’-.'.l.;_.: v ..I‘ L.l'ﬁ iOraye BAnace ..'..',... ,": P?:o‘ﬂ’
1. ‘ Ctivities,
' s -
i "an " *$ e 1 4 B "na L i A L “Tnant |nf;'
LA ' AW L - L] L]
L AR “oran J1d De sctively enzouraged and assisted %0 soel
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] ] " ] Al i y 8
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yat developed sources for such funding, and that central funding must be
maintained at roughly current levels for sone years 1f A,T.1.'s progran is not

»

to suffer severe cutbacks.3l/

vill. MANAGEMENT
'.‘ﬁ °.'ll1"o:- ""'J'ﬂ;:;'!.‘..';T
1SSUE:; can this nragran be inoroved through ':.'L"‘L‘"GT inprovenents in AT.1.'s

managenent?
FINDINGS: The overriding finding s that A.T,!, has sycceeded aver s

nistory in creasing a viadle organfzation and carrying out a reasonable

progran iith the resources allocated %0 1t. This, in ftself, is a significant
icconplishoent and should not be underestisated., !Moreover, A.T.l. has

successfully survived the predicted inftfal prodlens in direction and
$2a7fing, ne current Danagenent 15 serifousiy and consciocusly striving to

garn fron {23 gxperience and o0 assure that the 1-_:3'15:.1:!% i1l pore

efficiently and effeciively fulfill its mandate in the future.32/ The degree
+iede 5 DANAGENENt CANNOT De neasured against the hign {deals
Ut were envisioned in 133 founding, but rather against the standard of other
00%s developoent objectives in innovative ways.

nis standard, A, 1,4 % perfommance 1s nore than ddeguate,

s U 1S avaluation 15 recomending no najor reorganization of

" - @ ]

Releie, nOr bDasic reformulation of A.T.1."s rganizetional processes. The

ependent managenunt ~onsuitant’s coment 13 enphasized: “There s no
v10ence In e resaarch 1iserature on supervision that staff nenbers will be
re craative, productive or effective ‘n thelr work when subjected %o
‘ Jent rearrangesent af the working process or inser-relasionshins.” Anng s
., DA 'anasenent rovenent 18 not a4 “technological f4x® 20 inprove
'l'no- ! . iveness.
" " Ty § { :. J ™~ v i func*iant navy o..'-.;: in
45 - b Wroves ..n s RTTOFrSE 1R yé he '.‘l.l:l rogran.
: jaragied the inproved d1a%t14%10n and digseainazion of
» » ) . . d y 2T 1.1 T .r .] -._.... .-—..qa:-tu,,n_":
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-54.
searches for glternative financing, fpproved A.T.I1. inputs to organizational
daveloprent and technology developnent and dissenination prograns, and
continued enphasis on cost containnment,

Clarity of Charter: It appears that a significant improvement might be

avaflable through a clearer articulation of A.T.I.'s approach to
development.33/ The authors of A,1.D,.'s 1979 "Report on the Curent Status and
Operations of A.T. International® stated as their first conclusion:

“A.T.1. appears %0 have chartered itself as a general
developnent agency with the objective o strengthen
people's capacity %0 inprove their well-deing tnrough their
oin efforts. This broad charter {s belied gonewhat by
A.T.1.'s own portfolio which has more of an A.T. cast %o
ft. The Review Cymittee nelieves A.T7.1.'s description of
izself shoulg de ntated in more specialized terms. For A
definitive approach, experinental data could be derived
ehat would be usefyl 20 A.T.i. and others in defining the
uses of approgriata technology in developnent. A starting
point would be %0 describe A,T.1. a3 an agency with a
wndate 0 pronote the use of appropriate technolagy.”

The quotation f1lustratas both the internal tensfon batween A “.1.'s
characterizasion of 12361 and the compasition of 1ts portfoifo, and the
tensicn between A.T.I. 41d outside observers on the specific nature of
A.T.1.'s nandate, This tension 13 still not resolved. The managenent analyst

parzicipating in this evaluation has written (Page 36, Annex 8):

"The 1ack of capacity 0 find conpetitive ¢dges, package
thet in an A.T.0. way, Anc put theo Into operation wisth
A Toioo%ype qualisy corsrols, constitutes 2 critical

teficiency in current sanagetant practice. (1% bay
gurprise sone thas thigs deficiency and 13 inportance 20
qurdl o v :

heTode VIADIT1Ly 1% Encwn Ang uncerstood often iIn
alternasive Sermse--Dy 111 s2aff nerders. This was a key

L
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ared of agreevent. ) e
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L} . ' o

selling Itsel?:15/ In Chapster Vil, 12 was pointed out that alternative
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surces of finansing are avatiadle far A, 7.0., (iIncluding A.1.D. Diasions,
. - - » F 3 § % 7 ~ -
& ikl | = e Y er o iriass, pewr 3°4 LONDrS, fi gt 1%, .j:
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Private Enterorise, Policy and Program Coordination, and 5cience and
Technology) to facilitiate information exchange. The comnittee ideally would
be multidisciplinary, with representatives embodying the various backgrounds
appropriate %0 A.T.1.'s functions. The comnfttee menbers would serve
individually as a continuing contact for A.T.I. starf with A.1.D.'s Bureaus
and Sector Councils., They would be responsible for moving information
nrovided by A,T.!. to the appropriate people in A.l.D. The committee would
aeet quarterly as a group with A.T.!. representatives to develop ways to
oronote A more cooperative atnmosphere between the organizations. The

r

connittee would also advise the A.1.D./A.T.!1. project manager as required.

Improve Financial Managenent: In the financial management of the A.T.l.

- e

grant, we belijave that the core funcing for A.T.I. nust be better protected
tron direct conpetition from A.1.D. projects. This is not because A.T.l. is
not connetisive with sinmilar A.1.D. projects -- gquite the contrary. Rather,
siven the large size of A.T.1.'s budget with respect to the Office in which it
{s managed, the=e 15 an inherent tendency for the managing office %o seek to
sfvart funds frum A,7,1. to activities which the office 1tself controls,
araover, we be'feve A.1.D. should work earlfer and nore closely with A.T.I,
{r preparing Congressional budge: subnissions for tne A.T.I1. core support, and

| y L] - .

in analyzing fu* A.T.1. the buagetary inmplications of alternative

a¢ furtner suggest that A.1.D, caonsider 3 longer-tern {nstrunent for financing
A.T.1, Throe years may be %oo shors, in thet & major evaluation should

)1y Do carried out during She next projecs 0 assure that A.T.1. and

1.0, nanagenent inputs are inproving, denefit flows are increasing as

) *ed, and A 7.1, 13 successfully assracting alternative sources of
financing. Such an evaluation should not de done defore Swo years are
leted, ves there would not be tipe %0 carry ous such an evaluation in the
snird year, 2130 & new grant, and Zarry out the necessary dudgeting anc

d L]
gerasive details n the other hand, {f she avaluazion were 20 show

ire %0 Achieve significant ingrovenens % would De desiradie %0 wind down




CONCLUSION: A.1.D. can significantly improve the A.T.!. program by restoring
backing to A.T.1., by devoting policy makers' attention to A.T.I.'s
gxperinents in cavelopnment, by transferring responsibility for A.T... to the

ffice of Multi

-52-

iF

sectoral Developnent (or %o an A.T. unit {1

creating an interbureau comnittee to relate to A.7.1., and

one is formed), by
by improving

%

financial planning for the A.T.!. progranm.

ay |I"f1

-l AuWl o

| MlCeTY A
'l I.L:-..J! .:}l"

Are the benefits resulting fron the A.T.I. grant comensurate with

the costs of the program?
OLSCUSSION: It fs too early in the progran's history to answer this question
sccurately. The flow of bdenefits from A.T.1.'s progran will require some
years %o he fully established, Zven when fully established, they wil)
robadly not be quantitatively measurable due to nmethodological and
sudstantive constraints., Therefore, the gquestion reguires a judgnent of the
vaiyation tean. .
PREVIOUS CONCLUSIONS: Sumnmarizing the relevant conclusions of Chapters !l
shrough Y1l
= AJT.0. has denonstrated success in strengthening client organizations. In
wher cases A.T.1. has not strengthened the client and in several cases A.7.1.
" 5 have falled due %0 uncorrected weaknesses of the zlient. In one or
"W 1503 roviowed, A.T.0. inputs shenselves, in unfortunate Suxtaposition
ol L TACLArs, DAy Nave weakenad coynterpars organizasions.
S Taae NAS denonstrated the potential for networks of grasse-rooss
y ne ar 2asions o He PLANS Institutions for the stimuiation of
o Anovasion t5 argel pulasion, Fyurther A,.7.1. has
" = . N % Jar ',v. . :‘. "’I' / T TL. -o..‘ p“ q"-'l"'”w " -‘r\_ p_':
o BU s francr Ny, vol wnt of sraining networks, And parket



http:A.T#J.1s

-53-

- The large majority of A.T.1.'s subgrants gxplicitly involve technology

iavelopnent and/or diffusion, Frequently, technology efforts focus on

technologies that are directly usable by the target population, but sone focus
n technology for intermediaries. The afforts to develop and disseninate
technology supported by A.T.I. are sometimes successful. There wera a number
of projects visited, however, wnich were unsuccessful in developing or
introducing new technology, It 1s suggested from the data that it may be mure
2ffective %0 creats conditions conducive to “demand pull,” than %o try to

disseninate technology through “technology push,"“

- 1T 15 our inpression thas the lessons froo A.T.1.'s experience are not

widely shared, and the benefits are not accruing widely from projects modelled

v L]

after A.T.1.'s successor or fron avoiding A.T.!.'s failures.

- Few denefits are resulting from A.T.!.'s publications program,

= A.T.1's new Business and Technology Services (which were not evaluated) a
priori appeéar %0 fill a need and be worthy of suppors.
= A.T.1.'s progran in technology policy produces nodest benefits. -

= There have been no foreign policy costs of the A.T.!. program and sone

o

nefics,

- . Ld

= Adiaie 8 progran properiy targeted in the sense of the A.l1.D.proposal %o

neress. We could not ascertain the jgegree to which benefits were 35:“8113
reacning the r: 1t was In fact %00 early %0 40 20 adeguately.
« A,7.1, focuses on LOC privase secsor efforss, but has done less with the

. s - '-‘l" A -a - e - no,.nqa.: By qu:fﬂ‘.'.'
"5 mnie .. y 2.9 9 . praneram Faunecred ane ”» wishar ok T -L0.T}

- e U e O Aabois 5 B ira JACSIORS wers i +Nan t Jinal iy

' : JAGE SNALT they have Jeen Aicher Than necessary.
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215CUSSION: The above pattern indicates that the A.T,!. program is property
targeted toward the poor and the LDC private sector., !t appears %o be
reasonably successful in building institutions, in developing and
gisseninating appropriate technology, in influencing technology policy, and
avoiding foreign policy probiems., The effort has been less successful than
originally hoped in serving as “provider of yeast to leaven the larger efforts
of ai¢ donors and LOC governnments.” Its publications progran has been less
successful than hoped fn afstilling and disseminating AT information. It has
been less successful in reaching fts U.S. private sector constituencies.
Finally, unit costs have been somewnat higher than planned, Overall the
progran 1s clearly less successful than hoped. Realistically, this {s not
unreasonadble in retrospect.
The pattern further suggests that the program has been nost successfu! in
achieving the axplicit, local purposes of its assistance activities, and least
successful in drawing on this experience 20 {nfluence !%s various U.5. and

international constituencies. In this context, and ignoring the value %o
oTal. and A LD, of the experience they have acquired, we guestion the
success of the program during the Tast three years. For the direct benefits
dtatned in LOC's -- strengthening host fnstitutions, <eveloping and
isseainating appropriate technologies, and influencing host country
Yo e
. w e

echnoiogy policy == could not a lower cos: venicle have been found?

Jur considered opinfon that one could have been.ly/

$NouT4 be emphasized that we place the major responsiditity on A.1.D. for

several 1oportant prodlens which have significantly limited the success of the

progran. Thus, soth A, L.D.and A.T.1. share responsidility for the facs tha
e progran was not more successful fn the dase.
ONCLUSION: While the progran was reasonably successful in LDCs in
trengthening Ingtisutions, developing and disseninating ansrapriate
wecnnoiogies, and Influencing policy, 12 was Yess successful in draving on the
- ing Infiuencing 158 U, 5. and Internationa) constisuencies, nee
4 i ran ! : \ 429 40 A o r t vehicle
& L . ‘ - f L r 1 - L] ‘.” 2 . ‘.. ' 5 "".‘fﬂ‘
L -




3, ISSUE: Can the A,T.!. program be made a more suitable vehicle for
developnent assistance?

PREVIOUS CONCLUSIONS: Summarizing the relevant conclusions of Chapters 1!l

througn VI, improvements could be inplemented to improve aspects of this
progran. A.T.I. nanagement improvenents could further strengthen the progran

b4

where 1t 15 strongest already -- in its direct fmpact {a LDCs. A.I1.D., by
returning to its original nosition in proposing the program to Congress, could
nelp transfer the lessons of A.T.l. to other organizations, could assure that
future financial crises do not increase unit costs of the program. A.T.Il.,
with A.1.D.'s assistance, could secure beneficial additional financing, and

inprove 1ts contacts with the U.S. private sector.

SONCLUSION: If A.1.D. ang A.T.I. are serfously willing to attempt the

improvenents required, modest success should assure that she flow of benefits

frothe AT

1. progran will be more than commensurate with costs {n the

fusure,

X. RECOMMENDATIONS

t 15 the Juagnent of the evaluation team that the value of A.T.I.'s program

. ]

will Dest be Judged over tine by A.T.I.'s own abflity to demonstrase %0 its

onstituencies that 1t {2 worthy of their financial and other suppors.

«1's managenent and

Therefore, the ftilowing recocmendations concerning A,

funaing contain elenents wnich will encourage the deveiopnens of A 7.5, 23 2
resource generating, indepencent organization. A.T.I. should de closely in
SOLCh with s macuets and constituencies, providing those services and
‘arrying out those functiony valued dy these providers of resourses, only one

-

wAiCh Should «= 1n the lTong-run -- Do the Bureau for Science and Technology

f She Agency for International Developomens.40/
L Te0e ShouTd degin 4 process of seeking broader funding for %3 orogran
ther gnits of A.1.0., other 413 donors, foundations, and other clienss
1S ADRTODrIaAte 0 A 7.0 '8 abSecsivas and e cltents' resources. rroperly
NAETISO0E, the recommancation 10 Increase 135 Dase of suppors 15 & nanagenmnt
INGASION a8 well 35 4 funging reconmendation. In (%5 managenent sense,
. - 4 y " oan i*319 R-T 1 Tl ad f *hase Lines of things for




B8
8. It 13 recommended that the A.l.D, zentral funding mechanisa for the future

be 3 grant that provides & floor level of funding for A.T.!. field prograns

-

the condhined role of A.T.1. &

Ing 115 headquarters operations, This central funding nechanisn recognizes
5 providing an experinental approach %o

developnent assistance, providing leavening for the larger A.1.D. and LDC

programs. Under such an arrangenent, A.7.!'s growth will cone from funds

provided by other sources, or by 1ts increasing ability to catalyze or
leverage afforts by others. In aadition %0 providing A grant that contains a
floor level of funaing, A.1.D.'s grant to A.T.!. should provide natching funds
for resources A.T.1. acquires during the next four years, so long as those
fyncs gong fron oytside the Asenty, with respect 20 nission funds or
-ontracts with central dureau offices, A.T.I. should not be penalized (by

sing floor level resources) when it 13 adle 20 secure funding from other
parss of the Agency for specific services --on the other hand, these funds

v 33 woylc outsice funds, efther froo fee-for-service

Mig ngS D¢ Datched

“a

i

A
rrangenents with LOC organizatio

$ or othér funders.

e
L
-

- siebe SNOUIE se81 ‘4":‘ﬂ; Tron A.i.d., O%HhEr donors and the privite
sector Incliuding foundations. There 13 3 commercia) market, however, for
 Ang services A.T.1. can provide, and conpetition in this markes holds
fits for A.T.1. Thersfore, the funding mechanisa should encourage A.T.1.
- pete on comercial oarkess to recover the costs of certain activizies,

o A.T0073 prograo depenas on 153 practical sxperfence with srass roots

valopoent efforts, ang 12 13 essential that overseas efforss continue as the
srfrical focus of all AT 1.8 prograns.  The grant acgreenent should assure
Wiis Shrough review of the aliocation of resources towards U.5. and LDC
ratituencias. Jeveral ndicators should De used %0 assure A.7.!.'s
tinyed RAsis oOn Service 50 LOCS and enperinertation wish LOC prodlens In
Wit irsners.
. BTl & L b F o y 4" *E *hae 2 1.0, 1 i ."\'"
. . . - ’ . . . " M ‘.'. 3 g+ L1l Te) And A *he
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orientazion of A.1.D, soward A.7.1l., which

soread applicasions in A.l.

assyre the wids

Senior szaff attention will re

L4 ”~

1% {5 recorrenided that A.I1.D. strengthen |

of {ts entire orogram in respons

it grant %0 A.T.I1. it 15 intenc

3anagenent
aanagensns sverview of the entire portfol
F. Two iDporzant alternatives

A ¥ . T [P L] -
anagenent ¢couid be vestes

& L (B
.

ternatively,

Bureau wish effarss %0 assurs caxinun effo

%20 211 aspects of A.1.D.'s progran. The
preference. Within the S4T Jureau,

1ternative grass-roo

socfal and economic institutions involved

"
n . . ey - - T ‘.
thergfore recormended that responsidility

a * - Em o wh - - Anedi
Tean v W€ 1 yen . o 10 5 s ’-‘ : W ' C“

technology including as a ceént

4 here that

nanagenent

nreference 15 directed %0 the

was created in the past, and to

0. of new A.T, approaches pioneered

wuire adcitional prufessional staff

ts nmanagenent of the implementation

t0 the Agency's 1976 Propcsal to Congress on

ral 2lenent of the
AvioD.

overall progran
strengthen not only the

attention given to inaividual projects and granti, but also the

& In 15 area.

exise for managing the A.T.I1. relationship

in the A Bureau, assuring maxinun

&4 in the SAT

rt %0 transfer the A,T.1, 11aison

could he vese

laster approach 1s our sirong
Office with
ts duvelopnent alternetives and the

X , - 2
in technology Sransfer, .

15

for the srant managenent in

f Myltisectoral Developoent

-

jo ir deve'oping she new grant scope of work, it {3 recommendad that A.1.0,'s
Propusal for a Progran in Appropriate Technology® generally De used as

suidance rather than o revious grant agreenent in areas where She Swo

11f%r, sucn as the discussion of private sector activiiies, the nature of
poors for LOC fnssisusions. and the role of policy e”forss in A.T.1.'S

,o o8
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A siofle aight help to clarify the issue. Consider two games or 20

questions. In the first, a panel questions an individual about a tonic he

nas selected. In the second, an individual) gquestions the nmenbers of the

panel sequentially, each of whom selects a topic consistent with the prior

responses of his colleagues. An outsider could not tell from a sinple
isting of the questions and answers which ganme was being played.

novever, the processes are totally distinct. Mare %0 the point, the

topic” underlying the panels responses in the second

he Logical Franework Approac 115 for estadlishoment of & hierarchy of

= 4
g
=

.

blactives and related success measures at che %ine of project design. It
13 sunsequently used by A.1.D, as 2 guide %0 structure projezt evaluations.
L fron the organizations wish existing
ndefin’te Quantity Contracts for evaluation services. These coopanies

i been pre-quaiified Dy & competitive procurenent process. However,

AT l. feels tnat “the value of the inpressions of the ADL consultants s

arguadlie given that thelr wraining and experience [1inised 20 conventiona)

prograns) ond the fact that A.L1.0. cost cutting precluded any signficant
MArSICIpation Uy them 1n She Dre or Dost=f{elg visgie neetings and
iscussions,” The avaluation tean fn contrast, feels that ADL f{elded 3

tean of exceptiondl experience and coopetence, and placed consideradle

" i & . .. p oy .0 - ) { g "
g - g n Sinr wservYas ne An4 :d1; 'eno‘.
g @ ' s . s ad an . - s ¥
oTate Torls there was 112210 2fscussion with hen on the findings and
1 - i .
4 . 5 r cevaiuation
: 'R fow . ‘...- - b - 4.:-',.—"’-'1"‘.
% 4 i LT} . i Fnupmea b -.'l‘ ,,,'30 T Tl " . e n
. #oe * e
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J. feels this 15 speculative. It seens obvious, howeve=, that A,T.I.
would not have funded projects for NCWK, OFRANEM, or CPP under current
nolicies, and these fatlures would therefore not havée occurred under
15, Thus the speculation seens reasonadle.,

A.T.1. feels this criticisn i3 unfair, and due %o what ¢t perceives %0 be
the "conventional perspective” of the consultant, Mr. Samper, who 1S an
sgricultural econonist, Naned by ADL as tha tean leader for this
wceivisy, Mr, Samper was rafsed in Colondia and worked as a Colomdian
nasional in the Colombian Agricultural Institute. He has also worked in
A,1,D, and a3 U.5, univarsity prior %20 Ats ensloyment 5y ADL. The reader
is referrec 1o nis field report, in Annex 90. Dr, Daly, the evaluation
tean penber who worked in the field with Mr. Samper, concurs in his basic
judgenent, although he would have balanced tnhe statenent with sonme of the
nositive aspects of the A.T.l. effort in the region (see Annex 12), Or,
t¢ adegrees In engineering angd acninistration, and anong

Co

Daly has gradu
sther things has several years experience in organfzational developnent
projects in Chile, Colonmdbia, and zne Dooinfcan Repudlic. He currently

nendges 2 porsion of A 1.D.'s research progran which stresses small grants
%0 devaloping counsry institutions. .
A.T.1. suggesss that the fssue discussed in 2his paragraph 15 "a smal)

1963 dlown out of proporsion,”™ not sufficiently based on 4ata and

wcagenic, However, o of the three teans felt that the prograns they saw
wid be ioproved by detter A.T.!. approaches %0 strengthen nanagenenst of

f2ations. Ioproving she staff competency of A.T.1.'s Division

.7, Tasension Services In the area of organizational developoent

sedrs 50 ¢ 4 ratioral and prodadly effecsive s2ep.

53i1ng opinion by 3 ainorisy of the evaluation %ean on

. . P » “ » 1
£ Ang A,T.5. G045 NOT ACCEDT N CrISICIED INDIted 1N SN1S
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A.T.1. does not accept the validity of the criticisus in the conclusions

ot
)f the African and Litin Anerican teans, noting that A.T7.!. feels the ADL

ansultants enbrized a directive apuroach to technoloyy developnent, and
A.T.1, specifically cnose not %o be directive.

—r— r——

As s DEITEVES that this paragraph s seriously inaccurate.

AT 1. atazes these doliar anounts are quite exaggerated. ‘lowever, they

- Ll .

are ‘ron 5% Technology [iffusion Report and we have no alternative figure.

gals thit thers ars 3 nunber of technically trained peonle on

thelir 1taff, and this point s overaccentuated.

. * N i oY, ey, FE T - 1 £
iowever, A,1.D. OM DOVING S0 Creata 3 Small Enterprise and Enploynment
it 1n the 0ffice of Multisectoral Developnent. This unit would have
wny of the attridutes originally proposed for the A.T, unis. Moreover,
the overa. ] evaluetion of A.1.0.'s AT, progran will suggess zreation of 2
antap Fpp 2 sffames '1m 2 ' B
-w - L] L] - - . B ER &
AcTens Toel: thiy siscussion 13 nisieacing and lacks bdackup evidence.

feferring %o the "Propesal for & Prograc in Appropriate Technology™ 20 the

-,ms .
ress.
. W .
aA PR » . . . . d » .
S 1 4 k. e . na rény énts i *nis kind q!f;_!l.'- create
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23/ By Avron Bandavid-Va) and the Developnent Group for Alternative Policies,
December, 1981,

24/ A.T.1. points out, correctly, this quandary confronts most aid donors.

25/ A.T.1. strongly disagrees with this position,

26/ A.i.l. pay gue tion this statenent,

27/ A.T.1. strongly objecss to this statepent. The reader is cautioned to

rayiay tha fallaying sectisn =0 syt the statenent in i3 intended Context,
2y tha falls

28/ A.T.1, feels it was justified {n 1%s approach %o this crisis. The
evaluazion sean i3 not comnmenting on the propriety of the decision, dut
sioply descriding a situation which caused a dramatic increase in the
ratio of staff costs %0 subgrant volune,

29/ A.T.1. fesls these approacher are good in principle, but require
consideradie reworking in getail,

)/ AT.1. correct)y suggests care in distinguishing functions which should
and should not be centra financed,
e nendber of tne evaluation tean feels that A,T.i. central funding should
significantly increased. A.T.1. agrees.

There 13 sone disagreesent anong the evaluation tean membders in confidence

n "he ¢ FranY NA :.-u-"" o ¢

- - v W el wan
-
The evaluation %ean {3 divided on she discussion uynder this heading., The
S SCUSSIOn renrtiants the DAjJority view, Sobe nemders eapress concern
J% %he cosss of the recent major exercise of A,7,1. %0 discuss 1%s
Al o Nl ERAPEAP i Ava LA 188 ouestior " a 'a-' .y 1 4 ‘JP"‘\Q!’
- » - - & L '] * ’ . - - o -
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