Appendix C

THE SERVICIOS OF LATIN AMERICA

Brief Summary

Servicios represented a major instrument in the earliest
general strategy employed by the United States government

in what bececame its foreilgn assistance program. The servicio
"strategy"” indeed dominated U.S. foreign assistance 1n

Latin Aamerica through most of the postwar years until about
1958. Basically, the servicio was an administrative device
through which the host governmeaont was bettor able to
assimilate U.S. ald and the administration of 1ts own

programs,. A vigorous debate on the value of servicios
raged within the Agency in 1960-6', the conclusion of which

was that we should alter our approach and replace it with a
counterpart relationship of o more purely advisory character.

The servicios directly involved U.S. as well as host national
technlcians in fleid operations and local projects, whereas
most counterpart technicians of more recent vintage are
limited in khelr advisory role to central government
ministries. The @ervicio technician was also attached to

a ministry, but the servicio itsclf was o semi-autonomous
entity wikthir that framework, sometimes headed by o U.S.
official and established by & joint agreement between the
U.S. govermment and the host country government.
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Most servicios concentrated sectorally in three fields of
endeavor--in health and sanitation, in agriculture and food
production, and in public elementary and secondary education.
Bach servicic endeavored to apply 1ts sectoval program
throuanout the host country as much as possinle, and at

one time (1955) 42 servicios were at work in 18 countries

in Latin Amcrica.

Although theoretically a part of the applicable ministry
i

of the host governmeons, the main thrust of sorvicios was
directed at the grass ~ootr of local Life. Theoy were
action-oriented rather than advisory-oriented inshtruments
wit® their operational focus fixed on the local proaect.
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They were clearly instruments for the diffusion of technical
knowledge and resources, and while therc 1s no question
about a variety of shortcomings appearinag through the

fabric of this "first ald strategy"”, there is also little
reason to doubt that servicios left u duvelopmental impact
on the administrative culture of a number of Latin American
countrilos,

thracthistics of Servicios

Basic opevatina principles and serviclios generally included
the following:

1. The cervicio was a part of the host government
and not properiy a part of the ald agency, nor
a cemi-autonomous comnission like the JCRR. It
belonged to and theoretically became o part of

the hoot minictoy.

5. U.S. technicct ond administrative personnel
assigned te thar scrviclo were “integrated”

into the ministry in o stetf context.

3. Administration of the serviclo was of a joint
bilateral character, and field operations were
carried out jointly by technicians from both
countrici.

4 Usually the serviclo was to carry out project
operations in the field rather than servinag only
as an advisory body.

5., The serviclo's program was shaped up as a variety
of proiects in a glven ficld of activity, with
application pinpointed in many diverse local areas.

6. The bilateral nature of the servicio (in spite
of its heina a part of the host government
ministry) heloped fo owrofect its program from
iocel pol LLIo L prosmures and chancges and thus
aszired conrinuizy of oporations——presumably until
the ministry wor »v Linelf capable of carrying
on ctha work.
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7. The scrvicilio was essentially a technical enter-
prise, witih the principal technicians (rather
than adminisctrators) makine the basic decisions
regarding organization, planning, reporting,
and administration as well _s operations.

8. A special hank account was astzblished for the
servicio which was to contaln program funds
contributed by both the U.%, and the host country,
as separate from the ministry's or host govern-
ment's accounts, to avoid red tave of the hcst
government's fiscal procedures, to allow quick
response to proiect neceds, ana at the same time
malintailn caroful fiscal controls.

9. Expenditures from this bank account were limited
to purposes described in the basic program agreement
and to more specific project agreements determined
by joint staff project studies and operating plans.

The organizational character of servicios varied greatly
from countryv to country as well as from sector to scctor.

Latitude and flexibilityv must be considered a characteristic
of the servicio gystem. The creators and organizers of
serviclios woere generally progmatic and behavioristic in
theilr educational philosophy, more eager to cut the cloth

to fit the job than vice versa. A basic theoretical aim

of the servicio--both at the ministry and at the field
level--was to support an educative process. The structuring
of working relationships between the technical team and the
ministry emphasiwed that a day-to-day learning-by-doing-
together was the best central office approach to the transfer
of technical assistance and development motivation.

It was a quite different matter from the "advisory" role

of the techrician vho consults and suggests to his counter-
part but does not directly participate in operations. The
servicioc was thus an overational mechanism.

Structure _Ff the servicio accommodated iitself to the

principle of jolntness in nxog¥ar administration between



the ministry and the U.S. technical mission. This required
mutual commitment not only in the form of the basic bilateral
agreement but also 1n ecach series of inteqgrated projects,
cach of which reguired agreement and signatures of the host
country minister and the head of the U.S. misslon.  Project
implementation was theon to procecd by the joint efforts of
host country and Ulss. focimicians working toosther within
the ministry {ramework.,

The principle of jointness was demonstrated not only in
program wdnirstration and implementation but in financing
as well. The basic agreement creeting the servicio provided
a contractual obligation on ¢ich government to contribute
the amount stoted for the prodrem on a scheduled basis.
Mutuality wos wmaintained by graniing the vets power to both
the ministoer ond the head of the UlS, messlon over the
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annual operations budgct, wihich funded the proloeots.

The creat mojority of servicics were single-purpose agencgles;
that is, their project focus was limited to and circumscribed
by goals in o single ficld of activitv--in this case, agri-
culture, vealth or cdocation. Often, however, the programs
were uproad too thinly in terms of gecqgraphy. Not infrequently

N

Ewo o1 nore Finds of sorvicios were simultaneously at work

in the same area, but there ig Little cvidence that their
programs wore cffectively coordinated or interlinked. Hence

the sectoral intorlinkages so important in the over-all
development process, so luportant especlally to o technologically
unsophisticated local socicty of an organic nature, tended to
icken speclalists could see only

"
{

he overloorned, as
chickoens ™.

By 1455, 42 servicios were operating in 18 of the 20 Latin
american Republics (Argentina and Cuba cxcepted)=--17 in

heslsh and sanitation, 13 in agriculture, 11 in education

and L in industry. U.S. direct hire persornael in the
servicios probably peaked in 1957, But by 1958, the
influcnce of the extensiosn philosophy on U.S. assistance
stratoay began to wane. Starting in 1958 the U.S. share of
servicio nrocvam costs foll olose o zero 1n several countries,
despiic tho fooh that e serviclo budacots had grown in

absn nte cize



During the latter years of the servicios, host governments
tended to increase rather than decrease thelr financial
support to servicio programs--an indication that some of
the spirit and message of the serviclo approach had been

at least accepted and in some cases {(¢o in the continuation
of the Peruvian and Hondnran agricultural servicios) had
neen succesafully transp lanted.,

The agriculture scrvicios were functionally qgquite diversified,

although theilr princival thrust was agrilcultural extension.
The Peruvian exanple (SCIPA) carvied out major projects 1in
developing nost country cgricultural extension centers and
activitics, aduinlstered o runid for "reimbursable facilities
(machinery, tools, ilusectiodde: secds, livestook, eto.),
created o supervised credit pian, and superviseod the
regional Mantaro Valley Plan. The latter was a commnunity
development type of program based on generating local
agricultural leadership and increasing food oukbut of
medium~scaled farmers through demonstration of improved
technicues.  The Peruvian agricultural servicio had a long
life, probably the longest In agricultural servicio history
(with the pocsible exception of STICA in Paraguay). It
sponsorad over 200 frmers assoclations or Agricultural

Corunuiilly  Conmlt bons,

Lo who!le, oo servicios, within thelr sectoral areas,
represcnted ¢ brood spectrun of function rather than a
narrow concentration of professional inputs, as in many

of the more vecent technical assistance programs. Progress
ana aocomp Lishment were, perhaps because of that, less
clearly necsureble ond precise.  Some have tended to feel,
indesed, thot seorvicios endeavored to undertake too much,
and it is probably accurate to say that the wide-swath
geographic sproad of program too often resulted in a loss
of focus and definition. On the other hand, the broad
scope of the servicio methodology provided the flexibility
necessary for coping with the organic nature of under-
developed non-techknical local socicties. It may also have
been responsible for developing a climate of excitement
amony servicio participants, a real cense of mission and
commitment, and a peopiw—orLQntation, which are sadly
lackinﬁ in many narrower anc more professionel specialized
ant cophlsticated programs,



The Institutiocnal Variabkles

Only the grossest generalizations may be formed in regard

to both tecknical and sociopolitical leadership which
surfaced as a result of the servicin plogram%. A nunber

of the larger and botter-funded programs, however, did
swriority o both the truininq of local internal

1
¢

tralnine activitics to develop leadership in

place a hiah
staff and on
proiect avrceas. There is some cevidence that these efforts
paid off ol had a permanent value to various ministires,
but the record as o whole io noi documented. It is likely
that lLeudership results were better in terms of program
commitment than in “he increase of Cochnical competence,
and the accrovion of comultmer:t ooubtedly influenced

behaviore i change.

Even though the serviclio policy may have lacked over-all
clarity and consistency, there was a high motivational

content in ‘t. A people~oriented diffusion of development
became the name of the game. For one of the relatively

rare times in development history, technological transfer

was imbucd with a hiah social purpose, and this marriage

of teonmotoay with social purvose produced a rather remarkable

colloctive cohwesion among tle partlcipants.

Both =ides of tine bilateral arrangements scewmed, during
mosl of the servicio history, to respond well to their
funding responsibilitics--the Unitea States in the earlier
stages partlicularly, and the host governments in the later
stages. Since contributed funds were himediately placed in
a specicl sorvicio fund, this arrangement permitted the
servicio to regulate project allocations in its own terms.
This seems generally to have permitted them to manage the
funus witlhh more dispatch than through normal government or
micsion red tape. Internal staff training and development

wag, as already mentioned, a high priority with many servicios,

and personnel policies provided adeqguate rewards for full-
time service and commitment more often than did normal
ministry arrangements.

o
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counterparts were not of that calibre: Thelr training

was not sultable, and the recruitment process selected
them on criteria other than ability to design and carry
out integrated rural development programs. ' Most were,

in effect, selected more for the degree of thelr technical
knowledge than for thelr ability as managers, planners and
integrators.

There were many debits that resulted from this condition,
but among the most important perhaps were the followilng:

1. There was a tendency of servicios to evolve into
isolated cnclaves somewhat seoparated from the
total govornment environmiont of which they were

supposed to boe a part.

2. Over-cagernccs to demonstrate field results and
a tranafer of technology tended to shortcut such
basic reumircments as pre-action surveys of local
conditions. ‘The concewauent lack of benchmarks
tended to rvoduce the of fectiveness of monitoring
and periodic cvaluation, as well as of the program
itself.

3. Field program evaluation had not yet evolved as
either an art or a nethod in forelgn assistance,
and evaluative incapacity, fully demonstraced by
the lack of roally effective documentation, was
one of the causcs of the mounting criticism in

the later stages of the sorvicio experilence.

rt of this was duc to the reporting inadequacies
servicio managemont. It was generally un-
ofessional, cven amateurish, and no system
existed cvideontly for meaningful progress reporting
from which could be established a "history" of

the progran.

r

5. Inadecuate linkages (a) between servicios operating
in the name Peatreas, (b)) with private sector

agencies serving the same clientele, (¢) with
research institutions wikth useful substantive
inputs~-these inade-uecicsr meant a loss 27 strength
and mutual rein’orcoment,  In the most serious
cases they ended in the servicio's working in a

vacuume.
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Operating Fuclors

For all their administrative shortcomings, a persistent
impression remains that the corvicio experience as o whole
was operationaly highly innovative, particularly in view
of the conditions that prevailed in the operating theatre.
The innovative cpirit underlying the serviclos, and their
philosophy of diffusion and social vurpose, created the
cense of oxcitoment abouat Lhe crtogprine which has been
noted previcusly.  While in the charactev of 1ts auspices
snd its manacoment the sorviein was something of a "mixed
bag", its operational breakthrough i5 largely on the credit
side of the ledger.  When lonoress inserted Title IX into

the Poreign avslstarcoe Ach, Lhe Agoney was, in offect, forced
to rwvon*iwwr priceitics whicen Lhe nearly fargotteon servicio
expericence had reproscittoed, if onlyv in a proneering and

somewhat fumb?inq Wy .

1. As & whole, the servicio must be credited with
at leaust an innovative intent. an appiroach to
the problems ol inducing positive change in the
fFabric of local societics which was outr@aching
and imaginstive, in spite of an overrcliiance on
technology per So.

2. Perhaps the principil contribution of servicios
was its philosophy of diffus sion, dts spread effect,
its thrust bovond generally narrow paramcters of
governmernt in cradition-bound socleties.

3. In th@ cervicio the tromst of technelogy, brittle
arnd "amoteorish® as it may have sometimes been,
was orienced to people of smoll means onu few
rescurces, and ona has the immhreossion that this
high social purpose did leave a significant

|sla
I

residuc cven though oo an bt tub ton=bullding
devioce mhe servicio faded.

4, The servicio cave = éjold focus to the development

effort. It oo ou ) ard wnat was or was not
accompliisind inld was the coentral

consideration.
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The action-orientation of the servicio (as distinct
from the merely advisory role) steadily reminded

ite participants that the name of the game of
development was really at the end of the line of the
delivery system, If development did not occenr there
development: did not happen.

Though perhaps the quality of technology which

the servicios endeavored tao transfer waos sometimes
brittlce, too North American, or ill-advisced, the
impres: ton remains that they wore what one might
call technically adroit, reasonably adaptive to
local conditions, fairly flexible, and sometimes
hearteningly imaginative.

Several ygeneral operationel factors, however, tended to
hobble and impede the operational accomplishments.,

1.

The countrywide mandate of the servicios often
affected the delivery svstem adversely. The
contribution of the servicio was spread too

thinly, over too larje a geographic area, without
cnough offective concentration on project situations
which showed signs of "take~cff" and wperhaps too
much concentration on situations which didn't.
Diffusion (as o rnllosophic asset) had its limits.

The "delivery system”" of the ald ageacy proved
seriously deficient in accommodating project
needs in many small and modest ways, and seemed
quite unable to supply simple inputs which could
nave made i significant difference in project
Prograess.,

In many cases linkages with local groups in the
project area, particularly those of a traditional
social character, seemed to be insufficiently
developed. If they were nurtured, they secemed

to be of a rather stark and ephemeral nature.

’

2

A7


http:steadi.ly

(1 of 2 airgrams)
AID Airgram tc Iield Missions dated September 21, 1072
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Subiect: Priority Development 'roblems and Scctor Analysis
J ) I A

....It might be useful to distinguish amonp what we mean when we refer

to Agency goals, sectors, subsectors, and priority development problems,
The Agency's overall goals include raising per capita income, improving
income distribution, and encouraging civie participation, By sectors

we refer to such hiphly aggregated portions of the GNP or of government
activity as agricuolture or cducation.  The point has been raised that while
one might do an analysis of such aggrepates as "rural development'” or
"population, " they are not properly "sectors, " as the term is conventionally
used,  He this as it may, in the absence of a better word we are using the
term sector broadlv fo include such  sectors, ' By subscectors we refer to
gubdivisions of sectors, such as rice production within agriculture, or
primarv education within education. By priorvity development "nroblems "
we refer to significant problems, relating to one or more subsectors, on
which we can focns our attention and resonrces as an agency in a meaningful
way.

A. Subsectors and Problems

Priority development problems can be pursued either within a "conventional"
sector or subsector (o, ¢, agricalture or foodgrains) or outside it, For
cxarnple, an aves of increasing concern is empleymeat and inceme distri-
bution asnecis of agriculture. particularly the problems of small farmers
and landless laborers. A recipient country and mission which wished to
fecus on ihe problems of small farmers and landless laborers conld do so
either within a major crop subsector or by o cross-sectoral approach to
the probtems of amaull farmers and landless labove rs which would include
the economic and social context in which siiall farmers /landless laborers
live. In cither case both producticn and income disiribution issues should
be dealt with, Rat the "conventional ' subsecior approach might sug sest,
for example, a credit propram, skewed towards smatl farmers. In
contrast, the cross -sectoral approach michi lead to recommendations for
a combination of rural vublic works and education programs, as well as
measures to increase production of a crop or crops.  The differences
between the two should not be overstated  They are of degrec rather than

Kind: where desirable, and where manpower resources allow, the two

methaods can be combinazd,

In proposing programs, recipient governments and missions shouvld determine
whether, under the circumsiaonces periaining to the recipient country, they
wish to pursue their focus cn problems through analysis of sectors/subsectors

\Db
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or through analvsis based on an approach that cnts across sectors,
Whichever approach is ased and however hroad the analvsys, AlD -
fingnced activities should be focused on g small enongh area so that our
input (olony with cornnlerenta ey onputs by the host eoveroment ard other

donors) will he o fherent e concent cred o achievse oospnificnnt impact,

3. Analvsis of Poiority PProolems

some contusion has avisen between the conceots o sector analysis and

enalysis of priority dovelopment problens,

As sugpested above, one can analyze o priorvity development problem
cither in the conlext of sectors/subscotors oran the context of a cross -
sectoral approach that culs across several sectors,  Whichever approach

is used, two porais should be noted,

CHy The avpe o7 anndvars mayv vary depending on the situation in
each case, bt the analysis snould he broad enough to encompass, to the
extent feasible, all elenents essential to a full understanding of the prohlem

however the nrobiom s approached,

(2y Once the genceral analvsis is completed, it is essential to focus
more narrowly on the priority development problem or problems being

addressed,

An exaomple mav be useful to iHnstrate these two points, A country may
decide on an annlvsiz ol the total cural development sector (not just
agriculture) inorder to determine the ontimal miy of programs and policies
for output and income distribution objectives, By so doing, the analysis
would hopetully =how the hroad intevrelationships involved among various
clements of the raval sector,  However, AlLD assistance should be focused
on one or o few well tdentified and high neioriny development problems
within that scctor (e, g, on a program o help small farmers through credit
plug reral works for off-=season cmployvient, or on a program to increase
yields of aomajor cereal crop). Our point is that while "rural develop-
ment ey e s ouseful framework for analyvsis, ot s not o problem (nor

]

1S 1 oocrogect or nropran), Viseions shoubd fooas thelr proprames on

discrete and fnoportant nroblems roased by the sector analyses,

As o procticol maticr, awe expect that fhe analviie sunport for priority
mstanees drawn “rom sector or

developraent nroblore il b Ty

other aralvacs ihat al ren’y exist ov that will be prepared tor other purposes—

e.u., ncoenavi of the support oy the rocinient country's develonmaent plan,

justivicn’ on Sor mgjor Worid fan nvolvement, ete, The irmnoriant point

to keep in mind is that it is necessary o pull together varioz analytic
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cover both the agricuiture sector and other sectors with which it interacts,
Michigan State University has done some innovative work on systems
analysis of the agriculture sector using simulation techniques, but they
have yet to include relationships with other sectors as an endogenous

part of their models., While obtaining reliable data is a problem in model
building, the extent to which the model builders have been able to find
data where it was previously thought there was little or none available

1= quite surorising.,  cor example, the MSU simulation model has been
applied to Korea, Nigeria, and Venezuela (livestock only). A simulation
model developed at Wisconsin has been applied to the Indian State of

the PPunjab. Initial discussions are now taking place in several other
countries, AlD/W is preparing a paper on the state of the art in sector
analysis which i1l deal with the relationshion between quantitative and
qualitalive analysis in more detail.

E, Activities of the Technical Assistance Bureau

As vou know, the Technical Assistance Bureau of AID/W has for the past
three years been working to strengthen the Agency's professional capacity

in sclected areas in order to provide useful knowledge and quality experts
for 1.LDCs,  While the specific country environment is, of course, the

prime determinant of what missions will wish to identify as priority
development problems for Agency attention at the country level, our capacity
to respond must also be an important consideration in determining overall
Agencey priorities,

... wWe are revicwing the FY 1974 budget submissions to determine what
are the highest nriority development problems the Agency can meaningfully
address. Global sector statements are being drafted which will identify
an initial set o! priority development problems for the Agency and wtich,
for TAB, will supersede the Key Problem areas. The sector statements
will be reviewed by the Administrator's Advisory Council.















inputs.  AID/W has veviewed these "DAP outlines, " and repgional bureaus
have provided comments on them,  Althoueh these outlines are subjact to
further refinement and wedification Cthrouph continuing dialopun Mo
AID/W, Mhissions, and host covernimentss, o ahould be possible of this
ttme to anticrpate ) comniry-by-comtbry, the Avency's sector avsessment /
analysis necds fov P2 0078 andd 10T I other words, for cach country

it should Le possible 1o poaph out o seheduie of analytieal work' for the
next 1o rnonths bicied on poidance provided in ihic nessave and on judpments

]

of NMisstons ard Decrtons!) Burens .,

Sector Agso<s ety

Many svcetor assessments are alveady scheduted ovr ander way., Regional

Buaveaw anc T Burean will endeaver to assist Missions in finding

Pl At

coitractors s AN or i -honse expeytiae to o helr i these assessments,

By the end of B0 Teeft coetual by ot o v cectar aensesameents indreated in

R . . . . R . 1 R . X
Vihrsstons” and Boscocs ! mitormad o bhooabes G analyhieal work” should have

been completod, AU ihat point we car sav that the ALD program rests on a
reasonably thovoneh analyaas o fhore soctors e subhsectors in which we
arce concentrating, fhat vhese anadyoes baoe beon nndertalon where il

appeared Do minke progeaanonade sense, o that the analvtical effort was

conducted consistent with the Aceney s raore cotlaborative avsistance style,

In terms of Agency programming, o secior a=sseossivent would serve as
supporting meterin] for TR s, PRODP ) oo papers— making possible the
elimination of <cctions i the docuimentation dealing with "background,
Ysettig, U Menvironimens . Where avacaainents have been completed, we
would cupect Tess exlonsive docun eniation, focnsing principally on the
outputs and npute of the prope od project aud (for loans) on standard cost-
beneft anatvsea, AD/W is consideriae o range of changes in documentation
and avproval procedures which might be feasible and appropriate as the

Agency seeks to integrate loans and grants in a sector approach,

LLong-term Sector Analysis
- A —

Althouph we teel that Tong -term sector analysis is a potentially useful tool
For the 1. phiamer, woe shoule avold the appearance of foreing it on any
conpnry, Nor woald we wish to bring it too abruptly into the direct process
of programming U5, assistan ce——the techniques are still experimental
(however promising we fecl th v oare), and we need to do a better job of
edunceating ourselves and our 7Y phaaning collengues about these techniques
before nassing them off universally and uncritically.  However, AiD has
already built up some solid expevienee nging linear programming techniques
N

and simulation models of cectore v Talombin, Koren, and Nigerin, and

in VMevico and other» covniries.

the Worla Donk has done succozaint work
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A number of offices in AID are presently enpaged in analyses of this kind—
principallv the Latin Arerica Bureau's Scetor Analysis Office and the
Agriculture sector Analysis Offiee of the 'PA Boreouw,  The real need at
this point is to make their work known more widely in AlD and ine 1.DC's
so that these newer and morve quantitative technigues can be employed
where appropriate,

V., AID/W has established o Coordinating Committee on Sector Emphasis,
which will provide periodie guidance on a range of issues relating to

areas ol concentration, priovity develeprient problems and sector analysis,

We recognize that this airgrany i+ only the beginmnge—imoch more substantive
guidance is vequired,  Therctore, in the next siv weeks the new Commitiee
will produce an aiveram on scetor assessiment which will sugpest ways of

vproving the effectivenes of shorl-term stady feams, and two alrgrams on
long~terin sec.or analysi-—one o expinnation of techniques and another on
the Coltombia Agriculinee Sector Anelvais which has been going on for two

years, cmploys aostrenalating apprench mnd has sfrone host-country support,

TA, in cooperalion with the new commmittee, will also produce a puidance
series which will assist i oreanizing assessments and analyvses in specific
sectors-—cducation, heatih, agriculture, ete, The PTTA RBurceau will do
likewise tor family planning,  This goidance will be formalated with a dual
audience nomind-—the Misstion and the 1TDC planner,

The compnitioe aroes Missions to make ALLG/W aware of reactions to this
and subsequent messages, so that fatuee guidones can be conveyed as

helptally ae poseibhle

1/ Armong other things, it will make the point (not properly brought out
T‘ . . PR A

in this messase) that there can be continuities between "assessments' and
"ong-term analyses' '—obviously the foomer can lead into the latter.





