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I. Contract OSAV-C-O065 


2. DA 

3. DA! 


4. DS8 or DS 

S. IROP or IRD 

6. 11 - IROP 

7. 00 

8. Project 936-5300 
9. P.. 

10. TA 

Terms Used in Report
 

DAt's contract under Project
 
?B6-5300
 

Development Administration; emphasis
 
on goals, structure, roles and 
functions
 

Development Alternatives Inc; a
 
Washington based consulting firm and 
contractor under Project 936-5300 

Development Support Bureau 

Integrated Rural Development 
Project 

Second Integrated Rural 
Development Project - Jamaica 

Organizational Development; emphasis 
on behavior, process, indigenous 
groups, the "vhole person" 

the project being evaluated 
Office of Rural Develo-,ent andDeveloment Administration, 0.
 

Technical Assistance 



SWIARY 

During the remaindtr of Pnoject 5300, the consultants' field visits should 
mo..bere- concentrated, and cumulatire, .Theconcept-oa .core of-disciplines.. 

relevant to IRD projects Is a good one and should be put Into use more 
deliberately for technical assistance and research publications. As a 
result of the excellent although expensive learning process constructed by 
RAD and using AID's unique learning assets, much has been learned by the 
consultants. Both in practice and due to the design of the project, 
dissemination of this learning to those who need it has been and is likely to 
continue to be extremely weak. During the final two years of the project, 
RAD and DAI should go back to zero and try to radically improve dissemiration 
within AID. The project should not be extended.
 

Technical assistaince in Jamaica failed to foliow up a relevant and well 
timed AID evaluation of the Jamaican project, missed the important Issues, 
provided no actionable recommendations for tto Mtssion, and was not part 
of a series of Interventions to improve mana ment. 

Learning by proxy, as illustrated in this project, cannot be cost effective. 
RAD should be staffed with direct hires and expand its mandate to include 
the training and up-dating of AID's field staff. Field staff should be 
run through each knowledge b-ilding project as part of a career development 
program including more forml training and the next job assignment. 



Note on this Draft 

This draft lacks a section on the field survey and four or five 
paragrahs on financial management. The former still awaits responses 
to our questionaires sent to the Missions. The latter has come 
unstuck several times as the nmbers seem to have a lIfe of their own. 
We do not expect these two elements to materially affect our findirgs 
or recomendations and want to get this draft out for discussion 
without further delay. 

f 



DRAFT 

DESCRIPTION OF PROJECT 936-5300: 	Organization and Integration of 
Integrated Rural 0evelogment 

The purpose of the project Is to increase the effectiveness of 

on-going Integrated Rural Development (3RD) projects worldwide, and 

to iaprove the design and management of future rural development efforts 

which combine social services and production support functions in a 

single project. 

The project purpose w011 be attained through providing 

consultant services to USAID's charged with designing, planning, 

administering and evaluating IRO activities. The consultant is DevelopNent 

Alternatives Inc. (DAI) of Washington, D.C. 

The project is designed for 48 months with at a total cost of $2.764 

million.
 

The outputs that will result from 	 this project are as follows: 

(1) State-of-the-Art-Paper (SOAP) 

(2) etworking of Consul tants 

(3) Review of IRD Management Issues In ten developing countries
 

(4) Manual for designing IRD activities; and 

(5) Formal analysis of and assistance to Local IRD projects. 



SCOPE AND ISSUES UF EVALUATION
 

RAD asked the regional bureau project coittee 'o conduct an 

interim evaluation of Project 530.M wante outde cose 

oriented feedback on the project both to learn about its performance 

and that of the project, and to make improvements during the final 

two years of the CAI contract.
 

After such wheel spinning (see RAD performance section), the regional 

bureaus agreed to evaluate the project, but, for t reasons, they 

conwanted more than an interim evaluation. First the performance of a 


tractor on a ta/knowlkdge building project cannot be evaluated in Iolation 

impact, but, impact cannot be assessed apart
from the question of overall 


from AD's program and management. The programatic and managerial environment 

of a contract can make It impossible for the consultant to perform satis

factorily, and itcan separate performance and impact. For example, the 

consultant's TA and research are circumscribed by the design of obligated 

The con-
IRD project, AID operating procedures, and country conditions. 

sultant isdependent on access to Missions and projects and cannot dictate
 

its country's assignment or, the assumptions linking its contracted outputs 

with RA's project purposes ond goals. Thus, the logical boundaries for
 

and the programatican interim evaluation include exanation of field impact, 

and managerial environment created for the consultant.
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Second, the regional bureaus consue all of RAD's (and DSB's)
 

projects. Their ain interest ishow RAD uses resources to meet
 

their needs. They did not want to exhaust the rare opportunity for an
 

inter-burau evaluation team on only one of RAi's projects. They wanted
 

the team to focus on project 5300, but also bring in the larger Issues.
 

Apart from regional bureau interests, there is a third reason
 

for going beyond an interim evaluation. PPC/E intends a comprehensive
 

evaluation of RAD and its projects for which our evaluation should
 

serve as an experiment. PPC/E hopes that itwil/be able to expand
 

our methodology and extend or confirm our general observations.*
 

When rieding this report, the reader should be alert to the
 

weaknesses inassigning a short term and part time team to evaluate
 

this range of substantive issues in a project operating on three
 

continents. We were obliged to cover the issue of worldwide impact
 

with one field visit and a survey of other field activities. Our
 

starting point for comments on RAiD's program and mnagement is a view
 

of the aid-point of one project. We are forced to generalize from
 

a snall and unscientific sample and mast hope to offset this weakr-ess
 

by drawing on our experience and using common sense.
 

Our report will cover the following design and performance Issues;
 

DAI performance, project design Issues, DS/RAD performance and general
 

design issues.
 

*PC/E evaluation of RAO has been indefinitely deferred.
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AI -PERFORtANCE 

The first level of inpuiry should be the performance of the 

contractor. This means more than assessing whether DAI has provided 

the physical outputs In a timely fashion. The project aims to develop 

Innovative-approaches -to the management of- RD- projects which wil V- -....... 

help project managers on an operational level. This requires a certain 

amount of flexibility in defining the actual project outputs to best 

reflect the learning agenda of the project. Toerefore, we evaluate the 

relevance and applicability of the knowledge and technical assistance 

as well as the quantity of publications and field visits. 

In addition, the means by which DA! has generated these outputs 

and facilitated learning are evaluated. The contractor was responsible 

for organizing its resources to achieve an effective blend of TA and 

research. The approach taken was to form a *core* team representing 

four disciplines which would work in an interdisciplinary manner to 

analyze management problems from several perspectives. The 

effectiveness of DAI's management of this "core" team to achieve 

interdisciplinary analysis, useful technical assistance, and relevant 

research is evaluated. 

DAi's primary approach to technical assistance is to utilize process 

consultation techniques for diagnosing organizational problems, generating 

solutions,and building human capability. The advantages and disadvantages 

of this approach are covered.
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In evaluating the research activities, assessing the quintity and 

quality of research Is not enough. The immediate next step is to wake 

the knowledge, gained available In appropriate form and content for 

others --to-use, _..The consultant --shares the- respons I iity_for_ effective .................... 

dissemination with DS/RAD and the evaluation looks at DAI's performance 

in this area. 

Insummary, questions about DA! perforodnce will Include: how well 

they have managed their resources to produce results; the makeup, use 

and effectiveness of the Ocoreo tem; the usefuldAss of the process 

consultation approach inproviding technical assistance; the quality 

of the learning; and the dissemination of the results.
 

PROJECT DESIGN ISSUES
 

The second level of Inquiry will focus on factors outside the 

consultant's control: project desin, development hypothesis, and 

DS/RAD perfc mance. These factors can have decisive Impact on the 

usefulness and ipact of the project. 

A central issue at this level iswhether the Iroject design reflects
 

the most efficient and effective means of achieving either of the two
 

principal *bjectives--research and technical assistance.
 

The project Isstructured to establish a centrally based group of 

generalists proficient Inmanagement and rural development to provide 

TA and to centralize experience and knowledge for purposes of analysis. 

Are the two goals wel served by such a structure? Can short term TA 
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significantly Improve organization and behavior in IRD projects? Is
 

lung tern TA or an accumulative sequence of short visits possible? Does
 

the structure of projec 5300 prmote both learning and Its dissemination
 

to the appropriate users? Isthe project designed to encourage and
 

..... facilitate le.arning-in-AI as wll-as in-the ontractor? - The.project 

has the effect of 'institution building* for a consulting firm since 

most of the learning istaking place among the DAI employees. The 

anticipated result isthat this learning will eventuailly make its 

way to AID project managers and host country project staff inAID 

countries. The evaluation isconcerned with: whether the dissemination 

mechanisms are adequate to encourage this type o(learning; whether we 

are "teaching' the wrong people; and whether there are more effective 

ways to design the project to allow learning to take place inAID# 

A more limited design issue Is one of assessing the validity of the 

outputs, their relevance to the project objectives, ind the Interre

lationships among then. Most of the outputs are standard on DS/RAD 

projects--the state-of-the-art-paper) SOAP; networking, and the TA 

component. The degree to which these outputs are useful on the 

operational level and coitrtbute to the work of rural development is 

an area of interest for the evaluation. 

The relationship of each output to the others isalso a part of the 

design Issue. Does each of the outputs complement the others or do the 

different agendas of TA and research compete with each other for project 

resources? This isparticularly germane inconsidering tradeoffs between 

the ability of the project to respond to mission requests for TA and the need 
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to tailor activities to artat or projects inportant for research. The 

relitive iiportance cf eacr agenda nais irplications for tne ability of 

DAI to vrojrx.; its resources fMr long zerr, relationsnips. 

At a level abuie JAI's perfomance and the design par eters wh!rh 

control t*ars ;1ertorir,%e is tfe question of RAD's pertormance. 4e 

evaluate its -. r; Be-rnt of tre contractor inclujin; tin.ce, support 

in dealin3 .itr "iissions, identit.in; rt-seirch priorities and identifying 

dnla plannir.3 Co,;rtr, visits. in a bro~der levek e as tr.e following 

questions: r :i b creoose tnlis Vr,)Ject and srite tnlis arnd of a 

contract? Is A: ;ettinr i:s ioney's mor:n In sronsorlng tros project 

onat role was RA filling for bS' ard A:D? Is tnl role neenea and 

can it ue perforated 1y ;y? 

GEhiERAL UtECSI-Sf u 

Cur approacn is to integrate the per;;ectives of perfomance and 

design startirj istn the contractor's performance and "ovin to the design 

or struct ral l,-;its on Erie erfo anCe of JiVan "L enerally. In 

evaluatirJl wrr-.j;.en : tc tudt in the. tri re-e-rzer eair, actor 

siste7 -- , . ,DDroje:ts, tr-w iSlinS, 4 anlU .,iMU-- is partly 

free to suCceetl or :,*ii an partly constrdiie in eitner airectior y 

structural cirLUIStinCes. Tnus in t,.alua'ing ,erlur-Jrce ee :uSt also 

evaluate strurture and tr, to Set ,twre Its -flnite ends anc: iiwadual 

or ori-anizational resinsubflnt,. :rFhdt follo.s we cannot 

exhaustivel, pursue the ;;etapnor ot envlr.raent vs. frceaon but we believe 

http:identit.in


it is essential to a fair evaluation of this project and most development 

efforts. Our evaluation is presented in two sections, DA! performance 

and RAD performance, and in each, structure can be seen as one of the 

actors. 

DAI PERFORMNE INMTOOUCTION 

DALwas required duringp he first year of the project to prde a. 

SOAP, which would orient its conceptual and methodological approach and 

demonstrate Its capability for executing effective interventions during 

the duration of the contract. DAI was also required by the contr3ct to 

review IRD plannlnq and implementation inten countries receiving AID 

assistance. Ina e.*cified nuber of countries, DAI was to provide tech

nical assistance directed toward utllizing DAt knoledgt and experience 

in improving organizational relationships and project performance in IRD 

projects. DAI was to identify a network of IRD consultants. Finally, DAI 

was to produce a design manual with practical information and recmmen

dations for organization and administration of IRD. These outputs will 

be evaluated for their status of completion at this interim point in 

project history and for the quality of their completion In relation to 

the major Issues In 3RD organization and administration. 

THE CORE TEAM
 

The Project Paper, DS/RAD contract, and DAI's proposal all called for 

the establ ishment of a core team of contractor personnel comi tted to 

long-ter, participation in the project. All the disciplines necessary 

to effectively organize and undertake project acivities were to be 

represented. The core team was to be composed of experts with specialized 

training in organization design and development, development administration, 

local level organization and participation, and rusa development plann

ing and finances. 



-9-


The balance of these fields of expertise was to provioe 

a capability inholistically evaluating and designing improvements In 

organizational structures, management behavior, participatory involvement 

of-local-popidat ions.. and financial waamn of, Integrated. rural .develop

ment projects. Manageaent difficulties were vY.2ed as steming from 

both structural and behavioral problem Inadministration and .rganizatlon 

inthe delivery of goods and services to rural populations inorder to 

improve their welfare. The use of DA was designed to attack structural 

problems in IRD management. 00 techniques were I tendtd to analyze and 

modify constraints stemming from managerial behavior. The linkage 

of project management to project performance in improving rural welfare 

was to be dealt with by the local organization and participation experts, 

specifically from arthrop3logy, rural development planning and finance. 

The team would focus on the problem of the organization and admini

stration of IRD projects as measured by the performance of project 

activities inproducing improvements in the welfare of rural populations. 

Team members were to address IRO management issues according to their
 

particular expertise while integrating their efforts inan inter

disciplinary manner. 

The DAI core team has been only partially successful inachieving a
 

balance of areas of expertise as ithas organized and implemented
 

project activities. The publications produced covering research interests
 

(SOAP, Working Paper, and Research Notes) have, ingeneral, successfully
 

balanced disciplines. The SOAP achieved a balance of disciplinary
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involvement and coverage. Issues covered included organizational 

structural, information collection and processing for management, human 

resource and technical assistance management, managerial resource
 

administration, participation through local response, manaVement of 

roject benefits in improving welfare and benefit sustainability and 

growth. The Working Papers and Research Notes, have or will be incor

porating all the disciplines of the core team as they relate to specific
 

issues in IRD design and implmentation. While each of the publications
 

in these series will be directed at individual problems from the
 

point of view of one field of expertise, overallthey will allow
 

integration for a systemic approach to IRD managernt. The integration 

of the disciplines in projec. publications will be especially important
 

in the production of the IRD Management Design Manual in the last year
 

of the project.
 

Core team integration has been much less consistent in the technical
 

ssistance provided through the project. Specific cases will be discussed
 

in the section evaluating technical assistance and in the case study of
 

the Jamaica intervention. Two examples of the lack of balance of
 

ntegration which %tand out are the efforts in Jamaica and Cameroon. 

InJamaica, the intervention heavily emhasized the problems of
 

behavior, interpersonal relationships, and information and comunication
 

flow. The evaluation team, during its field trip, observed and collected
 

evidence that these problems had been positively, if temporarily, affected 

by DAI's intervantion. However, certain basic structural issues were neither 



addressed nor effected by CA. These included the weak relationship be

tween agricultural research and extension components, the paucity, of 

information being collected to judge project performance in achieving Its 

goals, and the inadequacy of monitoring of the evolving needs of the popu

lation for project goods and services, notably planting materials for 

initiating new income-producing activities. This case illustrates an 

emphasis cn the behvioral aspects of management using 0 to the point of 

exclusion of structural and rural development impact concerns. The 

worth of the intervention was greatly diminished because of this Imbalance. 

In Cameroon, DAI provided TA in order to aid In the design of the 

organization and administration of an IRD project. The team did a 

comprehensive Job of assessing possible structural arrangements and 

organizational designs as they related to the social organizational 

realities at the local, provincial, and national levels. They carefully 

considered the options for eliciting and organizing participation by 

the rural population which the project is intended to benefit. However, 

the team's work did not identify the manner in which management behavior 

could be developed and modified through the use of 00. General references 

were made to training, but no spe-Mftc analysis was made of which elements 

of behavior would require modification through training and how that 

might be incorporated in the design of the project. 

A balanced approach, judging from the project proposal, would require 

the use of all disciplines in design, implementation, and evaluation phases 

of IRD project. In this regard, the evidence from DAI's TA wort under the 

contract would cast doubt either on their coitment to this principle 



or on the validity of the Ie. 

A final issue in relation to the core team concept and how it has 

worked in the project is the position taken that there exist cros'-.

cultural elements of management structure and style. If there is truth 

in the anthropologist Allen oben's comment that 

"bureaucrats are as rational as peasants, then there may be a need to 

test the organizational and administrative principles being advocated for 

their relevance in various socto-cultural settings. Especially questionable 

are the assuraptions of universa ity in the manage7 nt of time, the 

relationships of subordinate and supervisory personnel, and the attitudes 

of project stff concerning the need fur accountability to people being 

served. DAI's core team includes anthropologists and use could be made 

of their training and experience to test the need to adapt management 

principles. 

Recommendations 

1. The core team should continue to operate in an inter-disciplinary 

manner on research activities and publications. The evolving research 

strategy, seen especially in the Research Note Series, should continue 

to be elaborated and refined in order to direct DAi in covering the 

important issues in a holistic manner. 

2. TA provided by OA! for the IRD project should utilize the set of 

Isciplines and professional competence working in an integrated inter
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disciplinary manner. Organizational and administrative problems in IR) 

projects will, of course, vary according to stage of development, socio

cultural setting, and other factors. kovever, there is evidence to 

warrant the recommendation that the minium core disciplines should be 

3. Both in research publications (SOAP, Working Paper, and Research 

Notes) and in TA activities, OAI should place much more attention on 

testing the cross-cultural relevance of certain management principles 

which they assume to be valid. Work under the contract to date has 

exhibited a remarkable degree of sensitivity to thd'variability of local 

situations, but has not allowed for the possibility that management tech

niques themselves may require serious modification to be adapted to those 

situations. 

Networking
 

According to the project paper, DAI proposal, and the contract, CAI was 

required to establish procedures for collecting a roster of experts in the 

fields relevant to the organization and administration of IRD. To this 

point in the project, CAI has organized its efforts to fulfill this re

quirement. They developed a form for experts to fill out which classifies 

their training and experience according to a number of different cross

cutting categories. They have sent out these forms to approximatt'y 

seventy people identified through various means of contact. As of the 

moment, no information has been supplied to any office of AID and no requests 
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have been generated from ar,," office in AID for information from DAI's net

work listings. 

Recomendation 

The etworkiel output of the project has not contributed to the. enhancement 

of I's performance or to the betterent of management of IRa projects. 

oherefore, the project manager pnformatonotAI should transfer al 

collected on experts in the field of IRD management to AID, possibly to 

the DS/RAD project manager. The lists should be made available to AID 

missions and regional bureau technical and projectAffices. Once these 

actions are taken, funding of this output should be terminated. 

Research Publications-State of the Art Paper, Working Papers, Research 

Notes, and Design Manual 

The SOAP has been a positive feature of DAI's performance. The 

coverage of substantive issues in the organization and administration 

of [RD and the format of the SOAP were both well done. They prove 

that DA! has been able to learn a great deal at this point In the project 

and have the capability to synthesize what it Is that they have learned. 

The SOAP brings together various currents from the development 

literature as they apply to the management of IRD projects, and tests 

Them by the use of data on projects visited under the contract. 
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The SOAP flows from establishing common usage of key terms to the 

explanation of a framework for IRD implementation. A model for analyzing 

administrative and organizational arrangement s into components 

is presented. The process follows the transformation of available
 

resources Into goods and services and-rthe del ivery of those goods and-, 

service to rural populations. Management of project activities which
 

eliltt and sustain effective local response to the IRD project re
 

then described and analyzed. Finally, project benefits for welfare
 

improvement and the means to sustain benefits beyond project termination
 

are discussed. Except for the previously noted lac of recognition
 

of cross-cultural variation in management style, the research issues
 

raised in the SOAP represent a significant contribution to the development
 

literatuire by organizing previously known ideas, incorporating them into
 

a comon framework of definition and concepts, and testing them in real
 

cases of IRD projects.
 

For the AID project offiLer imwersed in a frustrating and diffuse 

IRD project, the SOAP should be an aid to coherence and perspective. Its 

discussion of structure, process, goals and coordination sets external 

and internal boundaries for IRD projects. They are a distinct form of 

developmental activity with equally distinct internal dimensions. 

The paper provides a clear viewpoint and terminology for something almost 

inherently confusing. However, because it is general and categorical, it 

provides little help to the project officer who must decide what to do 

over the next two months. It does not go far enough. This defect may 

be remedied by the manual and may hai resul ted from the double objective 

served by the SOAP. Itwas to be a SOAP In the normal sense but it was 



also to be a quality control check point for the consultant's expertise. 

For RAD, It may have certifies DAI for field TA but fallen short of the 

SOAP standard. 

The other research publications have a 	po.2ntial for increasing the 

learn about the organizati onef fectiveness -f AID's I ne s ntfnA! V to 

The Working Papers have producedand administration of IRD projects. 

one document, George Honadle's piece on rapid rural reconnaissance, which 

other Workinghas generated Interest inside and outside of AID. The 

Papers, some of which are available now 	in draft form, promise coverage
 

of other important topics. These include HickelwaYt 's work on managing 

use of 00 in IRD.technical assistance for IRD and Armor's discussion of the 

a moreThe research note series will focus on selected specific topics in 

than the Working Papers. will concentrateabbreviated form Each on 

Topics to be includedcomponents on CAIs evolving research strategy. 

are macro-level constraints, timing of activities, organizational 

linkages, managing technical assistance, participation, information 

systems, incentives, and sustaining IRD 	benefits. The Working Paper 

as Bothand the Research Notes were not planned outputs of the project. 

represent valuable uses of project resources, and illustrate the positive 

effect of the flexibility allowed the contractor by DS/RAD when it 

authorized this departure from the contract. 

A major weakness of the SOAP was its Inconsistent use of exemplary 

material. As designed in the PP and DAI proposal, the SOAP was to benefit from 

a thorough literature search and from a review of the IRD Implementation in 

were 	 the discovery often countries. The benefits of this work to derive from 

important conceptual areas in IRD management while collecting information 
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on actual IrdO design and implementation issues in ten countries. Through

out the SOAP, examples of particular kinds of problems which occured in 

specific places were used. The environmental, social, economic, political, 

and institutional settings for the projects were however, never adequately 

provided to allow understanding of the relevance of the examples. 

Further, propositions and other significant points were illustrated by 

various exaples a c; -s4;uent use. of 2s cases. Some 

cmmentaries on the SOAP when it was in draft form also identified this 

lack of consistency of examples in relation to key issues. 

The weakness of the SOAP in the inconsistent use of practical 

illustrations of its concepts and propositions mu be remedied before 

production of the design manual. Tth: manual is designed to be a desk 

top reference for project planners and implementers. It will need to be 

grounded in usable and pragmatic case material. Amethod which could 

be used would be to approach the use of exmples as It is done in some 

textbooks. With each chapter, sub-heading or proposition, a limited 

set of projects could be used repeatedly in order to provide a consistent 

framework for an incremental increase in understanding the application 

of those concepts to actual IRD projects. The settings for these projects 

could be provided at the beginning of the nanual. The cases should he 

actual IRD projects, funded by AID, and DAI should be bold in its critical 

appraisal of them. Selection of projects could be designed from criteria 

such as typologies of institutional assignuents, soclo-cultural variations, 

and others.
 

Finally, the subject of the SOAP should have been closer to the art 

of making IRDPs work as opposed to the state of IRDP practice generally. 

The manual should correct this defect. It should tell us hkw to make IROPs 



work, but avoid being a recipe book, an ambitious objective.
 

Another difficult area in relation to research publications is the
 

manner and extent of their dissemination. Plans exist for mailing out
 

copies of the SOAP, SOAP exccutlve sugary, and design manual to a large
 

discussed, either to be held in Washington or in centrally located 

places in Asia, Africa, or Latin America, has been discussed. Howevir
 

important these conventional means of dissemination are, innovative and 

creative ways must be found of allowing AID and host country developent
 

personnel, especially those involved with designi4 and implementing IRD 

projects, to learn and think about what DAI has learned and produced.
 

To date little creativity on t~Ue parL of CAI or DSIAA. has been in 

evidence. This issue will be dealt with further .i . the following section on 

OS/RAD performance. Whatever Is done, creativity and innovation should 

be used in finding the most effective means to allow AID to learn as much 

from this project as the contractor apparently has. 

Recommendations
 

1. Soclo-cultural variability in managroent structure and style should 

be a new area of research for publication to be included in the orking 

Paper or Research Notes and in the Design Manual. 

2. Applicable and practical exemplary case material should be incorporated 

in a consistent manner in the design manual and any further edition of the
 

SOAP. Major concepts and propositions derived from them should be tested
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repeatedly against these cases so as to allow an Incremental learning by 

the reader about organization and administraton of IRD projects. 

3. Dissemination of the results of this project should be undertaken 

as *idely, innovatively, and creatively as possible. 

Technical Assistance - Ten Country Review and Interventions 

Technical assistance has been provided to missions by DA1 under the 

IR project through two of the contractual outputs, the ten country 

review and the design, implemntation, and evalua(ion interventions. 

Evaluation will be made here of these components. Critical issues 

will be the balance of professional approaches appl led to the various 

efforts in technical assistance and the intensity and frequency of 

these efforts. 

One of the principal outputs required in the contract was a review 

of rural development issues in ten countries, particularly as they 

relate to integ'ated rural development. No specific method, format, or 

issues were outitned, but the review was to be undertaken In the first 

year. From interviews with DiSRAD personnel, the rationale for the 

review was that learning about the variety of on-going IRD efforts would 

increase knowledge for production of the SOAP, and enhance the contractor's 

ability to begin technical assistance during the rmainder of the project. 

DAI's proposal saw this output as very much related to providing data 

to test the evolving conceptual framework and propositions of the SOAP in 

current IRD projects, and a means of establishing contact with missions 



-19

for continued work under the project. Both DS/P*A and DA10'also saw the 

ten country review as a mechanisa for disseminating information about the 

project and for marketing its use. 

In the first year of the contract, work was Initiated in eight 

Lberia, -anzania Botswana,-countries; LHonduras, ,-Nepal, ThaiIand, Phip-. 

pines, and Indonesia. In the second year of the contract, two more countries 

under the contract, Jamaica and Cameroon. However,became sites of work 


agreement between OS/RAD and DAI, as found inAdministrative aeport 16,
 

January, 1980, declared the ten country review output was completed.
 

What was actually completed was the initial SOAP (esearch ard project
 

marketing stage. The ten country review was measured by the number of
 

countries In which work had been initiated or was to be initiated within
 

the year.
 

Evaluation of the work done as part of this output will be based 

on the quality and quantity of material provided for the SOAP and for the 

Field Reports. The latter were written after each period of work in the 

cointries visited by the DAI staff involved. As mentioned previously, 

the SOAP was amply supplied with case material, even if in an inconsistent 

manner. Illustrative material gathered from countries and projects visited 

Included Honduras, Liberia, Tanzania, Nepal, Thailand, Philippines, 

Indonesia, and Jamaica. Aspects of the projects were used in relation 

to major and minor conceptual poins and the sets of propositions. Over

all, the ten country review output made a significant contribution to the 

writing of thia SOAP. 

The Field Reports were descriptive and analytical publications 
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produced after each initial work assigient undertaken by DAI as part 

not been the subjectof the IRD contract. Only the work in Botswana has 

of a Field Report. In that case, Peter Ieisel's involvement, paid for 

by the IRD contract, was included In a larger document on rural sector 

Further work in Botswanasupport. on design and implementation of IRD 

. . . . . . .--I s-planned-under the- IRD -contract.. . 

The Field Reports can be grouped into two categories. One set are 

those which were descriptions and analyses of IRD design and Implementation 

are those which Included briefer description andproblems. The other 

analyses, but primarily focused on reporting DA'/interventions to modify 

the organization and administration of IRD projects. 

The first category covers the field reports on work done in Thailand, 

Tanzania, Indonesia, Honduras, Nepal, and Cameroon. Description and 

analysis aimed at producing more effective organizational and administra

tive design of IRD included the cases of Thailand, epal, and Aeroon. 

Analysis of implementation issues, directed toward mid-course corrective 

action, was the emphasis In the report on Honduras. The field reports on 

Indonesia and Tanzania served effectively as final evaluations of 

organizational and aaministrative Issues. 

Evaluation of the first category concerns the disciplinary balance 

which DAI used for each case and the comparability of Issues and format 

examined in each report. The balance issue Is similar to that raised 

concerning the core team. The field reports have not reflected the balance 

of development administration, organizational development, and social organi
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zation and development planning basic to the IRD project design. The 

reports have been, on the whole, of high quality for the discipline

specific issues covered and effectively organized and written for dis

cussion of the topics selected. They have not, though, covered the range 

of disciplines and related Issues envisioned in IRD project design, nor 

have they been-organized and written to allow the cases covered to be 

compared. This weakness is partially related to the difficulties of USAID 

mission control of project selection. This will be discussed further In 

the section on RAD performance. 

The second category of field reports are thosiwhich briefly 

described and analyzed IRD projects, but principally reported on DAI's interventions 

aimed at modifying their organization and administration. This 

category included two reports from Liberia, and those on the Philippines 

and Jamaica. In these reports, problems In management of the imple

mentation of IRD projects were discussed. The method of Identifying these 

problems was different than the first category. Rather than approaching 

the projects as objective or outside observers and analysts, the DAI teams 

facilitated problem identification from IRD project staff. The remainder of 

the field reports described the management training methods and 

techniques selected a.id utilized to modify staff behavior and Interaction. 

Evaluation of these reports is based on the adequacy of coverage 

of significant factors in carrying out efforts to modify IRD project 

organization and administration. The 00 component which elicited problem 

Identification from staff and facilitated change in attitudes ard develop

ment of skills to move toward solving problems was at least temporarily 
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useful inthese cases. Inthe Jamaica work, the evaluation team juiged
 

that the 00 work had a positive effect on some aspects of mnaguent of 

the IRD project. The 00 work, though, is only one necessary part of what 

DAI should do in order to produce positive nd sustained change In IRD 

project management inorder to lead to better performance in the delivery 

of goods and services; it is not sufficient to lead to these improvements* 

t is not sufficient because project staff feedback and changes In manage

ment behavior cannot do all that Is requitd for carrying out better 

management.. 

Interventions under the contract have not had balanced emphasis 

n management structures, management behav.or, and project performance 

n producing better management and achieving the desired impact of 

Improved service and goods delivery. Structural relationships, es

pecially lines of authority, project monitoring, and design of pro;ect 

performance Indicators have not been accorded sufticient attention. 

roject staff have been ue principal, and sometimes the sole, sources 

or identification of difficulties in management. The objective, 

analytical capabilities available to OAI through its expertise in 

Development Administration, to provide analysis of management structure, 

and inAnthropology and Rural Development Planning, to alloy an under

standing of project Impact, have not been adequately used In the 

nterventions as reported in the field reports. In their efWart to avoid 

verly prescriptive "blueprint" approaches, OAR has not adequately 

addressed Issues of structure and perfomance of IRD project management. 

http:behav.or
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Recomenda tion 

1. Field reports siould have a comparable fortat for coverage of Issues 

relevant-to -the -issues of IRD project organization and admintcratlve ........ 

Importance for each case. This will facilitate comparison and learning 

from the cases covered. It will also contribute to CAl's chances for 

Improving projects and achieving research goals. 

Field Visits 

Most of the Issues concerning evaluation of Oki's performance in its 

field visits have been discussed in the last section. Lack of balance 

in the use of the disciplines provided through the core tern is the 

principal issue Identified. Specifically related to rA provided In field 

visits, there are two other issues. They are the selection of sites to 

carry out work and the timing and duration of Interventions. 

As a DS/RAN project, the only way for this project to undertak 

activities in a country Is to respond to requests from USAID missions. 

This is an outgrowth of the practice of using the DS/Bureau primarily to 

provide services to on-going field activities, and only secondarily to 

pursue it own global and synthesizing research. This policy inevitably 

leads to designing a project marketing phase Into DS project activity. It 

also leads to USAID mIt.an veto power over the work of OS in particular 

countries. In the case of the IRD project, an airgram was sent to all
 

missions describing the purpose of the project and the services available
 

through It. 
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In the case of the ten countries with activities to date, one 

mission, Tanzania, responded on the basis of need for services without any 

personal or informal contact with OS/RAD or CAI. In the case of seven 

..of the other countries; Liberia, Botswana, Cameroon,. Philippines, Indonesia, 

Thailand, and Nepal, DAI was requested to visit to write a scope of work 

based on need in relation to the IRD project and on previous positive 

experience with DAI. In the case of two countries, Jamaica and Honduras, 

DAI was originally requested to help with IRD projects based on need and 

on previous contact and positive experience with DS/RAD. The original 

project announcement was circulated given world wide. 

Missions evaluated the potential performance oh DAI through the con

tract as applied to their specific needs. Previous contact and experience 

with DAI, while Irevitably producing personal relationships, provided 

criteria for their assessment of CAI's capabilities. However, this was 

not a rational means of providing assistance to IRD projects with the 

greatest management deficiencies or undertaking research on projects with 

management features important for DAI's research. 

Obviously, the process of selection of sites for CAI work in this case 

suffers from a common problem inherent to OS projects, that missions hold 

all power for choice of utilization of projects. The progrmmatic impli

cations of this for OS/RAD projects and for the DS Bureau in general will 

be discussed in detail in the section on RAD performance. However, in 

relation to the DAI contract, missions contacted should be limited dur

ing the remainder of the project. This limitation should be made to 

enhance the learning process from the research being done, and allow for 

more extended opportunities for effective intervention for modification 
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of management of IRD projects. 

Related to limiting the range of missions contacted is the other 

evaluation issue in relation to TA, the need to carefully consider the 

duration and timing of TA. To the present, design and evaluation TA 

has been undertaken in Thalind, Tanzania, Indonesia, Honduras, Nepal and 

Cameroon. This work produced material for the project's research activities 

and also findings for project-specific recommendations for design modifi

cation. Other TA Nas been focused on intervention activities intended to 

modify management structure and behavior during implementation of projects. 

These interventions have taken place in Jamaica, Ihilippines, Liberia, and 

only recently in Indonesia (not yet reported in DAI's Field Reports). 

Only in the case of the Philippines has there been a follow-up visit to 

determine the effects of previous work and to continue an intervention. 

The evaluation issue on DAI's field work is the need for A! to 

focus their efforts according to the needs of the IRD projects with which 

they are working and according to their own research needs. The term focus 

has two components, duration and timing. 

Duration here refers to the length of cimtment DAI and an IRD 

project decide is most beneficial. For example, if an IRD project needs 

either continuous or intermittent assistance on a long-tern basis to 

effectively carry out improvements in management then DA! should provide 

such assistance. Effectiveness of the TA for the particular project and 

a greater opportunity to undertake in-depth research on the organization 

and administration of IRD would be provided with long-term cmmitments. 
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Timing here refers to the scheduling of field visits or interventions. 

The scheduling of contacts should be determined according to the needs of 

the particular IRD project and OAls research strategy. Wten the field 

work is only for an evaluation, as in the case of Tanzania, one visit is
 

probably sufficient. Vhen project design work is done, as in the case of
 

Nepal and Cameroon, then follow-up visits during implementation should be 

scheduled at whatever frequercy is considered appropriate by the project 

staff, the mission, DAI, and DS/RP". When modifications in management are 

being promoted during implementation, as in the cases of Jmaica and the 

Philippines, repeated or prolonged visits should be scheduled.
f 

Recommendations 

1. Selection of missions and projects for TA and research activities should 

be focused during the rest of the project. Assiatance to projects for design, 

implementation, or evaluation work should be limited to that which 

have been initiated already, or provides to which opportunities to test 

important propositions and concepts. 

2. Duration and timing of field work during the remainder of the contract 

period should be guided by the need to assist projects already contacted 

and test important propositions and concepts. In particular, field work 

for assistance in design and implementation should be long-tern, with 

repetitive or continuous efforts scheduled by DAI, tre project staff, and 

the USAID missions. Field work for evciuation should not require repetitive 

visits by DAf personnel. 
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Jamaica - A Case Study of TA by DA! 

In ay 1980, DAI conducted three management workshops for the Second 

Integrated Rural Development Project (II-IRDP) at Two Meetings and Pindars 

River water-bheds in central Jamaica. In its only opportunity to seefid 

work under the RAD project, the evaluation team visited Jamaica for five 

work days In Noveer 1980 to evaluate OAI's impact on he Jamaican project. 

For working papers on our methodology, field assignments and findinqs see 

Annex 1. 

In its range of development activities, the faican IRDP is similar to 

AID assisted IRD projects in Indonesia, Nepal, the Philippines and other 

countries. It serves families cultivating three acre plots on hillsides so 

steep a man can fall off his farm. The objectives include increased 

arm productivity and income, improved marketing, soil conservation, 

reforestation, roads, nutrition, housing, potable water, electrification, 

agricultural demonstration and extension, agricultural credit, training of 

gover -ent servants and cIunity organization. When DAI arrived in 

May 1980, the five year $26 aillion project had been underway for two years. 

DA! used the internal feed back approach. Both privately and in sub

sequent group sessions DAI asked project officials about their problems. 

Their responses included the views that there instructions were not clear, 

they did not know how far they could go, how much control they had over 

subordinates and the grounds on which they were evaluated by their 

superiors. During the workshop these vague disgruntlements were clarified 

as "role definition problems' and participants were encouraged to state 

their expectations for each other. Letting off stem in this way undoubtedly 
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made some people feel easier and clearer about their responsibilities. But, 

as reported for the Philippines intervention, this "glow" or *workshop hype 

evaporates in a month or two. 

The respornmlents feel ings were genuine. The feedback process can un

cover true facts about management. It can generate good ideas and enthusiasm. 

However, this technique is not very useful by Itself when there are serious 

managerial and structural problems. Making the participants feel better 

about themselves and %1l1 disposed to the consultants are not ends in 

themselves. Staff feedback, even when it is quite frank which appears to 

have been the case in the OAI workshops, should n(t be expected to define 

or propose solutions for basic problems. If the staff can do this in a two 

or thee day workshop, one wonders why the problems have developed and 

become so intractable? On the other hand, the consultants, if they hare 

serious about managerial improvements, should not serve as passive 

facilitators for an interchnge among those who have the problems and 

to some extent are the problem. If the consultants have no ideas of their 

own, one wonders why they are considered eAperts. At the beginning of a 

series of scheduled visits, feedback consultantation can be used to intruduce 

and inform the consultants. Or, after top marsement has made same hard 

choices, it can be used to collectively retrace the logic behind a decision 

and thus build understanding and cmmitment. Because neither of these 

conditions aplied in the Jamaican case, the use of the technique resulted 

in little btefit to the project. 

An exprt is needed to define feelings, relate then to structure and 

make them subject to action. As noted wlsewhere in this report (see attachment on 
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Development Committee Strategy, annex 1.2), role definition problems in 

I[-IROP stem from structural defects in Incentives, technology, delegation 

and targeting. Concerning the problem of Incentives, the consultant could 

have helped define the problems and facilitated the generation of ideas on how 

to provide incentives given civil service rigidities and the existence of the 

project outside the normal bureaucratic career development system. he 

have no doubt that those who might benefit from creative ideas on 

incentives would have come up with some creative ideas. The consultants 

could have helped put these ideas in a form which could be acted upon and 

followed up the action in three months. Mother management prior.lty the 

consultants might have raised is the vacant deputy directe: position.f 
Senior staff could have discussed the following: fis it needed, how should 

it function, should it be filled, what Is our next step? This approach In 

several structural areas would have had more chance of benefitting the project 

than merely acting as an intermediary In a vague and Inconsequential discussion. 

We are recmmending here that when attempting to Improve the management 

of a project the consultant alternately play an authoritative (DA) and 

facilitative (00) role as the situation requires. Integration of the 

technology being applied is the rsponsibility of DA! and to a lesser extent 

of DAl's manager, RAD. The point ismade elsewhere In this report that 

team composition, often determined by who is available rather than the 

needs of the assignment, exerts a large influence o n the technique mix. 

With longer and more predictable assigyments, it would be much easier 

for DA[ to plan its teams, balance its techniques and make a useful Impact 

on the implementation of iRD projects. But this requires strong mission 

involvement in progrmmng the consultants and reinforcing their 

contributions. 
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ROLE OF MISSIONS 

in the Jamaican case, the mission cmissioned an evaluation of the 

Il-IROP in February 1980. The DS/RAD manager of the DAI contract was a 

member of the team. The hard-hitting evaluation pinpointed several 

struc tural and. anagerial&..aknesses wtich--were al so notced by s..... 

evaluation team; isolation of demonstration farms, need for a deputy dirctor, 

inadequacy of economic monitoring, doubts about the agricultural 

package, slow delivry of services to farmers, and a general subordination 

o development to construction. In a sense, this evaluation served as 

the 00 phase in a planned series of interventions. In a manner more 

vigorous than that of process consultation, it ha r exposed the key managment 

issues and introduced the consultant, via their RAD contract manager, to the 

project. Project people had already begun thinking and talking about these 

issues. They were ready for a focused, serious interchange. Why was this 

excellent launching pad for a management workshop largely ignored? Why did 

the consul tants virtually start over again by collecting and feeding back 

unrefined personal reactions? Given that the DAI Intervention was In 

part prompted by the February evaluation, wny did the Mission and RAD let 

slip an opportunity to follow evaluation with remediation? 

The turnover of the relevant Mission officers since the workshop makes 

it difficult to reconstruct this failure and assign responsibility to 

structural circumstances and individuals. Before the workshop, the RAD 

project officer and a DAI representative went to Jamaica to prepare a 

scope of work for the workshop with Mission and project officials. There 

were three objectives; (a)determine needs for project coordination,
 

(b) to discuss a managerial model for the identification, collection and 
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utilization of information, (c) develop a strategy for strengthening small 

farmer organizations.* These objectives were to be achieved by; 

The workshop will emphasize an experiential approach to learning. 
That Is, the knowledge of the behavioral sciences will be used to 
support a participative, action-oriented process. Small-group 
exercises, full-group rporting, structured feed-back, and integration 
among prticipants and the specialist ten will be emphasized. 
The content of the 6sp w-i-l be "bas o ru -'raldevelo-en t 
management concepts which will focus on the docuiments, procedures,
objectives and processes of he Integrated Rural Development Project. 
The Phase One data collection will provide some of this content, 
with additional materials introduced by the spc:ialist temn.* 

In the general character of its objectives and standard 00 format, the 

scope was not tailored to the evaluation and could have been used with 

equal relevance for many IRDPs. I 
The RAD project officer and DAI certainly could have prepared a better 

scope of work despite the many inhibiting circumstances: the relevant 

Mission officers apparently did not push for a more useful scope either 

because they were too busy on more important matters, a consequence of 

short staffing, or they felt a workshop sh ould not or could not raise 

sensitive issues; the resident consultant, Pacific Consultants International, 

may hava felt threatened by scrutiny from another consultant; and finally, 

project senior staff may not have wanted basic shortcomings aired before 

Junior staff and farmers. 

Because the intervention dealt with volunterred concerns below the 

stuctural level, i.e. mail boxes in watershed offices, report forms, 

clarifying Job descriptions, etc. and did not include any mission officers, 

it left no recmmendations which the mission could follow up at the 

project or ministerial level. In this case, the strengths of a resident 

field mission (one of AID's unique advantages in the development bu$4 ness) 

*Source: Scope of work for DAI Workshop
 



-32

were not even called upon. The I-IROP isnot so close to perfection nor
 

is AID so unencumbered in the pursuit of Its objectives that readily
 

available sources of help can be Ignored.
 

Ifthe workshop had focused even for an hour on the vacant deputy
 

position, the participants, without riskine embarrassing an incmbant, may 
have. sgested ideas -manygood Iton. recruitment, function and interface. 

is likely the open minded and frank project director wuld have encouraged
 

such a discussion and may have allowed the consultants to steer it toward
 

the dual technical and political management requirements in this and most
 

IRD projects. Such projects are always accountable to several ministers 

and administrative jurisdictions and subject to short range political 

pressures.
 

But there are also certain imperatives of technology and hard internal
 

management. A project can succeed initially by offending no one, but in 

the end If It does not succeed technically, socially and econmically, it 

will fail politically. An IRD project director isalways politically 

responsible for his project. He has a natural concern that technical and 

managerial delegation may resul t inactions which are sound from the viewpoint 

of project implementation but cause political difficulties for which he is 

held accountable. Thus, he may be reluctant to allow the delegation and 

strict management needed for project success. The political and technical 

managerial imperatives can be met by one or more people. In the Jamaican 

case, a sensitive persuasive over.l leader should be able to delegate 

daily operational control to a technically competent deputy. A 

discussion of these more substantive issues may have done more to relieve 

the role anxieties expressed by the participants than the Internal feed-back
 

exercises used. Also, such a discussion wuld have pointed to actions
 

more directly related to ultimate project performance and perhaps have
 

allowed ISAID to play a constructive role at the ministerial level.
 



-33-


The Issue of the vacant deputy directer's position and other managerial 

issues raised in the February 1980 evaluation of the It-IROP are sensitive 

and those involved might not want to have them raised inonen session by 

short term consultants. As argued above, it is possible they could have 

-been-raised--at the Jamaican project but most 4RDP .projects are not as 

open or led by such frank and adaptable director. This gives rise to 

questions about RAD's approach. Should AID generally or any mission in 

particular, expect RA's consultants to come Into a project for two weeks 

or even quarterly for two years and raise serious managerial problems? 

On the other hand, ifraising serious issues is inappropriate and the 

consultant only helps participants to blow off stem, is Itworth doing? 

If the consul tant enters projects only to work the temporary magic of the 

"workshop hype', then his intervention must be justified not by improving
 

the project but by creating access to learning about projects. Ifthat is 

the case, research becomes the justification. Does research and thu pro

spect for putting it into use justify the money spent, the disruption of 

project activitles, the false sense of accomplislment, and the use of 

valuable access privileges? 

Real management problems are best handled privately. Because IRDPs 

are managerialy difficult, AID nomally requires a resident consultant 

team to help manage. If the consultants are effective, they should be 

able to improve management by unobtrusive daily advice to their couiter

parts. USAID should take up problems beyond the influence of the consultant. 

USID has more rsponsibility, power and access points, ranging from the farmer 

all the way to the ministers. Problems found Intractable by the consultant
 

and USAID are not likely to be solved by a public management workshop.
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USAID.DAI cannot substitute for weaknesses in the project consultant or 

Thus, the logic behind CAI's technical assistance (TA) for managerial improve

ment and RAD's support of such assistance is dubious. 

Based on our analysis of the Jamaican case, we conclude there are 

several pre-conditions which must be met to expect an outside consultant 

to improve the working of an IRDP. 

-There must be a planned series of interventions occuring over a 
significant period of the life of the project. This will allow one 
or two visits for mutual introducion and trust building. Sub
sequent visits can refine analysis and establish an accountability 
framework for the project, USAID and the consultants. Planned 
visits allow the consultant to plan personnel, technique mix, 
research and pubi ications. There has never been a schedule of 
visits to Jamaicai. 

-- Project staff must be frank with the consultants and among them
selves. These qualities existed in the Jamaican case but are 
rare. 

-The resident consultant must not feel threatened. This Is a 
Catch-22 condition. If the resident consultant is doing its job 
well it will not feel threatened and an outside consultant will 
probably not be needed. If it is failing it will feel threatened 
and try to block the outsider. 

-The outside c-rnsultant must not only be able to accurately analyze 
the project but be perceived as having this ability otherwise USAID, 
the resident consultant and the project will either accept false 
advice or reject good advice. In the Jamaican case, DAI did not 
offer its own advice to any of the three parties. 

-- USAID staff must have the interest and will to act on the 

consul tants advice. 

Because these conditions are not likely to exist, an outside consultant is 

not likely to be useful. More important given the planning, openess, 

confidence, intelligence, trust, interest and will, inherent in these pre

conditions an outside consultant Is not likely to be needed. 



RAD PERFORMANCE 

This section evaluates RAD's performance in conceiving and implementing 

Project 5300. It tries to answer the folloving questions. In spending over 

$2.8 million on this proeJct, what task Is RAD perfoming for AID? Is this 

task needed and is RAD able to perfom It? Will AID recive at least $2.8 

million in value from this project? Could the task or project be performed 

better? 



PROJECT HISTORY AND PERSPECTIVE 

The ideas behind Project 498-5300 germinated during 1976-77. The new 

mandate for rural development and a basic human needs approach was enacted 

and been cmmitted to several integrated ruralin 1973. By 1977 money 

devlopentproects (IRDPs) around the world. AID had neither intellect

ual nor operational experience with these controversial projects which 

would lead the reorientation of its program over the next decade. Were 

these collectio of ministries, disciplines and activities projects at 

a11? lere the problems coming up in design and implementation unique 

or common to all such projects? What kind of technical assistance was 

it? Should AID change Its procedures?required and who would provide 

How is success measured? 

Any organization impelled by outside forces to attain new objectives 

in a new enviroment must not only learn but invent a learning process. This 

is true of a firm entering new markets or an army facing new adversaries 

and new weapons. Repeatedly new challenges have been thrown at AID, for 

example, wartime development in Vietnam, the new mandate, Cambodian relief, 

and massive transfers to Egypt. AID has attempted to structure and acceler

ate learning processes. The project under review should be seen in this 

perspective. 

THE LEARNIHs PROCESS 

It is a characteristic weakness of AID that the formal learning 

function occurs mainly in the large central bureaus--OS and PPC-

apart from the field operations conducted by the regional bureaus. 
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This is true because the regional bureaus labor under severe short-run 

pressures to spend money and react to a host of constituencies within 

and ouside AID. The missions, chronically understaffed and layered 

with competing objectives, have inadequate time to understand and 

manage their own projects and none to learn about new program areas 

spanning several years and countries. On the other hand, learning in 

the central bureaus is remote u operations and often farmed out to 

consultants. This remoteness is partly caused by the missions which are 

so pressed by daily exigencies that they view initiatives by the central 

bureaus as annoying and unproductive diverslons.
 

OS/RAD recognized and accepted its responsibility to learn for 

the agency about 7RDPs. It would have preferred to form an interois

ciplinary team of its own people and let them study projects and 

theory for a year to develop both understanding and a technical assistance 

(TA) capability. But in order to Justify its existence, its p.ople had 

to bte on call to the Missions and it could not assign them to its own 

long term purposes. Therefore, the only alternative was to hire con

sultants to learn for OS/RAD. The contract with DAI provided for a first 

year of unalloyed learning with two quality control check points followed 

by three years of learning combined with TA. The first year would be 

devoted to general reviews in ten countries and writing a state of the 

art paper (SOAP). The ten review papers and the SOAP would show If the 

consultants had learned enough, i.e. had attained sufficient quality, 

to be allowed to provide TA. Normally a SOAP should be written at the 

end, not the beginning of the experience period. Using the first year 

to train and test the consultant was the intention although due to the 
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antagonism in the agency to hiring consultants to "do research' it was 

not explicitly stated in the PP or contract. This antagonism to con

sul tants coming out to projects to pursue their research interests also 

made it necessary to assign-a marketing role to the consultants and . .......... 

may have prejudiced selection in favor of consultants able to perform 

this role. That is, upon receiving the contract, members of the fim
 

called and wrote their friends in various issions explaining the project 

and angling for an invitation. To the extent that a consultant must 

market its services within AID after it receives its contract, there 

will be a tendency for AID to select contractors with previous AID 

experience. Throughout its history DA! has received over 90% of its 

business from AID.
 

OS/RAD In not using its own people and in working into the contract 

conponents for learning, quality control and marketing, was accepting 

its responsibilities to AID in spite of AID's procedures. A less innovative 

and serious office may have been content with the easier course of allowing 

procedures their natural ascendancy over substance. 

One of the major conclusions of our evaluation is that thfs kind of 

learning cannot be farmed out. This is not the kind of learning where a 

team of chemists can be asked to develop a new catalyst which can be used 

by production workers. This kind of learning requires exposure to the 

tortuous operational problems of IRDPs, and a planned interchange with ex

perts in several disciplines and knowledge of leading ideas in develop

sent administration, Industrial psychology, cuitural anthropology, and 

economic development. This creative interaction between projects, experts 

and theory must be planned and disciplined. To learn one must go through 

the process rather than a read a report by someone who has done so. 



A strength of this project Is that the consultants have gone through
 

the process and learned a great deal. A major weakness is dissemination.
 

Creating a marter consultant does not necessarily create a smarter AID.
 

How-can-AID learr. what-the consultants,learn?.
 

DISSEMINATION OF LEARNING
 

When learning is removed from those who act, host country and 

mission project personnel, and from t!se assigned to learn, DS/RAD, 

and entrusted to outsiders, DAI, the prospect for the useful absorption 

of learning is very poor. As noted in the section on DAI performance above, 

little thought has gone into dissemination. The PP and contract make 

the standard and inadequate references to document distribution 

and seminars. There are no specifics on the kind of distribution or seminars or 

deadlines for the consultant to supply specifics. There ere no requirements 

for research on how to improve dissemination, a chronic and often critized 

weakness in RAS and DSB, or performance indicators or quality control check 

points on the consultant's growth in thinking about dessemination. Apart from 

transference during the TA visits, dissemination is assumed to occur mainly 

at the end of the project. Except for the laudable and explicit cmbination 

of TA and research, the project is not guided by the assumption that learning 

and dissemination are part of the same process. Dissemination should be con

tinual and intrinsic not discrete, periodic or a summary activity. During 

the final two years of the project, RAO should give DAI deadlines and objec

tives for creative thinking and action to improve dissemination. 

While RAD could have handled dissemination better in this project, it
 

must.operate in an Agency where the separaron of learning and doing, which
 

is the heart of the dissemination problem, is structurally determined.
 



-6-


Mission people are burdened with detail, hard deadlines and ccmpeting 

objectives of development and disbursement. Central bureau people have more 

time for visiting experts, attenJing seminars, reading and analysis. It is 

typical. that-those-most.-burdened with program |inpl ementa ton, the misson 

agricultural and rural development officers* are the last to be released 

by Mission directors for work with consulta.ts or long term training. Field 

isolation is abetted by long tours, frequently 10 to 15 years without a 

Washington rotation. The learners in OSB and PPC, those who do the studies 

and manage the research contracts, and the doers, those who design and 

manage projects in LOCs, do not report to the same bosses. Each is encased 

in the budget, agenda and vertical comnications of his own bureaucracy with

in the bureaucracy. Creating a nuber of functional assistant admininstrators 

in agriculture, health, rural development etc. with control over both research 

and project approval might solve this proien but create an agency too tech

nical for Its political environment. The result of the present system is out 

of date field officers combined with a continual flurry of policy changes, 

format revisions, new fashions and cosmetic requirements emanating from 

Washington. Antagonism between the field and Washington, cynicism, and 

lowered agency performance naturally follow. Thus the RAD contract with DAI, 

despite the laudable intention behind it, typifies some major weaknesses in the 

Agency.
 

DISSEMINKATION, TRAINING AND CAREER DEVELOPMENT 

In a situation where learning is important but made difficult by the 

agency's structure aivi procedures, what can be done? In thinking about this 

*Backstops 9 and 10, have the leanest ratio of officers to work load as 
measured by nwber, complexity or value of projects. 

http:consulta.ts
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dilemna we are struck by our own experience as an evaluation team. RAD, 

realizing that the regional bureaus must guide and consme its knowledge 

building projects, asked the regional bureaus to conduct this interim 

..... evaluatfon. The regional bureaus repeatedly refused. They have I I ttle . ........ 

Incentive to evaluate another bureau's project. RAD had money to pay 

consultants to evaluate its consultants, the perfect isolation of the 

learning process, but none for AID employees. After considerable horse 

trading, four people fro, three regional bureaus agreed to add the 

evaluation to their other jo,)s, with acquiescence if not encouragement 

from their supervio,rs, and travel money was crabbed together from RAD, 

PKC and a convenient PASA budget. Inadequate though it may be, the five 

week effort of the team in reading the documents, visiting an intervention 

s~te, talking to DAI and rigorously exploring all the related issues, will 

probably represent most of the qenuine dissemination within the regional 

bureaus of this $2.8 million knowledge building project. This unlikely 

team, plus the RAD project manager, if he becomes an AID employee, plus 

DAI, if AID gives it another contract for IRDP work, will probably 

transmit to AID's future operations most of the value generated by the 

expenditure of $2.8 million. Those who read the SOAP and other Dners 

and meet the consultants on a field trip will absorb the remaining value. 

Two members of the evaluation are international development Interns, 

IDs: new hires at the entry level. For them the team provided re

sponsible work, excellent training at the beginning of their AID careers 

and did not significantly disrupt their flexible schedules. For the other 

two team members who have managed IRD projects, this was an exposure to new 

ideas and an opportunity to reflect on operations and theory. Due to this 

intense learning experience, we will be more effective In AID. Our travel 

and per diem expenses did not reach $4000. If AID can spend $2.8 million 



on a learning process for consultants it should be able to spend at least
 

S per cent, $135,000, for its own people to learn from the consultants.
 

DS could be required to allocate 5 per cent or even 2 per cent of the
 

.... budgets-of, its knowledge building projects to A s training division or to......... 

a new DS training division. The fund could be used for evaluation tems 

such as ours or for pure training teams. This could be an operating 

expense (0[) fund or a program fund. An OE fund would raise DSB's 

overall OE account but not necessarily raise overall spending by 0S8 or AID. 

0S8 contracts have (program) funds for dissemination and training. With 

these funds, 0S's consultants can travel around the world for workshops, 

pay the expenses of visiting experts invited to the workshops and pay for 

professors to spend months writing and producing stacks of documents. Not 

one penny can be spent on these activities if they are performed by AID's 

personnel. These funds could be switched to the OE account for the 

learninj and training of AID people. Congress might accept this If it 

unde'stood that the money was not being used for internal boondoggles 

but o serve an existing and sanctioned objective more efficiently. If 

the money were kept in the program account, DS8 contract funds currently 

used for dissemination and training could be switched to AID's training 

program or funds in that program could cover training modules attached to 

SS's knowledge building projects. For example, each DS8 contract could 

specify an interface with the Development Studies Program.
 

As part of a knowledge building project, a consultant could be required 

to supervise the training of an AID team for a month each quarter during 

the contract. The consultant could guide the team around the world to 

Investigate an issue or type of project. It could require readings, 

written exercises and visits to experts all associated with its learning 
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for AID. IDI's could be mixed with professionals more advanced in their 

careers. In this way DSSs investment in Isirning would draw closer to 

the missions both as precipitators and consumers of its knowledge. Also 

bebroghtcloser to learning and operatios 

The consultants would appreciate a closer relationship with field personnel, 

who are a source of real world experience. The training division could 

combine learning under consultants with academic training and advice on Job 

assignments in a career development program, a vital ingredient the Agency 

has always lacked. 

__ _thetraiingfw~tionwoud 

Undoubtedly Mission directors would oppose rrleasing their pr-oductive 

people for even a month. This is an area of Mission sovereignty which 

is understandable but not consistent with the Agency's need to learn, 

adapt anO develop people. Given changing but Intense obligatonal 

pressures and the power of the various AID lobby groups, directors are 

forced to continually reinvent long term programs, adapt to Washington 

fashions and spend money as well as transform society. Sall wonder they 

want to guard what little staff control they possess. Unfortunately one 

system defect breeds another. The improper use of Missions results in an 

improper use of staff. If Mission responsibilities were more limited to 

the Implementation of more stable, more concentrated and longer term 

programs, programs which were not the play things of various political, 

economic and ideological lobbies, then there would be more opportunity 

for personnel planning and career development. The existence of these 

systemic d.fects should not blind us to the possibility of adding train

ing and career development components to DSS's knowledge building projects. 

his would break the Isolation of the learning process, improve dissemina

tion and help integrate operations, training, learning, career development 

and agency adaptability. 



In summary, we envision the following role for DS8 knowledge building/ 

TA projects. First, OS8 identifies a technical problem and selects a 

competant contractor. By creating acess tc field operations, requiring 

a multidisciplinary focus and establishing quality control check points, 

....	 tcreatesa learning process for the contractor. - Second, after the . 

contractor has passed the quality threshold, DS8 markets its services to 

the Missions. The market test is theJ4issions' willingness to pay tn-country 

per diem and travel of t2Ve contractor's people and after one or two visits 

agree on a cumuletive sequence of visits lasting at least two years. Third, 

DSB and/or AlDTTraining fund field people to participate with the contractor 

during the learning, TA and evaluation stages of the contract. Work with 

the contractor would be Integrated with assigment at the Mission, more 

formal training given by AID or other organizations and the employee's 

career path. All of this could be done without spending more money or 

changing AIDs objectives. 

RECOMIENDATIONS 

1. 	 RAD give DA! deadlines and objectives for creative thinking and
 

action to Improve dessimination during remainder of project.
 

2. 	DS8 allocate at least 2 percent of budget of knowledge building
 

projects to cover expenses of regional bureau personnel trained by
 

knowledge builders.
 

3. 	PH/TD investigate linking training and career development to DS8
 

knowledge building projects.
 

4. 	All 0S8 knowledge building projects include OE funds for evaluation
 

by regional bureaus.
 



RAD PERSOIEL ISSUES 

Currently RAD has 18 professionals. Nine are AID direct hire employees 

of which four are foreign service olficers. The remaining nine, half 

the staff, are IPA's, PASAs and RSSAs whose turnover exceeds the AID 

norm and whose backgrounds are largely in teaching and research as opposed 

to development implementation, which is AID's main business. As noted 

elsewhere, one weakness of the dissemination process is that 1e RAD contract 

managers take their learning out of the Agency. For e;:mple, the RAD 

manager of the OAK contract Is not an AID employee. This personnel 

system resul ts in a learning process where outside consul tants learn, are 

managed by short term in-house consultants who arelon call world- wide, 

and are evaluated, if at all, by other consultants. It is almost like 

an elaborate fencing system whcre the Intent is to hide the stolen goods 

in this case the Insights acquired, by passing then through a series of 

increasingly removed brokers. 

This situation suggests several questions about AID policies and 

operations. Has "doing more with less" gone too far? The core of AID's 

business, broad and equitable development in foreign countries, is 

extremely ambitious by Itself. When it is combined with the need to 

reflect shifting political preferences in shifting country funding levels 

and serve a host of domestic lobbies, the imbalance between means and 

objectives may have become unrealistically ambitious. RAD may have 

accommdated to these pressures to the point that the uarginal utility of 

an extra budget dollir is very low or even negative. In project 5300 we 

have seen that the TA was of little benefit to the Jamaican IRDP and the 

research is not likely to be usefully disseminated. 

•i* .. .. . .... .
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If AID is going to h.sve central technical offices like RAD, they 

should be staffed by F-,Rs on three year rotations between field 

not expert enough to work with consultants andassignments. If they are 

build knowledge they can be given long term training as part of their 

*career development and 'a'sigriment -plaing Mhati4before going -to RAD. 

the Agency might lose in technical expertise it would more than gain 

field oriented control over contractor workin dissemioation and a more 

plans. Also, it should be noted that RAD experts spend about hall their 

time managing contracts. Field staff, with their experience in project 

do this part of the job at least as well.management, can be expected to 

When academics manage academics there is a risk of personal research 

interests displacing contract objectives. And on the subject matter 

healthy groundingside, an infusion of field veterans would provide a 


to the graduate school mentality of many of RPD's clients.
 

Staffing RAD with direct hires as well as passing direct hire trainee 

teams through RAD would increase RAD's allocation of direct hires. Me have 

argued that RAD's difficulties result in pa't from an impractical ratio 

of direct hire staff to objectives. This Imbalance is not entirely 

imposed from the outside. RAD has probably accepted and prompted 

requests for its services too Indiscriminately, although a "ready to 

serves stance is needed to charm the regional bureaus and provide access 

and freedom for research. A less expansive RAD would still face the 

personnel ceiling problem. It seems to us that, if RAD Is Important 

enough to have a payroll and program budget and learn for the agency 

In critical areas, then It Is Important enough to have direct hire staff. 

If the purpose Islegitimate, so are the means. If the means cannot be
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spared, is the purpose worthwhile and, in any event, can it be achieved 

with inappropriate means, in this case contract personnel who cost the 

taxpayer as much as the appropriate means, direct hires. 

A more fundamental remedy for the imbalances reflected by RAD is to 

concentrate and stretch ouuor-field-prras... If there are-too few 

people for AID's many projects, rather than adding people through increasingly 

tenuous webs of consultancies, which often create more work for others 

than product for AID, why not simplify the program: fewer, bigger and 

more loosly designed projects; missions more confined to implmentation; 

more design work done during implementation, especially for rural development 

projects; less AID/I change in country levels and/program ix; more 

stability in personnel planning, etc. If a country program were largely 

fixed for the next five or ten years, a short period in terms of develop

mental change, missions would spend less time on documentation, le COSS, PP, 

ABS, CP, CN, etc, and with more stable subject areas we would need fewer 

but longer term consultants. This of course assumes that Mission Directors 

would not be encouraged to drum up every possible project either to get 

more money or to be ready for the next AID/V program revolution. It 

also assumes some AID/V technical guidance for long ters programing 

and top management ability to defend the implied powers of the agency. 

These factors in term assume certain political and organizational changes 

in AID which complete the connection between defects In RADs personnel 

and projects and overall agency problms. Both the scope of this report 

and our sense of realim dissuade us from making recmmendations on the 

larger political and organizational Issues such as AID's antonsy within 

the government, micro level comands from Congressional staffers, career 
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people in top management, multiyear authorizations, risk taking with 

goverment money, internal delegation, and the unification of technical 

and executive authority. 

SITE SELECTION
 

As_ di-scussed above. RAD .identi fied and, _.wJthn_ the limitations .posed........ 


by AID's structure, tried to meet a genuine need: to understand and 

assist IRD projects. The research and TA required project sites. The 

consultants needed to learn from field operations and improve those 

operations. Thus sites had to be selected for the opportunities they 

provided to learn and to assist. A likely approach to programming the 

consultants is as follows: f 

- RAD is familiar with AID IRD projects worldwide.
 

- RAD ranks the projects according to suitability for learning
 

and TA.
 

- RAD markets its ranking to the Missions using higher DS or AID 

authority to settle disputes. 

- RAD programs a series of BAf visits based on its ranking and 

Mission agreement, as modified by the views of top management. 

The key ingredients here are that RAD understands the lgency's IRD 

projects and that the Missions are not completely free to ignore RAD's 

work. Without understanding, how can RAD presume to program money on 

behalf of the Agency's needs for learning and technical assistance? 

Without some authority over the Missions, how can its understanding and 

money be of any use and, more generally, why have a central technical 

office if the field operatives have the power to totally shut it out? 

In other words the existence of a central technical office with staff 

and money implies some authority: consumers are not sovereign. It is a 
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general weakness in AID, very much exemplified by the contract under 

review, that the Missions operate on the basis of consumer sovereignty 

and DSS, although it often tries to or says it does, cannot operate wholly 

on this basis. 

In selecting sites, RAD used what might be called the subterranean 

or back channel model of consumer sovereignty. Missions decided whether, 

when, and what type of service they would receive from RAD, but, in 

making this decision, they were Informally prompted by RAD and DAI. 

Below are sketches of the way site visits came about: 

I 
1. Honduras - DS/RAD project officer Ron Curtis was in country for 

the evaluation of another project and was able to sell project 53,10 to 

an acquaintance for the PROTECPA project. 

2. Liberia - flission Director Garufi responded to the airgrm announcement 

of the project and wrote directly to DAI Project Director Peter Weisel whom 

he had known from previous Liberian work. 

3. Tanzania - Mission deputy director, Jerry French, responded to the 

airgram with a request for help on the Masai Project. 

4. Botswana - In 1978, before the signing of DAI's contract, Mission 

rural development officer, John Pielemeler, asked for Peter Weisel at 

GA! to lead a rural sector study to be paid under DAI's IOC with AID. 

Weisel was busy with the IRD contract proposal and DAt sent Ton~y Barclay 

under the IQC. After the IRD contract was awarded to DAI Weisel went 

to Botswana In December 1978 t6 work on the study under the contract. 
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Thus Weisel, a well known expert in the field, probably would have done 

the Job in Botswana whether or not employed at OAI and whether or not DAI 

had the IRD contract. 

S. Cameroon -. DAT presIdent.Mckelwait knew the.Misson Director and 

personally sent him the proposal for IRD. The Mission Director knew of 

David Gow, DA anthropologist, and asked OS/RAD project officer Curtis 

to visit Cameroon during an African trip to discuss the project and draw 

up a scope of work. 

6. Nepal - Project Officer Bill Douglass needed afmanagment infor

mation system expert. He had seen Peter Weisel's writings in this 

field, found he was currently working for DAR and asked for his 

services under the RAD project. Weisel was unavailable so Nepal took 

David Gow instead. 

7. Philippines - DAI DA specialist George Honadle had worked on a 

team in the Bicol prior to IRD contract and the Mission Director 

responded to the airgram with a request to To. Carey,, one of the members of 

the original core team for assistance. Carey, Tom Armon, and Honadle all 

eventually worked in the Philippines under project 5300 funds. 

8. Indonesia - The Mission's answer to airgram was "don't call us, we'll 

call you" which evoked a spirited reply from the Director of OS/RAD 

Harlan Hobgood. Hobgood's eloquent reply, combined with the mission's 

previous positive experience with Honadle and Jerry Van Sant, led to 

Mission giving IRD a try. 
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9. Thailand- The Mission responed to the airgram with a specific request for 

Mickelwait, Murray, and Roth. Hickelwait and Roth were members of CAI, 

Murray was a sub-contractor. All were chosen for their Thailand experience. 

The work involved assessment of several representative Rural Development 

projects, recomuendations for ways to improve their tmpleventation, and an 

over-all appraisal and recomendations for future Mission rural development 

strategies. Work was not really related to the IRD project focus on 

organization and administration of IRD. DAI admits it was a case of 

doing what Mission wanted to get a foot In the door. 

10. Jamaica - DS/RAD officer Curtis was RDO in USfO/Kingston and 

helped design 1I-IRDP. DA! had been contracted for the information system 

for the project. Curtis led the January, 1980 evaluation and selected RAD 

management expert Loventhal for the team because management was major issue 

in project. Lowenthal then sold IRD after the evaluation. 

11. Yemen - BAI anthropologist David Gow, under another DAI contract, 

had done a study for the design of a local organization project. The 

Mission responded to the airgrm with a request for IRD help specifically 

on a local organization project. 

Apparently in only one case, Tanzania, was a site selected by a 

Mission response to RAD's airgram annouixement of services avail

able. In no case was there even a hint of an order that a Mission 

must accept a visit either to serve the Agency's management infor

mation system or to improve a project. Rather than being designed 

to achieve research and TA objectives, site selection was marketed 

or even lobbied. It depenoed largely on personal connections, coin
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as 

infor-al ut clear instction to the consultants to sell Prcject 

cidences in travel scjdn.ies and, notel elseohere in this report, an 

936-5320 :ti'O te "ec', 

' -aior .eakness of this site selection process is its one shot 

character. Tht is. when the sites are initially selec , t.,ey were not 

progra--e. for 3 series of research ar T. interventions .jrirg the four 

years of tr- contract. 'f tnis we-e Ic~e, sc,-e cf te i:efects of the 

. ,
in ti,.b'' ,r'..sel~cc ion, i e. e ,-". -. . . s,,'es, c-ul , be 

- " .t
the erscn-' st'c,* t' ar...rczess s " eat ,c .' tr' 

•". o n o ; u r3 1. r e L- vi s i t s. i- s n c, ,:r2 -i I l vis i ts U ? e "eer e 

of 'visits. Wor both r.-se~r ' an, T , it is -'as,,"--recosl .-ffective 

to visit severa l ica -ro~ecs a .erl. "n- ) 1 ...... they 

change over fojr years, %h:ch :. a 13re vDr'icn zf :e -. '',eo year 

thdrt .iS'; .rojecs., t ,-Droject life, to -an,,? -os" -, once or twice 

not knowing six -onths Me'%efl iCh project still e aivi3le. 

For the final tao years of the contract, we reco--end that RAD 

confine at least '15 percent of :,,,'As fiel ti-e to a '-anrful of pro

jects each ", e '.site" at least sik ti-es I a -. er p1,,ned to 

,
yield a c=-ai.,e research or ". .,ct.The ot ;ercent of 

field tie ca" e assned to on-call services. 

COICLUS!CU'
 

To conclude this section on P.09's perfor-ance, it Is appropriate
 

to return to the questions posed at the beginning of the section.
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In this project what task is ?K.D performing for AID? RAD has
 

C

created a learninj r cess to inrease kncml ee atout ';DPs, develop
 

!RDP experts ar1 ise t!e experts o i prcve ::-Ps.
 

this task? 't . well, altoough :etterIs RJ ble to rpe-for, 

than any other jrit i, " . -'As so,-ti n frir, ....n.e , on 

the ssion s, "n4i"c '.c t 'i s as f 7 Z' jt, eeeeS: 

tie -anf ,."s of ea,'i. do-e '. ts" S . 'r oezt 

ranager -msh se i I ~ ~ of sto'' 3-- ot 

direct nir !o t 3rjs or lineo,,.s z-,;., .,a* "tey 

ha-e learned nto ufjture a ;era!irLs.nen.' 


Yisits to proects by tne outside learn,er-experts are of an 

ad hoc, non-cv.ilative character which greatly diites both 

learning and irpact. 

-- The seo;ration of ;earninj an, loin- forces disse.ination to 

rely on the staniarl an! iniaequate -eans cf circuiati'n of 

publications, one or two brief se-inars ar! any teansference 

occ ri arg roeiring ,SI*S. 

Wil1 AID receive : e , ent to the -oney spent?i'ue E:ist 

This %.estion is as li'ficujl t inst- as 1, is i-ortant. Tt is our 

teeln learned, a leirnnn orce .ea.kenedopinion tha, 3Itr,Du -. :h "as 

by consu-er, i.e. UlSssion, sovereignt. aS o osed to so-e learner 

sovereignty, an 5y'c ass'a,.iitd-eia itn rojezts and severe 

weaknesses in tt.e aissc-iination of rcftl, ge 3ained uns;er-4,ies -u:h of 

the value of th;s project. The TA visits being ad hoc, short ter- ard 
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concentrating on one often non-fundalental piece of an IRD project
 

cannot ,e expected to significantly i~pro'e the i 7pleentation of such 

projeOct s. 

Couli t-e t-ask be pertor-_ed better? Prcanl. not, Giien the 

. .structural obs:c'e. Q.D 14 .sr. -ients for takinq seriously its 

responsibilities and trying c-rey r,- 3ut.to j 

Could the project e erfor-ed :etter? 'jring the final tw years 

of the contract i. srtA beo ossitle to achieve a -lore s,ste-atic link 

s e: e lik Zane 7,,re tailcred towith !D~Js. 'n "" Vsits .' 


the proje:t a,!d "ess de: en"t Dn e liszipilines of tear,-e-ners.
 

More plannin; shoulY e lone to -axi0ize the value of the standard
 

dissenination -es.res.
 

Frcm our evaluation, me conclude this project Shuld not be extended
 

beyond its scedu'et ter-ination late. ? tre en- of tre c'nt-azt the 

various researczr .rs .il'l e used if r.Ctl o .ers fini t-- seful 

and w'e .il' ' "-; D: st f f+ " " wr.6.. 7hat 

-: 'i < ,is, the t'e Ce, er:s >ee ,' - ::e bir e 
- ' t , ,t e RAII .. ' e ."n
gne'4a . n 

'
 .~ . "t-'e in theknolele u'' .."toiets +,,,.es'+,.e, c:, 

C Ile'-is 

and operati -l. v : '1r; '++ cc":::en:s, as well 

Hobgood to . .. of 22, " . :: cf "r. sc1ne
 

l o 

as the t o, t - .r, it see-s :' >o,- ,trer-f ... 


. -
RAO Tr t ,' i the ,r",
f ess p.a-trc rt if Ct ." n offer 

less TA of less practicality . Thus, 'f !'t is above the norn, our criticis 
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that -ost of its research is not likely to be used and that little inpact 

can be expected frcr its TA apply 7ore forcefully to the re-ain er of 

.;-s ortfoll io. 



ANNEX T
 

Jamaican Case Work
 

This annex includes the evaluation team's Internal working papers for
 

its field investigation In Jamaica. before going to Jamaica the team
 

organized ios Investigation according to a logical sequence: the outputs
 

following the actions agreed at the management workshop and the stages
 

prelininary to these actions. Each team member was given one type of action
 

and assigned to follow the forward and backward linkages as well as identify 

the methodology and Information services to be used. Thus there are (our 

papers on work assignments and four on findings. 

These are rough, brief working papers used mainly as thinking aids. 

They are annexed to the report for two reasons. First, the regional bureau 

co mittee which liases with DS/RAD asked us to record some of our methods 

for use by other regional bureau evaluations of projects RAP. Second, 

PPCIE wanted to consider our work as a model for Its broader evaluation of lAD. 

*ae .. . 
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UNITED STATES GOVERNMENT
 

memorandum11-54 
ATTNOr, ASIAITRIRD:Gerrit Argento 

r	Field Assignment Findings on Development Committee 
Strategy 

.. . Eva luation- Tea. 

At the DAI conducted management vorkshop In Hay 1980, I-IRDP project 
officials agreed on several actions. The commitment to these actions, 
their relevance to the project, their implementation and the creation 
of the attitudes and skills upon which thq5 depend comprise such of 
the benefit, if any, which can be expected to result from the DAI 
intervention. These actions were grouped into four categories and
 
parceled out to the four embers of the evaluation team for investi
gation. The action discussed here is the preparation of a strategy
 
to strengthen the development committees (DCs).
 

During the period between the intervention InMay 1980 and the visit 
of the evaluation team in Novesber 19bO, the following steps were 
taken:
 

- Creation of a council for the development comit'ees and approval
 
of its constitution. Two quarterly meetings held.
 

g 

- Guidelines for development comittees (a two-page checl. list of
 
functions DCs should perform).
 

- One-page standard format for monthly reporting to project of
 
results of DC meetings.
 

- Strategy document showing problem, remedial action, planned
 
results and deadline for results.
 

Some of these steps may have been In traln before the workshop, but it
 
is clear that since the workshop, efforts have been made to formulate and
 
carry out a strategy for strengthening the DCs. Also it is clear that the
 
DC or some equivalent group of farmers able to interact with the project
 
is needed. Thus it seems that the workshop helped in identifying and 
carrying out an Laportant action. Hoverr, despite the number of meetings 
held by the OCs and council, the excellent reporting form and the documents 

Buy U.S. Savings Bonds Regulattyon the Payroll Savings Plan ,, -OfM 
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on strategy and guidellnes, we have the impression that the vital
 
sign* of the OCs have not significantly quickened since Hay and that
 

the approaches identified may not be sufficient to energize the patient.
 

This presents a paradox: success in the identification of
 
problem and action - strong groups of farmers are necessary and a strategy
 

to-strengthen thea-is neede4 .cob1ined-wi th 1ilklyoverall fal lure..in_..
 
actually creating the appropriate kind of farmers' groups. A discussion
 
of this paradox requires an understanding of the project difficult to
 

achieve by a reading of the documents and a five day visit. Nevertheless,
 
it is the unenviable task of evaluation Letms to make l :!e judgements
 
hurriedly. What follows is an explanation of our judgemer.t that the DAI
 
intervention was probably not a good way to identify or attent to solve
 
the problems of the development committees.
 

DA! used an internal feed back approach. Workshop participants are
 
encouraged to identify problems and propose solutions. This has the
 
advantages of immediacy and project speci city. The potential problem
 

solvers identify and "own" the problem. there is the possibility that
 

the participants were encouraged to see this problem as AID sees it.
 
To the three groups of consultants receiving AID money - DAI, PCI and
 

the Cornell soc ologist - AID has cummunicated its convictions on the
 

creation of active beneficiary groups. Interest in the DCs may be sttonger
 

at AID than among the project officials. In any event, the emphasis was on
 
problem identification and solution within the existing project context.
 
For example, writing and implementing the DC strategy ware assigned to the
 

project's training and coordinating officer. The actions taken - calling
 

for more regular DC meetings, encouraging the establishment of new DCs,
 
improving the reporting of meetings, establishing a committee of committees,
 
etc. - were the most he could do in his official capacity. But in our
 

opinion the DCs must be viewed systematically: the need fqr them and the
 
means of .'reatingthem arise from the structure of the project. There
 
must be a stting mutual dependency between the DCs and the project similar
 
to that between a politician and his constituency. In Jamaica, the
 
politician provides solely needed bezuf its to his constituency and the
 

constituency keeps the politician in office. This mutual dependency has
 
created political constituency groups which, as the recent eiection has
 

shown, are perhaps too cohesive and entreprenurial. Unfortunately inter

dependency in the I-IRDP has been too weak to generate farmer groups
 

which can articulate demands, identify opportunities, commit members,
 
mobilize their own resources or adapt project resources. It has also been
 

too weak to generate "successful"' project officials. For example, the
 

extention agent does not have a productive new technology to offer the
 

farmer and for the old technology he cannot deliver coffee or citrus
 
seedlings. $or can he deliver rapidly - farm plan approval, farm plan
 
implementation, livestock, roads, electricity, potable water, fertilizer
 
or credit. Concerning other important needs of the farmer - transportation
 
to market, stable and remunerative prices, teneurial security - the
 
agent 4nd the project are largely powerless. Thus the farmer has little
 



~-3

incentive to depend on or suprcrt the project despite its $26 million
 
budget and high ratio of officials to beneficiaries. Even if the agent
 

could help the mini farm to rapidly become more profitable. due to civil
 

service rigidities and the temporary character of the project the agent
 

is not likely to be rewarded in pay or career advancement. Thus the
 
agent Iandhis -throUghOut__the-,projectsta e ......colleagues -haylitte 

incentive to depend on or support the farmer. Without interdependancy
 
there is little urgency to develop work targets and personnel performance
 

indicators. Interdependency in the project has not risen to this creative
 

threshold due to systemic weaknesses in research, technoloty, coemodity
 
availability, response time, personnel incentives, delegation, work
 
targeting and overall objectives.
 

A detailed discussion of how and why these weaknesses are likely to
 

cause this project to fall far short of its expectations is not
 

appropriate here but some indications can be given. There Is no agronomic
 
package likely to have an impact on produftivtty remotely approaching the
 
new rice and wheat secls or even equivalent to bringing irrigation to
 

rainfed areas. Agronomic testing on the demonstration plots functions
 
independantly of extension agents and farmers. Land in bush and cane
 
will be put into coffee, citrus and banana with land in vegetable crops
 

largely unchanged. The quantity of inputs will increase as will the
 

average value of the farm's output. But labor and management requirements
 
are likely to go up when farms add 507 to 7O% to cultivated land and
 
use all cultivated land more intensively. Generally the heads of farm house

holds are elderly or female and family members depend on temporary off-farm
 
jobs to supplement income. In this situation can a larger and steadier flow
 
of higher quality from labor be expected? Economic research has
 
provided virtually no knowledge of the net economic effect of this
 

increase in inputs, outputs and quality control. Farmers are clamoring
 
for coffee and citrus seedlings which are not allowed to be grown on th*
 

project's testing stations. There are long delays between the approval
 
of farm plans and their implementation although response intervals have
 
declined recently. There are no yearly targets fnr the approval or
 

implementation of farm plans. It is difficult to gnow if any official
 
succeeds or fails in tas.s directly related to ultimate objectives. Those
 
who do succeed cannot be significantly rewarded by money or promotion.
 

Delegation is made difficult by the political sensitivity of the project
 
and the need to prevent subordinat s from taking technical initiatives which
 
night cause political problems. Top management*s' time is constantly
 
diverted by a stream of ceremonial and procedural duties. Due to the
 
impracticle policy of "doing more with less" USAIDIKingston has always
 
been woefully understaffed to ful fill its project management responsi
bilities. This has resulted in design weaknesses, unrealistic costs,
 
poor procurement, superficial and mainly financial monitoring, late recog

nition of protems and vven later responses. In a natural but unfair
 
response to USAID's over-commitment, some of its responsibilities have
 

A
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shifted' to the project consultant whose advisory role prohibits taking
 
decisiois and executing actions. Finally, while the real and highly 
ambitiou: objective of the project is a sustained social and economic
 

transformatioi of a society based on hillside mini-tarms, the operational 
objectives are dominated by engineering considerations - acres of 

.terraces. n.ies roadetc.. tical tilh- e walking andithe. .of p a 
pressure to spend money.
 

To cite these structural %eaknesses is not to criticise this project
 
which in several respects is better than most. All integrated rural
 
development projects are difficult because they combine ambitious long
 
term objectives with weaknesses in personnel, planning, technology
 
and management; the displacement of goals and resources; the tyranny of
 
the immediate; and a host of factors which make four underdevelopment
 
In the country and consequently In the project. The point being made here 

is that given these systemic defects and t~e importance of the interface 
between beneficiaries-inplementors and prJect officials, a two week 
management workshop conducted by outside ionsultants, no matter how
 
clever, is likely to misperceive the strategic problem, initiate actions
 
in the wrong direction and leave a (alse sense of accomplishment.
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UNITED STATES OO.RNIIENT 

Memorandum
 
TO : 

FROM : 

SUBJEcr: 

Evaluation Term 	 DATr:Noveber 13, 1980 

Gerrit Argento, ASIA/TRIRD 

Description of Field Assignment 

Partial field assignments were made and at our meeting on Lovember 12, 
it was agreed we would complete the description of our assignments 
according to six categories. The categories cover forward and backward 
linkages from actions resulting from DAls May 1980 intervention. We 
also agreed to indicate the information sources we would use to evaluate 
the categories and comment on our evaluaron methodology. 

LINKAGE CATEGORIES 

1. Project Impact Project committees become implementors of projects. 
"They enlighten project staff on local needs and adapt project resources 
to local needs. They mobilize local resources. They make dependable 
commitments which allow others to make commitments which leads to an 
increased intensity, integration and speed of project implementation
 
thereby achieving project purposes.
 

2. 	Result The strategy is implemented.
 

3. 	Actiong To prepare a strategy for the future of the development
 
comittees.
 

4. 	Skills Analysis; priority setting; ability to compromise, ability
 
to communicate and induce participation and ;onsensus.
 

5. 	Attitudes A coamitment to do what is necessary to make the project
 
attain its objectives. A trust that others share this commitment
 

and conducting personal relations on this basis. An open minded,
 

flexible attitude willing to try new approaches and discard them
 

if they do not contribute to objectives.
 

6. 	Technique What is needed is a technique chat inproves understanding
 

of the proper role of the develo~vbent committes within the project
 

and of the practical steps to develop the committees into this
 
role: a cognitive technique. Also needed is a technique which
 
motivates the official to act on this new understanding. Exercises
 
in PERT, means-end analysis, decision tree and system diagraming 
might serve as cognitive techniques. Concerning motivation, an
 

intervention technique alone, without changes in incentives or
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responsibilities, is unlikely to improve motivation. Conceivably 
cognitive techniques and consensus building sessions among staff 
could Improve an official's understanding of the boundaries of his 
responsibility and his feeling of security Inexercising it both 
of which might make him more willing to exercise it. 

Information Sources
 

People - Individuals to be secified in Jamaica after discussions with 
USAID Nov. 17 and George Honadle and Dudley Ried Nov. 18 but 
farmers, development committee members and project staff 
should be included. 

Documents - Has a strategy statement been written? Have the development 
committees (OCs) seen itand responded (inwriting)? 
Have the OCs been asked (inr iting) for strategy proposals? 

KETHODOLOGY Are OC leaders and project staff (PS) on a first name 
basis? o-they know each others names? Do PS know where and when the 
OCs meet? Have improvements In these areas occured since May? Are 
PS city reared? When discussing implementation problems do PS volunteer 
any ways inwhich DCs are vital to project success? Do DC members 
expect to continue membership after project activities? Has PS made more 
initiatives to the DCs since ay 1980? Are contacts with OCs itemized 
in PS work plans or program reports? Are any elements of the strategy 
observable? Who is working on the strategy and what are his performance 
criteria? Have any changes at all ocrurred with respect to the DCs 
since May and to what extent are these attributable to the May Inter
vention?
 



So peqem a ~IN 
UNITED STATES GOVERNMENT 

Memorandum
 
TO : Evaluation Team DATE: Deeber , 198R,
 

ROu : Gene F. Miller, LAC/DR 

SUJECr: Description of Field Assignment 

The evaluation of senior staff skill development focuses on the staffs 
ability to define roles and make appropriate assignments of duties and
 
responsibilities. 

The proposed methodology is that developed by the evaluation york
 
group, i.e., investigating forward and ba kward linkages from actions
 
resulting from the Hay 1980 DAI intervention. 

The linkage categories are shown belov:
 

LINKAGE CATEGORIES
 

I. Project Impact: Improved formulation and execution of project
 
plans and policies. The senior staff directs the activities of the
 
project. Successful project implementation is contingent upon
 
senior staff capacity.
 

2. Results: Staff members have a better understanding how their
 
particular action steps contribute to the overall implementation plan.
 
The critical interdependencies and action activities are identified
 
and addressed.
 

3. Actions: Staff skill development. Raising the ability of project
 
personnel to deal vith new situations. Attention by senior staff to
 
role definitions and appropriate duty and responsibility assignments.
 
Effective planning and executing project activities.
 

4. Skills: Ability to apply the range of management techniques
 
necessary to implement the project. To plan, to communicate, to define
 
roles, to make decisions, to delegate authority, to motivate, to re
cognize capabilities of subordinates, to negotiate, er'c.
 

5. Attitudes: Opennindedness; subordinates can carry out their roles;
 
need to account for cvn actions; a sense of fair play. A comitment
 
to do what is necessary to make the project successful.
 

6. Techniques: There are mny recognized techniques used by management 
to carry out thc, aanagement function. Needed is a better understanding 
of these techniques and ways to apply them. Th( techniquer employed 
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by DAI in Its workshops are just some of the tools managenent has at its 
disposal. Those Important to the evaluation and used by DAI are: Listing 
of action steps, hollow squares, decision tree, tim. management exercise, 
and netvork planning. 

7. Informtion Sources: Senior staff, Pence Corps Volunteers, Technical 
Asss tance Jontractor and In-house documents. 

8. Methodology: Interviews and document search. Does senior staff under
stand the relationship betveen their actions and others? Do job descriptions 
reflect actual duties? Have any changes occurred since the May inter
vention and to what extent are the attributable to the intervention* 
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UNITED STATES GOVER.NMET 

Memorandum 
TO : Evaluation Team DAM: December 8, 1980 

FROU Gene F. Miller, LAC/DR 

SUjrcr: Field Assignment Findings on Senior Staff Role Definition 

My field assignment was to evaluate the impact the DAT intervention 
had on the senior staff of the IRD Project. Specifically, my task 
was to determine if the intervention produced positive results in the 
senior staffs ability to define roles of project personnel and make 
appropriate assignments of duties and responsibilities. 

Preparatory Activities for Field Assige
 

The VAI vorkshop vas an e.fort to address the need for improving 
management skills in the IRD Project. The DAI Jamaican Field Report 
states on page 10 that "the objective of the management skills york
shops vas to develop- the ability of staff to solve their oun problems, 
rather than to provide solutions to present situation." Thus, the 
vorkshop. Involved project staff in an effort to focus on generation 
of plans and improved staff capacities, ( staff skill development). 

four categories of issues vere generated in pre-,orkshop activities, 
they are: 1) subvatershed .am, 2) planning, 3) commnications, and 
4) relationship between Development Committee and project. These 
four "problem categories" stress middle-level management involvement 
and do not specifically focus on senior staff skill development.
 

The workshop participants identified a a. les of nanagcoent needs
 

relevant to the existing situations, they are as follows:
 

- need for commmication between planners and Lplementors, 

- need to improve time management, 

- need to develop greater self-reliance by development committees,
 

- need to develop better planning, 

- need to incorporate group problem-solving in management function, 

- need to conduct better meetings, 

- need to improve data use. 
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Note: The role of the senior management teen impinges upon all the 
above managesent "needs." 

Finally, the workshops produced a list of 19 action steps, that point
 
toward inpleentation responsibility, see pages 25, 26, and 27 of the
 
report. These action -tops provide the focus for the senior staff
 
evaluation examines two of the inmediate action recominndations of the 
DAT -workshopi they-are; 

1. Role relations - explain different roles within the project, and 

2. Staffing - fill existing staff vacancies vith capable people.
 

Basically, the above two areas to be evaluated stem from the commnication 
"problem category" identified in the pre-workshop activity. Three
 
staff generated remedies, listed under the topic, Rapid Means of Improving
 
Commnications. are relevant to the evaluation, they are: 1) under
standing roles, 2) filling existing staff vacancies, and 3) delegation
 
of authority.
 

A recognized technique for explaining managent roles is to provide 
individual project personnel vith detailed job descriptions. Supplementary
 
to Job descriptions are explanations of payments and incentives, and
 
promotions requisites.
 

The senior staff evaluation is based on an examination of staff roles
 
and status of staff vacan~cies.
 

FINDINGS
 

Initial: Approximately 30 percent of the present senior staff were not
 
employed under the project when the DAI vorkshop was held in Xty 1980.
 
Senior staff officers were required to attend only one, one-da workshop
 
activity, that being Friday, the last day. A number of the seutior officers
 
did not attend this session, due to the press of duties, or from being
 
absent from the job on that day. This finding raises questions about the
 
effectiveness of the intervention. Without the senior staff in attendance 
some inpact mst necessarily be lost. 

Status of Staff Vacancies: At least one izportant senior staff position
 
has not been fUled to date, i.e., the position of Deputy Project Pirector.
 
At least three other senior staff positons went unfilled until August 1980
 
or later, namely the Administrative, Livestock and Commnication Officer
 
positions. Numerous oid-level management postions are still vacant.
 

Role Relations: To date, job descriptions do not accurately describe the 
duties and responsibilities of individual officers. The management role 
of many officers remains unclear. Hr. Noines, the Acting Project Manager 
for PCI, stated that this man still a problem that had not been solved.
 
Examination revealed that most were vague, rambling and rondescriptive
 
of desired function. 



Delegation of Authority: Appropriate delegation of authority has not been 
effected at any level of the project. Project officers, particularly 
senior staff officers, are reluctant to delegate authority.. There are 
indications that this stem from actions of the Project Director. The 
vacancy at the Deputy Project Director level is probably attributable to 
reluctance to delegate authority, wahich way bt due to the political risks 
of lessened control or the difficulty of finding or compensating an 
appropriate person. 

Linkage Appraisal: Some improvement in senior staffs ability to formlate 
and execute project plans and policies is in evidence. Hovever, weaknesses 
still exist and overall project impact resulting from DAI intervention is 
probably negligible. The critical interdependencies and action activities 
are still not comensurate to thst expected. This %nd the other sections 
of the evaluation points out many weaknesses. 

The skills, attitudes and techniques possessed by the project senior 
staff appear better than those of many counterpart staff in USAID projects 
in other LDC's...Yet, upgrading of staff is still needed. 

The DAI Approach: The internal feedback approach used by DAI to identify 
management deficiencies has at least one serious drawback of Its own. A 
primary weakness in this approach is that workshop participants do not 
generally have sufficient knowledg- and experience to identify many of the 
problems constraining the project. Additionally, structural constraints 
are always present - many nay be insurmountable. Trite as it may seem, 
project personnel are motivated by such factors as face-saving, favor 
expectance, faction pressures and fear of loss of job. Many tines, these 
external pressures are the paramount motivating factors. It is therefore 
unlikely that the internal feedback mechanism will surface many of the 
problems coafronting implementation.
 

Additional Comments - not intervention related: The cumbersome bureaucracy 
imposed on the project by the present structure gives the project little 
control over employee career path and renumerstion. Upward nobility is re
stricted by a rigid classification system and nonetary incentivea are 
totally lacking. This situation is exacerbated by the expected short life 
of the project. These factors contribute to project difficulties. 

Sumary: The primary focus of the DAT workshops was on those specific 
problems thar. were identified as i result of the pre-morkshop activities. 
It appears that DAT acted more as a facilitating agent, offering solutions 
rather than "selling" the elements for needed change. 
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UNITED STATES GOVERNMENT
 

memorcndumoAs November 13, 1980 

"ro AFRICAIDR, David Hess 

=Sxcnu Description of Field AssIgnmeant 

My assignment in Jamaica is to collect information, through examination
 
of written materials and conducting interviews, to determine the effect of
 
the DAI intervention in Hay, 1980 on commugication vithin the IROP 11
 
project. One of the primary emphases foun8 in the DAI Field Report on the
 
Jamaican work and in other documents on tle workshop they conducted is
 
comunications improvement. I want to see what this has meant for
 
communication processes within the project.
 

Results
 

The DAK workshop has led to increased and Improved verbal and written
 
comunication within the project, according to workshop reports. This has
 
supposedly meant: 1) increased and regularized visits of senior staff to
 
sub-project staff; 2) an -proved and expanded newsletter; 3) the beginning
 
of reporting between senior and junior staff of various meetings; 4) place
ment of mail boxes; 5) better distribution of Internal written comunication
 
including memos and letters; and 6) greater communication with farmers on
 
the part of project staff, both through more frequent visits and dissemina
tion of minutes of meetings and reports.
 

Attitudes and Skills
 

The intervention by DAI was Intended to foster attitudes and teach skills
 
which will help the stafE improve commanication. Attitudes to be developed
 
included responsibility for one's own actions, acceptance of the need to keep
 
others informed, and bulief tn the importance nf knowing the status of
 
particulat r:oject activities and of the project in general. Skills include
 
the ability to produ:e effective berbal and written coaunication, to identify
 
the kinds of Information important for measuring project performance, and
 
to recognize kinds of infornmtion which are not important.
 

Techniques
 

DAI used various 00 techniques during the workshops in order to develop 
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the above skills and attitudes. t want to find out which, If any, were 
remembered as contributing to the learning process during the intervention. 
Reports indicate that VAt used the Hollow' Square, Goldfish Bowl, and 
other techniques to facilitate communicacion improement. 

Indicators
 

Indicators will include all the specific results mentioned above and any 
others which might be obvious or are mentioned during the investigation. 

He thodo Ioy 

In ha field, I will be looking (or the way comunication occurs at as 
many levei& of project organization as Fossible. Documents including 
minutes, memos, letters, and other written items will be important, 
especially those unavailable In Washington. I also want to irterview 
project staff and farmers to gain Insight on communication flow in the 
project and surrounding population. f 

AA. 



UNITED STATES GOVERNMENT
 

12/8/80 	 memorcndum
 
AFICA/OR, David Hess 

"ua" 	 Field Assignment Findings on Verbal and 
Written Communication 

tion .Teamo....-'Evauva 	 .. 

Improvement in Verbal and Written Communication 

Improvement of verbal and written communipaton was considered to be 
generally the most clearly effected area!of project management through 
the Intervention of DAI in *ay, 1980. It was so recognized because of 
the obvious physical proof available for assessment by our team. 
Project staff pointed to increased and regularized visits of sanior 
staff to watershed and subwatershed meetings, the improvement and 
expansion of the staff newsletter, the construction of mail boxes at 
all project offices, the flow of written information In the form of 
letters, m s and reprints of meetings to various new recipients in 
the project, and other specific accomplishments which will be listed 
below. Various of the exercises used in the DAI workshop were cited 
as the takeoff points for the Improvements wrde I comunication within 
the project.
 

However, major deficiencies in materials and activities remain and offer 
aignificant hindrance to the flow of necessary and effective information 
to all those who need it within the project and between the project and 
outside entities. Principal deficiencies are: 1) the total lack of 
adequate facilities to produce needed quantities of professional publi
cations; 2) lack of a technical advisor for design and dissemination 
of Information for farmers in the area (i newsletter for farmers was 
attempted and abandoned); 3) lack of structured communication between 
the two crucial components essential for discoveri.g and promoting the 
means of Increasing farmer productivity, the agricultural research and 
extension groups; and 4) the lack of regularized reporting of farm 
visits by extensionists and soillcon officers which, if done in a 
comparable or standarized way, could help provide monitoring of project 
performance and results. 

Specific 	Accomplishments 

I. Standardized senior staff meeting format - Robert's Rules of Order -

Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan CWTo, AFORM0#, 
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also rotation of subject matter on monthly basis to cover all necessary 

project areas. 

2. Increased visiting by senior staff to watersheds and subwatersheds. 

3. Visits to farmers by watershed, subwatershed, and assistant sub
watershed staff became more regularized.
 

4. Teaching/training - from two examples appeared well-organized and
 
effective.
 

5. 2-way radio communication between project offices Is regularized.
 

6. Abstracts of DC meeting minutes now go to Mr. Webber's office -

Examples of requests through these abstracts were reported to have
 
elicited rapid response from project in 4eas of construction and
 
maintenance of infrastructure - no mentI n made in them of need for
 
planning materials, but could be source of information flow.
 

7. hail boxes constructed and put up at all offices, sub-watershed, 

watershed and project. 

8. Drivers regularly required to carry project mail to the boxes. 

9. Notice boards not Installed - but at all offices observed some 
surface served as notice board - notices ranged from social to project

related - seemed to serve needs of those who read them.
 

10. 	 Senior Staff Meeting Minutes have been expanded and altered - now 
have: a) summary of meetings, b) notifications of place and tiw.-of 
DC meetings in both watersheds, c) rotating participation from senior 
staff in writing, d) discussion of subject matter relevant to staff
 
and farmers, e) entertainment page, f) requests for suggestions for
 
improvement. June Issue featured a tear-off survey of readers to solicit
 
views on ways to improve the newsletter. Major bottleneck is poorly 
functioning mimeo machine and Inability to get access to typing machines. 

11. Letters and memos now more widely copied to relevant staff.
 

12. 	 Webber reported widespread involvement In planning of training but 
Major Bottleneck is lack of materials, facilities, and technical advice 

at present limited to use of actual materials and film strips. 

13. Notifications of meetings more systematically circulated - director 

and sub-director more aware - Staff attending some OC meetings. 

14. DC's request staff to speak at meetings.
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15. Libraries established at sub-watersheds - one sub-watershed visited 
reported farmers reading materials - again Mjor Bottleneck Is lack of
 
graphic production facilities and technical advice to make effective
 
and relevant materials for farmers. Filmstrips are available and used
 
but not as result of DAI Intervention.
 

16. Farm plans are now copied to sub-watersheds. 

Specific Deficiencies of Communication Remaining in the Project 

1. Lack of adequate facilities for production of professionally acceptable 
publications. This deficiency issupposed to be met by the project amend
ment which is being written at present. 

2. Lack of technical advisor for design and dissemination of information 
to farmers Involved and not involved witt the project. This deficiency 
Is supposed to be met by the addition ofran extension education and 
graphics design expert to the Pacific Consultants Team in January. 

3. Lack or structured communication between the two crucial components 
essential for discovering and promoting the means of increasing farmer 
productivity, the agricultural research and agricultural extension groups. 
Major flaw In project due to: 1) Omision of PP designated team member 
of FSR expert to facilitate link between the L~to components, 2) Non
recognition by research component of need to move more closely Involve 
extensionists and farmers in research process. Tis is a specific example 
of AI not using what they know to promote modifi:ations in structural 
relationship of project components. It would ses to be an example of 
over-emphasis on O or process as opposed to DA or structure of interver t
ion for improving management of IRO. OAR rece.gnized the inherent problem 
in the structure of these project components, but Judged its task to lie 
more in the realm of group dynamics approach of organizational development. 

4. Lack of regularized reporting of farm visits by extensionists and
 
soil/con officers. This deficiency is actually only one facet of the
 
overall project deficiency of not having a reliable means to track pro
ject performance by regular monitoring. go system of reporting on farm
 
visits was evident. While accompanying an obviously knowledgeable and 
effective senior soil/con officer, it was surprising that no notes and 
observations, whether standardized or not, were taken. While this officer 
appeared to know how to recognize problems and solutions for construction 
and maintenance of terraces, ditches, and waterways, neither ne nor his 
assistant recorded their assessment of these constructions on the four 
farms we visited. The officer did record the complaints of one farmer
 
who was having difficulty obtaining his approved credit and planting
 
material, but nothing else.
 

Conclusion
 

The DAI Intervention produced a number of specific accomplishments 
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through modification of communication activities by the staff. These 
changes were related to instilling or reinforcing attitudes of accounta
bility for one's actions, desire to know what others are doing, and 
recognition of need to coordinate through communications. Inparticular, 
senior staff, developed and attitude of valuing contact with various 
-lower,Ievel organi1zatona- level s In the -project. Theattitudes were ---.......
 
translated Into the development. by some staff, of an Interest in
 
eliciting Information from others and providing that Information for a
 
larger audience.
 

However, the communication skill related to teaching performance in 
service delivery and project performance and to anticipate the appearance 
of need for changes In project activities was not evident. Resulting 
from Improvement of verbal and written communication, there has developed 
a greater level of understanding of project activities by staff and 
farmers, but this has not led to the antiVpated improvment In reli
ability of policy and project decisions because of remaining barriers 
in the structure of Information flow and failure to standardize the 
monitoring of project performance. 

Evaluation of the area of cowunication reveals the poor use by CAI 
of their expertise in DA and Information Systems. The intervention 
focused on O0 and eliciting feedback from staff to Identify problems 
and ways to solve them. DAl needs to utilize all the disciplinary 
expertise available on the project core team and establish a schedule 
of repeated Involvements with the project. Specificallys they should 
help facilitate communication between agricultural research and extension, 
and design a system of reporting of project performance. 
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UNITW S ATES GOVERNM T 

Memorandum
 
TO : Evaluation Team DATe:ceber 9, 1980 

raO : John Cillies, LAC/DR/RD 

"SUJECT: Description of Field Assignment 

This is the description of the field tasks assigned to me on our meeting 
on November 12. This reflects the framework I viii use for evaluating 
the impact on the DA! intervention on mutual support activities among 
management groups. I will concentrate on mutual support issues vithin 
the project staff and Gerrit viii include the support of DCs in his 
investigation. f 
1. ProJct Impact:
 

- project activities vill work more smoothly,
 
- farmer requests viii be processed more quickly and efficiently,
 
- farmers vi.~ be more satisfied with project leading to more
 

farmers participating in the program.
 

2. Results:
 

- more initiatives and decisions at lover administrative levels,
 
- more efficient processing of project work,
 
- better morale and problem resolution.
 

3. Actions: Mutual Support Betveen Management Groups 

Senior staff will provide to: 

Uatershed Offices 
- needed equipment 
- identify sources for supplies 
- give needed technical assistance 
- provide schedules for resources and personnel 
- assist in idertification of inputs and markets 
- assist in feasibility investigations 

Subvatershed Offices (IS) 
- support SUrS decisions 
- investigate and advise about crop and animal health problems 
- promptly process work, including farmers cheques 
- project senior staff vill attend meetings and conferences 
- perform the s support as mentioned above for the VS offices 
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Watershed Offices will provide 
- timely and accurate reports 
- adequate notice for planting materials 
- identify training and technical neeeds 
- make more decisions 
- collect information on input requirements 
- identify project opportunities 
- submit correct vouchers and farm plans 

Subvatershed offices vil provide 
-ake-more- decisions. 
- submit correct reports 
- work more closely vith DCs and JASs 

and markets 

...... 

- identify and report crop and animal health problems 
- hold meaningful meetings 

4. Skills: 

- need identification problem solving orientation 
- organizing meetings 
- information hsndling and identification research orientation) 

5. Attitudes: 

- self reliance 
- sense of management responsibilities on 
- sense of contributing to thesama effort 

all levels 

- sensitivity to problems and needs of other management units 

6. Techniques:
 

- mutual support sharing exercise 
- goldfish bovl discussion 

7. Information Sources: 

People: 
- project staff in all divisions on senior staff, watershed, and 
subvatershed levels 

- TA advisors 
- Peace Corps volunteers 

Documents; 
- m-inutes of meetings 
- quarterly reports 
- monthly reports 
- trip reports 
- vouchers 

8. Nethodolgy: 

- Interviev-s and document search 
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This output of DA|'s workshop focuses on the need to perceive *management" 
as a process and function on all levels of project administration-
senior stait, watershed offices, sub-watefshed offices, research/ 
deonstra ion farms, and Development Committees. This perception would 
then lead to greater support and understanding of roles, responsibilities,
 
and needs of the other management levels, and eventually to more effective
 
coordination of management groups and better management of the project.
 

In order 	to develop the attitudes and skills needed to accomplish these
 
goals, the CAI team conducted a number of worksi'ps, Including exercises
 
in identification of needs at different levels (mutual support sharing
 
and goldfish bowl discussions) and development of skills such as
 
organizing meetings, time management, problem solving, and need
 
assessment.
 

Many of the specific actions expected to result from these workshops 
came out of the mutual support sharirg exercises. These actions would' 
be expected to result In better overall project management as reflected 
in more timely delivery 3f benefits and services to the farmers, more 
effective use of existing project resources, greater degree of comple
mentarity in the work of the various functional areas in the project, 
and more effective problem identification and solution at lower aanagement
levels. These improvements in the management of project resources would 
eventually lead to greater acceptance of the project among "rmers, 
reduction of soil erosion-, increased farmer welfare, and establishment 
of the changt as self-sustaining activities. 

In order 	to evaluate the effectiveness of the workso, #s in addressing
 
the problems and reaching the goals, interviews were conducted with 
project staff on all levels, members of the Development Committees, 
members of the technical assistance team from Pacific Consultants, and 
some Peace Corps Volunteers working with the project. Minutes from the 
monthly meetings and monthly reports were also used as source material. 
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Findings
 

Ingeneral, the participants felt that the workshops had been useful
 
indeveloping mutual support and specific management skills. Real
 
enthusiasm was expressed for the methods used, particularly the con
sultant team's practice of addressing problems identified by the
 

--project staff. ---The time period -required to process farm-plans-and . 
extend credit had been reduced. Meetings were mre carefully structured
 
and were perceived as being more productive. Project staff inall levels
 
had felt that the communications and coordination among management groups
 
had improved and that the watershed and subwatershed officers perceived
 
their roles and functions as managers much more clearly than before.
 

inthe criteria and actons developed from the workshops, therefore, the 
DAI Intervention was faily successful in inducing actions and attitudes 
related to the Internal management of th proJect. 

The link from act'ins to results and project impact is,as we antici
pated, consideraP y more tenuous and difficult to measure. The link
 
from Internal management to project impact is hypothetical to begin
 
with, many other factors of project design and generel economic and
 
political environment can impede progress, and the time period since the
 
workshops Isvery short to expect changes in project Impact.
 

Nonetheless, the effectiveness of DAI in terms of their overall mandate
 
to Improve the manageaen' and administration of IRD projects was not as
 
great as it couid have been. Certain critical problems inproject
 
implementation srhich are under the managerial control of the project
 
staff were not 4ffectively addressed. This Is due both to what PA[ did
 
and whst they did not do.
 

First, the focus of the workshops seemed to be much more on the 
internal workings of the project staff as an end in itself rather than 
as a mechanisn for advar.cing project goals. Itsometimes appeared that 
two separate processes existed--internal management functions on one hand 
and thvt creation of goods and services for the farmers on the other. 
The question arose whether DAI had been tuning the engine and greasing 
the wheels without considering where itwas going and what the purpose 
was of having the vehicle in the first place. While the development of 
human capability within the project staff is a necessary element of 
Improving management of the project, itmay not be sufficient. Without
 
a clear link to project performance, the danger exists that changes in
 
procedures and attitudes might be either cosmetic or even irrelevant to
 
the critical problems of the project.
 

The DAI team relied entirely on the preception of project staff for
 
diagnosis and Indentification of management problems rather than utilizing
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their skills as professional observors and interpretors of administrative
 
and organizational behavior. This technique isthe essence of the mprocess
 
cons-Itation* approach used by the consultant. While this approach
 
certainly has a number of advantages and uses, its major drawback is 
that it does not allow the consultants their knowledge of administration 
in identifying and prioritizing the critical problems of the project. 

This Is what happened in Jamaica. The emphasis on problems perceived 
by the project staff eclipsed not only the pereptions of the DAI team, 
but even the findings of the midterm evaluation of the IRD project which 
was completed in January. This report identified a number of problems 
with the project which were also noticed by our .ean, for example: 
serious difficulties in procuring adequate amounts of seedlings in time 
for seasonal planting; a lack of coordination between the extension 
staff and the demonstration farms; and a lack of an information system 
for evaluating progress, forward planning; and identifying bottlenecks. 
These problems were considered by our teic members to be of the highest 
priority. 

Because these problems were outside the focus of the *process consultation, 
seminars, they were not addressed by the DAI team in their intervention. 
As a result of the lack of attention given to these problems, at the time 
of this evaluation no mechanism yet exist to Allow for coordination 
between the demonstration farm cmponent and the extension staff. Each 
was following a separate agenda and they did not manage in the interven
ing six months since the workshops, (or in the months since the DS/RAD 
evaluation which had identified this problem) to plan for any field 
days on the demonstration farms. The problem for getting supplies of 
planting materials, particularly for citrus and coffee, is similar in 
tNt ithas been recognized as an important, Ifnot critical, problem .or 
over a year and yet no effective method, apart from a risky dependance 
on government nurseriejs, has been proposed to deal with it. The inability 
of the project to deliver on its preaises could have a letrimental effect 
on the trust and willingness of the farmers to participate. With the 
sole, and very notable exceptions of the forestry and home economics 
units, none of the managers on any level had developed schedules of planned 
activities, targets, other systems of monitoring progress and identifying 
problems. The lack of such systems affects not only the agricultural 
activities bit also such efforts as the rural roads component.
 

These types of problems could and should be addressed under a contract 
for improving the administration and organization of such projects. 
Itwould require a broader focus of activities to Include the links from 
management to outputs to impact. Inaddition, to be more effective, the 
workshops should have included more participation of the senior staff, and 
somewhat greater representation of projecZ workers at the workshops, (for 
instance, only one of the demvnstration/research staff attended the work
shops).
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SXWHRY 

The OfI intervention had a generally favorable impact in improving the 
relations among and strengthening the mutual support of the different 
management groups. However, their failure to recognize and give 
suitable priority to crucial areas of mutual support In project imple
mentation may result In minimal effect on project effectiveness. High 
among these areas would be senior staff support of field units In assur

a stady supply of planting and livestock materials to provide someing 
base tor farmer and extension agent expectations. Id addition, increased 
cooperation and mutual support among functional units, particularly 

isa critical element in effectivelybetween extension and research staff, 
utilizing the demonstration farm concept.
 

The DAI team did a fine job of drahing out problems from the ,staffand 
creating a more productive work envirom it. However, they failed to
 
complete their Job by fullfilling the roe of detached observor, expert
 
administration analyst, articulator of priorities and link to project
 
outputs.
 

UM 
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Foveaber 13, 1980
 

Ur. Louis Coben
 
Uir €ctor
 
USAi /G.borone
 

tear 11r. Cohen:
 

I so writing you to Inform you of the status of the DSbRAD project, 
Orranization and Administration of Integrated ural Developoent, and to 
ask your help in filling out and returning to e the appended quetstlonire.
A LAI field tean visited your vissioa in April 1 79, to work with the 
Villate Area btvelopuent prorrm, ui part of sector study.

( 
In Septerber,. 1978, DSZ/PAD, tigned a four year catract with Developaent
Alternatives, Inc. ()AI).and its sub-contractor Research Triangle Institute 
(071)to assist USAID'i and host governoents desirn and administer Integrated 
turol Levelopwnit Projects. Ariefly, the objectives of this project are the
f .1 lowing: 

(A) S[tte-ot-the-Art-Paper (0AP); 
(M) Vetuorking of Consultants; 
(C) Review of ten developing countries; 
(D) hanual for desipning IR activities; and
 
(E) Fornal analysis of and assistance to local ISD Projects 

The CS/RAI AI Pro;ect has now reached the midpoint o1 its four year life. 
The regional bureaus are conducting an interim evaluation of this project
and are soliciting your views regarding perceived impact md judgment of 
VAI' perforwmance. Therefore, I encourage you or your project people to 
take twenty winutes to answer the questions appended to this letter. o 
save tie. "4e*ae write your answers directly ca the questionnaire. Tour 
responses will be confidential if you wish. by responding to these questions, 
you will enable us to more effectively evaluate past perfomace and make 
this assistance more useful to the regional bureaus.
 

Sincerely,
 

Lwrence C. heilma 
Deputy Director for 
Technical Operation*


Office of Development Resources 
Lureau for Africa 

.M.~~~~ .04_ A.. 4 l 



EVALUATION OF DS/AD PROM= 936-5)00 

The Organization and Administration of Integrated Rural Development
Project. being iupleamented under contract to Developent Alternatives, 
Inc., is being evaluated by a te= of representatives of the regional
bureaus. As part of this evaluation, the team would like to know hoy

SAID Hissions with wittch DAI has worked under this project have vie 
the assistance. We would-be grateful If you would take the tim to 
answer the following questions and return the questionnaire, as soon as 
possible to: in Evaluation Teas, Gerrit Argento. AsLa/TR, Room 606, 
SA-18, AID, Washington, D.C. 

Feel free to give copies of this questionnaire to other interested 
individuals in the Mission or in the host country institutions involved. 
If you wish your response to be treated as confidential, please indicate 
this on the questionnaire. 

Write all answers directly on the questionnaire. 

Project Data 

1. Country . 

2. Project Nam and Number
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B. 	 On a scale of I to 5, rate the AI team on the follbwing criteria.

Pleas circle your answers. If you wish to expand 
on any of the answers, 
use the 	space provided wider "Coments." 

1. 	 One of the worst contractors/consultants with Iwhom have worked.2. 	 Worse than most of the contractors/oonultants with 	whom I've worked. 
3. 	 About average for the contractors. 
4. 	 Better than most contractors with 	whom I've worked. 
5. 	 One of the best contractors/consultants I have ever worked with. 

1. 	 Now would you judge the qualifications of the
 
DAI team? 
 T 	 2 3 4 S 

2. 	 How would you judge the tean's working

relationships with mission personnel? 
 1 	 2 3 4 S 

3. 	 Nov would you Judge the tean's working

relationships with 
host 	country personnel/ 1 	 2 3 4 S 

4. 	 Now would you judve the scheduling of the
 
DA work in your countz in terms of
 
timeliness of arrival. and delivery 
of 
results? 1 	 2 3 4 S 

5. 	 Was the DAI team too theoretical in their
 
approach? 
 1 	 2 3 4 5 

6. 	 Was the DAX team able to adapt to the
 
specific requirenents of the situation
 
in the country and the project? 
 1 	 2 3 4 5 

7. 	 Were they able to comuncate well with
 
the local people? 
 1 	 2 3 4 5 

S. 	Did DAX provide usable and practical 
advice and/or training for the project

personnel with whom they worked? 
 1 	 2 3 4 S 

9. 	 Were the recommendations for structural
 
,nd institutional changes practical and

attainable wder present conditions? 
 1 	 2 3 4 S 

10. 	 Were the results made available to nissioa
 
and host country personnel? 
 1 	 2 3 4 S 

11. 	 How would you judge the aroach of the
 
VAI consultants in c=qmaison with other

consulting fix"? 
 1 	 2 3 4 S 

12. 	 Cments. 



3
 

~esttcnsC.-	 Please in~s-der ea' of tl-.e ;%c.- with a short state~bent. 
Your ts essent-.i. fcr th--: 

1. 	 :)-,d the ~ t:e 'nost adthe :AI tea= 

2. 	 Would you ch.aracterize th.e DA.: visit as bei.-.g przrifor tra.i.-')g, 
tectmical assi4stazce. research, desigqn vark. or so~e other activity? 

3. 	 What specific chanre3 .-n the pro~ect m.arageient, =iaNor adu-n.,strition, 
or host cutry .-stituztcns were brot, ht about ty this. coniultanc-.? 
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D.id you ~t: any ~: ar.reS t*ert rn4e=et =is 

Wh.r do ":c-:::- t.he': dil n'ot occur? 

S. 	 Were there any negative ipacts fro the DAr visit? 

6. 	 Would this ex-erience have any ,nluet, e on h you ould desiqn 
or inple.ent i.teqrated r a.r1o- area development project in the 
future? :n wvhat way? 


