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I. Introduction
 

The general objective of the services provided by

Development Alternatives, Inc., (DAI), under contract
 
No. DSAN-C-0065 is "To improve the effectiveness of on
going and future Integrated Rural Development (IRD) efforts.
 
This objective will lead to the broader goal of helping de
veloping countries reduce the number of rural poor whose
 
basic human needs are not being met."
 

To achieve this objective, four (4) years of
 
professional technical assistance are being provided from
 
September 29,1978 to September 28, 1982. That technical
 
assistance consists of the following outputs:
 

(A) State-of-the-Art Paper (SOAP); 

(B) Networking of consultants; 

(C) Review of ten developing countries; 

(D) Formal analysis of and assistance to 
local IRD projects; and 

(E) Manual for designing IRD activities. 

The purpose of this quarterly report is to present an
 
account of progress made toward the general objective stated
 
by outlining activities undertaken for each of the five
 
outputs.
 

The basic format of this report is: (1) a synopsis
 
of activities to be presented for each output, and (2) a
 
detailed record of expenditures and personnel employed to
 
*be attached. Additional attachments will be included when
 
appropriate.
 

To facilitate the location of particular items, and to
 
achieve a concise presentation, the following format will be
 
used for the synopsis of activities:
 

(a) 	An abbreviated version of each output in the program
 
description will be stated;
 

(b) 	Each abbreviation will be followed by a narrative
 
summary of accomplishments and problems related to
 
the expected time frame for. that.cutput; and
 

(c) 	The narrative summary will begin with a status code.
 
The codes are as follows:
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I. Introduction (continued)
 

PENDING: 	 This signifies that no input was made for the
 
period covered by this report, according to the
 
schedules defined in the program descrip
tion.
 

LIMITED: 	 This signifies that not enough input has been
 
made to directly produce an output.
 

SIGNIFICANT: 	 This signifies that inputs have made a direct
 
contribution to an eventual output or that an
 
output has been partially completed.
 

COMPLETED: This signifies that an output has been achieved.
 

This should maintain brevity while simultaneously
 
allowing an assessment of both contractor inputs and progress
 
toward specific objectives.
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II. Activities and Progress
 

Each output is presented below and is followed by a
 
brief progress report.
 

OUTPUT A: STATE-OF-THE-ART PAPER
 

OUTPUT DESCRIPTION: Existing knowledge about.IRD will be
 
combine& with the lessons of experience drawn from on-going

IRD act.vities into a State-of-the-Art paper which synthesizes

knowledge about a number of aspects of IRD design and admini
stration. 
An initial draft SOAP will be completed at the
 
end of year one of the contract. This document will be 
re
vised near the completion of the four years to include
 
lessons learned during the life of the contract.
 

STATUS CODE: SIGNIFICANT
 

During the first quarter the steps necessary to complete
 

a SOAP by the end of the first year of contract implemen

tation were identified and the first of these steps initiated.
 

It was recognized that inputs for the SOAP would come largely
 

from two sources: a review of the literature and what is
 

learned during the initial ten country review visits 
(the lat

ter are discussed under Output C below). 
 Specific action taken
 

during this quarter includes:
 

0 24 professional journals dealing with areas rele

vant to the SOAP were identified. "Request for Informa

tion" notices (See Attachment 1 ) were submitted to each
 

journal for publication in upcoming issues. 
 The objec

tive of these notices is to obtain relevant information
 

from individuals involved in/knowledgeable about IRD
 

project implementation. 
During the first q1arter there
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were no responses to these notices.
 

* "Organizing and Administering Integrated Rural Develop

ment: A Two-fold Apprcach" (see Attachment 2 ), an article
 

jointly authored by Tom Armor, George Honadle, Craig Olson
 

and Peter Weisel, was submitted to several journals for
 

publication. The purpose of this effort is to define
 

approaches which incorporate organizational development
 

(O.D.) dimensions in project implementation; in essence,
 

it discusses how O.D. conceptually complements the more
 

traditional structural approaches to the organization and
 

administration of IRD projects.
 

Individual members of the CORE team initiated corres

pondence with personal contacts in their fields to elicit
 

project implementation material. One article to which the
 

project staff was directed and which provides particular

ly interesting insights into O.D. interventions into project
 

implementation is included as Attachment 3 . (Its inclusion 

is illustrative; the article is of particular interest in 

showing how O.D. can play a positive practical role.) 

* An investigation into available computer facilities for
 

the retrieval of publications dealing with topics under
 

consideration by the project was undertaken by Dr. Armor.
 

CORE team members provided input in the form of key words,
 

topics and ideas to be targeted for retrieval.
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An IRD library was established for the collection of
 

materials to be used in the SOAP. A literature review
 

system was implemented which provides for an initial criti

cal evaluation of all incoming materials by CORE team mem

bers, and refers specific materials among CORE staff who
 

might have particular interest/expertise in the topic.
 

As is exemplified by the various actions noted above, our
 

approach to the literature review is to identify several altern

ative avenues through which relevant literature can be obtained
 

as well as a review process by CORE staff to cull the materials ob

tained in order to reduce them to include only the most useful.
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OUTPUT B: NETWORKING OF CONSULTANTS
 

OUTPUT DESCRIPTION: AID's pool of consultants will be expanded
 
by locating individuals who are experts in various aspects of
 
IRD and providing their names and addresses on an updated list
 
that will be divided into two (2) sections: Academic, and
 
Practitioner.
 

STATUS CODE: LIMITED
 

No systematic work was done on this objective during the
 

first quarter. Files were kept of consultants that we contacted/
 

became aware of during the course of our other work.
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OUTPUT C: TEN COUNTRY REVIEW
 

OUTPUT DESCRIPTION: Descriptive and evaluative documentation of
 
income production and social service (but not necessarily IRD)
 
projects from ten countries in which the U.S. has bilateral
 
programs will be assembled, and the administrative and organiza
tional structures for such projects will be analyzed in the
 
light of. the differing human and natural resource endowments
 
of the countries involved.
 

STATUS CODE: SIGNIFICANT
 

Our experience during the first quarter in initiating
 

the ten country review examplifies the great amount of time and
 

resources required to establish the lines of communication and
 

levels of credibility necessary to begin work in the field.
 

Only one country was visited during this quarter -- Honduras.
 

The bulk of the project director's time was spent in making
 

initial contacts with missions and projects and defining what
 

might usefully be done.
 

A number of issues have proven important in this process:
 

0 This project is atypical in that it is neither a
 

"research" nor a "consulting" contract in the usual 
sense.
 

Rather, it is a combination of the two. Its objectives
 

are to record in a systematic way implementation issues
 

and problems (and so learn from them), and at the same
 

time use a consulting vehicle to accomplish this learning
 

process.
 

0 
 Our experience has been that, on balance, missions
 

are less than enthusiastic when confronted with the pros

pect of another "evaluation" or "research" team. As a
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result, our approach to missions has been to emphasize
 

that we have a service to offer -- we are not one more
 

of the long line of outsiders coming in to assess or
 

evaluate. This approach has proven to be appropriate
 

in that it is an accurate representation of what we are
 

in fact trying to do, and at the same time serves to facil

itate our entry.
 

To communicate the above has been a long process.
 

This is reflected by the fact that our initial African
 

trip (scheduled for the second quarter) will involve
 

visiting four countries, three of which will consist sole

ly of discussions with missions and project staff to work
 

out what might be done at a later date and what projects
 

would be the most appropriate to visit. Only one coun

try -- Liberia -- will involve actual project assessment
 

that will be included in the ten country review.
 

Our experience to date indicates that a greater effort
 

needs to be made by the CORE staff to initially define
 

what specific projects might be of use to look at and to
 

offer suggestions from Washington. This will involve
 

a greater initiative on our part to define with missions
 

substantive work to be carried out during the first field
 

visit. Though this task has proven difficult, it is one
 

which will be improved upon over time.
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The Honduras trip report, enclosed as Attachment 4
 

discusses issues raised during the first visit to Honduras.
 

A proposed scope of work for a second trip will be prepared
 

based upon these issues.
 

The countries with which a dialogue has been developed
 

during this quarter concerning possible project involvement
 

include:
 

- Honduras 
- Nepal 
- Afghanistan 
- Liberia 
- Ghana 
- Kenya 
- Tanzania 
- Botswana 
- Benin 
- Cameroon 
- Yemen 
- Bangladesh 
- Pakistan 
- Jordan 
- Philippines 
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OUTPUT D: ASSISTANCE AND ANALYSIS
 

OUTPUT DESCRIPTION: IRD assistance teams will be assembled and
 
sent to selected countries where IRD activities are being planned,
 
implemented or evaluated. The teams will diagnose local IRD
 
management needs and prepare written analyses which suggest
 
organizational changes or reinforcements to facilitate more
 
effective or efficient project management.
 

STATUS CODE: PENDING
 



OUTPUT E: IRD DESIGN MANUAL
 

OUTPUT DESCRIPTION: A manual for designing IRD activities will
 
be drafted and a conference on "designing and managing IRD"
 
will be conducted.
 

STATUS CODE: PENDING
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III. Administrative Issues
 

The summary which appears below serves as an overview
 
of ongoing adminstrative processes, identifying administrative
 
issues that have been successfully dealt with, as well as dis
cussing present and potential problems in the administration
 
of the project.
 

In addition, interactions that have taken place between
 
project members, and contract authorities (such as CORE
 
team meetings, correspondence, etc.) will be discussed from
 
an administrative viewpoint.
 

SUMMARY
 

It is useful to identify important administrative issues
 

related to the management of the project. Some of these issues
 

have 	been touched upon in the preceding sections. Those which
 

are of primary interest/importance are summarized below.
 

0 	 As is repeatedly emphasized in the various project 

documents, the project is structured around an 

integrated team approach. This structure is based 

upon the notions that a) to carry out the work effec

tively various types of expertise will be needed -

this variety is reflected in the composition of the
 

CORE team; and b) that much can be gained in having
 

the entire team assess/work with the same projects and
 

so apply varying points of view to the same sets of
 

problems.
 

It is envisioned that the team will, over time,
 

build and share a common body of knowledge and de

velop a consistent approach to overseas interventions.
 

While the team concept is sound, it is proving
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difficult to implement in practice. USAID and project
 

staff have their own perceived short-term technical
 

assistance requirements, and are looking to the IRD
 

Project as one source of expertise upon which to
 

draw. Seldom do these requirements precisely match
 

available CORE staff resources. (Mission and pro

ject personnel generally request fewer than the entire
 

CORE team, feeling that too large a number of consul

tants visiting a single project can easily "overwhelm"
 

a local situation.)
 

Further, as noted earlier, project assessments
 

undertaken expressly for use in the preparation of the
 

SOAP are seldom welcome by field personnel. (More
 

often than not they are perceived as additional, and
 

generally unwanted, project evaluations.) As a
 

result, the approach we are following is to combine
 

substantive project consulting with the assessment of
 

project implementation problems. The particular mix
 

of CORE staff and additional consultants provided
 

will vary from project to project according to indi

vidual needs and requests.
 

We anticipate applying the same behaviorally oriented
 

organizational development techniques to the CORE
 

team interactions and development as we will use in
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consultations overseas. One mechanism utilized in this
 

process is frequent CORE staff meetings held in Wash

ington, D.C. During the first quarter three such
 

meetings were held, in October, November, and Decem

ber. The meetings focused on such issues as field
 

methodology, the development of country/project contacts,
 

the literature review process, the SOAP structure, and
 

a general concern for how to operationalize an inte

grated approach to project tasks. While, as noted
 

above, likely field visits will involve less CORE
 

team integrated activity than desired, these CORE
 

staff meetings will be utilized to share lessons learned
 

from the fiell work and draw specific information
 

from those involved in the visits.
 

A Project Committee, consisting of representatives from
 

DS/RAD and regional bureaus, was established. Its
 

principal purpose is to facilitate the work of the
 

contractor through a) reviewing the project work as
 

it proceeds and making suggestions/recommendations
 

regarding all aspects of the work; and b) acting as
 

the liaison between the contractor and individuals
 

within concerned AID offices and in Missions.
 

The latter of these two functions can be partic

ularly useful. Often numerous staff, on the various
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desks, in DR, etc., have particular responsibilities
 

related to projects being implemented and need to be
 

brought into the decisionmaking process regarding po

tential use of IRD resources in these projects. Com

mittee members can facilitate this process, and so
 

save 	considerable time and effort that we would other

wise 	expend on a wide range of administrative matters.
 

An excellent working relationship is being developed
 

between the DS/RAD project monitor, Ron Curtis, and
 

the project staff. A variety of administrative pro

cedures designed to facilitate the project work have
 

been established between DS/RAD and our office -

from clearance procedures for utilizing consultants
 

to the distribution of cable traffic and other
 

communications. Further, Dr. Curtis has been cen

trally involved in the substance of the project, in

cluding the development of the field methodology,
 

determining what implementation issues are the most
 

relevant to address, etc. This high level of in

volvement by Dr. Curtis is proving invaluable in the
 

process of developing the project; we feel that it
 

is a benefit both to our staff and to DS/RAD.
 

* 	 Finally, it is useful to reiterate the point made
 

earlier that the time and resources being expended on
 



(16)
 

initiating country visits is far greater than we had
 

anticipated. As noted, the Project Committee is
 

playing a facilitating role in this process. Never

theless, to initiate a project of this sort is a long
 

and often arduous process.
 



IV. ATTACHMENTS
 



ATTACHMENT 1
 

REQUEST FOR INFORMATION NOTICE
 



ATTACHMENT 1
 

ORGANIZING AND ADMINISTERING INTEGRATED RURAL DEVELOPMENT
 

Information is requested concerning theoretical comparative
 

or case studies that might have insights useful for the organiza

tion/administration of IRD projects in 
less developed countries.
 

Development Alternatives, Inc., under contract to the U.S. Agency
 

for International Development, is preparing a state-of-the-art
 

paper on organizational aspects of multisector projects in rural
 

areas of Africa, Asia and Latin America. Information about studies
 

or experience in interorganizational relations, participatory manage

ment, project implementation and design (including structures, in

centives, interpersonal relations, etc.), cross-professional com

munication and administration environments is particularly welcome.
 

Reply to
 

IRD Project
 
Development Alternatives, Inc.
 
1823 Jefferson Place, N.W.
 
Washington, DC 20036
 



ATTACHMENT 2
 

"ORGANIZING AND ADMINISTERING INTEGRATED
 

RURAL DEVELOPMENT: A TWO-FOLD APPROACH"
 



ATTACHMENT 2
 

DEVELOPMENT ALTERNATIVES, INC. 
1823 JEFFERSON PLACE, N.W. 

WASHINGTON. D.C. 20038 

TELEPHONEM CABLE ADDRESS: 
202 833-8140 DEVALT
 

November 1978 TELEX, 
440109 DAI UI 

ORGANIZING AND SUPPORTING INTEGRATED RURAL DEVELOPMENT PROJECTS:
 

A TWOFOLD APPROACH TO ADMINISTRATIVE DEVELOPMENT
 

by
 
Tom Armor, George Honadle, Craig Olson and Peter Weisel'
 

Problems in administration and organization loom large in
 

the list of concerns perennially put forth by the managers and
 

field staff of development projects. When a project must operate
 

in a rural setting and is charged with the integration of income

generating activities and services, organizational shortcomings
 

are frequently magnified. Yet project designs commonly give little
 

attention to management (as opposed to technical) details.
 

This article argues that problems in rural development pro

ject management must be approached from two analytic viewpoints.
 

The first may be called the development administration or organiza

tional, point of view. The second may be called the organization
 

development or applied behavioral point of view. Both approaches
 

are valid and necessary. If they could be integrated into project
 

analysis, then implementation might be substantially improved.
 

However, neither approach can be used in a contextual vacuum. This
 

1
 
George Honadle, Craig Olson and Peter Weisel are Development Administration
 

Specialists at Development Alternatives, Inc. They are currently involved in
 
an AID-funded effort to provide assistance in the organization and implementation
 
of IRD projects. Tom Armor, an organization development consultant, is also
 
involved in that effort.
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article examines the context of integrated Rural Development,
 

presents the advantages of each of the approaches noted above,
 

and then offers a synthesis of the two as a practical strategy
 

for improving development project management.
 

THE PROBLEM OF ADMINISTRATIVE DEVELOPMENT IN IRD
 

There is little agreement in the literature on a precise
 

definition for integrated rural development, but the concept
 

generally entails a multisectoral, sometimes referred to as a
 

total systems, approach to the promotion of economic growth
 

and socioeconomic well-being among rural populations. Thus
 

integrated rural development projects often include infrastruc

ture, social services, agricultural production and small industry
 

subsystems. These subsystems may be broken down into components
 

such as roads, wells and irrigation (for infrastructure), non

formal education and basic health (for social services), field

testing, extension and storage (for agricultural production)
 

and agricultural procEssing and non farm manufacturing (for
 

small industries).
 

For these activities to succeed, each must have a clear set
 

of responsibilities and sufficient resources to carry them out.
 

But for the project to succeed, these activities must be inte

grated. Inevitably this entails some blurring of jurisdictional
 

See Manfred Leupolt, "Integrated Rural Development: Key Elements of an
 
Integrated Rural Development Strategy," Sociologia Ruralis Vol. XVII No.
 
1/2, 1977.
 

1 
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boundaries. Tensions arise as responsibilities are assigned
 

and attempts are made to coordinate their implementation. Cop

ing with these tensions is a fundamental problem in the manage

ment of integrated rural development projects.
 

To promote integration, project designers draw up organiza

tion charts with boxes designating spheres of activity and lines
 

between the boxes indicating either chains of command or areas of
 

"coordination." What is too often missing, however, is any
 

indication that boxes higher up have the authority or the resource
 

to direct the boxes lower down; or whether parallel boxes have
 

any incentives to coordinate their activities. Robert Chambers
 

has pointed out that
 

...the word 'co-ordination' provides a handy means
 
for avoiding responsibility for clear proposals.

It is perhaps for this reason that it is much favored
 
by visiting missions who are able to conceal their
 
ignorance of how an administrative system works or
 
what might be done about it by identifying 'a need
 
for better co-ordination.' Indeed, a further re
search project of interest would be to test the hy
pothesis that the value of reports varies inversely

with the frequency with which the word 'co-ordination'
 
is used.'
 

The problem of orchestrating cooperation and coordination
 

between ag;encies is familiar to all project managers who have
 

had to rely on different agencies for decisions or support.
 

It stems from the natural inclination of institutions toward
 

self-preservation and aggrandizement.
 

Robert Chambers, Managing Rural Development, Uppsala: The Scandinavian
 
Institute of African Studies, 1974, pp. 24-25.
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The problem of exacting compliance from subordinates en

tities is perhaps less. familiar but likely to be.equally trouble

some to project managers. Leonard found, for example, that
 

agricultural extension agents in Kenya were consistently able to
 

resist carrying out instructions without great risk of incurring
 

santions from their superiors. Their tendency toward non-com

pliance, Leonard observed, was inversely related to the degree
 

of "authoritarianess" or arbitrariness by which superiors made
 

decisions and issued orders.' This reinforces the notion that
 

better organizational performance can be expected when decisions
 

are reached through participation and information exchange.
 

Another key problem is the lack of incentives for coopera

tion. Assumptions about the nobility and good intentions of
 

organizational actors must be discarded. In other words, in

centives to coordinate and cooperate must be deliberately incor

porated into project designs or reshaped during project imple

mentation. Unfortunately, the lessons of experience are that
 

incentives for inappropriate project staff behavior are often
 

stronger than those supporting the desired staff performance.
 

Another frequently encountered problem, particularly among
 

well-established organizations, concerns the direction of infor

mation flow. In many ministries communication is largely one

way, taking the form of directives from the top down. Lower-


David K. Leonard, Reaching the Peasant Farmer: Organizational Theory and
 
Practice in Kenya, Chicago: The University of Chicago Press, 1977.
 

1 
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level staff are more comfortable with carrying out instructions
 

than with transmitting information to their superiors. The
 

result is that many decisions and subsequent activities are
 

carried out in ignorance of realities in the field. A contract

ing problem is that managers find themselves inundated with
 

data and cannot sort out what is useful from what is not. Thus,
 

although the particular nature of the situation varies, com

munication problems can plague, and sometimes cripple, IRD ef

forts. In fact, this type of malady is typical of IRD projects
 

for a simple reason -- they tend to be complex and, as organi

zational complexity increases arithmetically, communication needs
 

increase geometrically. Thus complex organizational arrangements
 

are prone to such malfunctions.
 

In diagnosing problems, a primary task is to sort out
 

whether a perceived problem has primarily a technical or inter

personal basis. The two areas are not unrelated. Technical
 

incompetence can engender interpersonal difficulties, while
 

interpersonal problems often affect technical performance. Our
 

experience has been that first diagnoses often miss the inter

relationship. An office manager may be seen, for example, as
 

"unorganized," but the problem may be due less to the manager's
 

personal competence than to the fact that he or she is receiving
 

inadequate or contradictory guidance from higher-level staff. A
 

field manager may be seen as unable to control subordinates, but
 

1/ 
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again this may be due less to the field manager's personal skills
 

than to the fact that many of the staff are seconded from another
 

organization and therefore do not see 
themselves as being account

able to the field manager. Thus problem identificaticn requires
 

an exploration of both structural and personal factors.
 

Administrative development, in the IRD context, is, therefore,
 

the ability to identify problems that hamper service integration,
 

deal with them in an effective way 
(and thus improve implementation)
 

and incorporate this knowledge into later project efforts 
(and thus
 

improve design). 
 This also requires both structional and inter

personal approaches.
 

SOLUTION I: 
THE DEVELOPMENT ADMINISTRATION APPROACH
 

Development administration is the study, design and manage

ment of organizations responsible for constructing, funding and
 

implementing development plans in less developed countries. 
It
 

focuses on the structural relationships between various organi

zational entities in such terms as responsibilities, authority,
 

flow of funds, career paths, legal and historical prerogatives,
 

and incentive systems. 
 Careful and comprehensive evaluation in
 

these terms can 
lead to the design or redesign of organizational
 

relationships to make them more supportive of. integrated rural
 

development projects' behavioral needs.
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There are four recurring types of organizational stra

tegies used for rural development projects:
 

0 
 Working through traditional line ministries,
 
or agencies affiliated with line ministries,
 
at the national level;
 

0 	 Working through subnational governments or
 
government agencies;
 

* 	 Working through integrated development agencies;
 
and
 

* 	 Creating special project management units.
 

Experience with these arrangements in actual project situations,
 

together with the advantages and disadvantages of such arrange

ments, are discussed in this section.'
 

Organizing rural development projects through established
 

line ministries, particularly the agricultural ministry, is the
 

most common development administration approach.. There are
 

several reasons for selecting this strategy. First, a ministry
 

or agency is a permanent part of the government. Knowledge
 

gained in the project might, therefore, spread to other programs
 

run by the same agency. Second, if a project is not limited to
 

a specific area of the country, it is difficult to work through
 

a subnational government entity. Furthermore, projects often
 

result from requests by ministries that intend to manage them.
 

This narrows the choice for project placement.
 

For more detail, see especially Development Alternatives, Inc., The "New
 
Directions" Mandate: Studies in Project Design, Approval and Implementation,
 
a report submitted to AID's Office of Rural and Administrative Development,
 
January 1978 (revised), Chapter Eight.
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Working through traditional line ministries also has a num

ber of disadvantages: the capabilities of line ministries are
 

generally limited to one or 
two narrowly defined functional
 

areas, while rural development projects increasingly require
 

the integration of a variety of functional activities; in order
 

to carry out this variety of activitits, the designated agency
 

often must look to outside sources of expertise and capability.
 

Another problem is that traditional ministries usually have their
 

most capable personnel in the capital city, with much weaker
 

capabilities in the rural areas where project activities will
 

actually be cond'.cted. In addition, ministries or large national
 

agencies have many different programs, so that there is some

times a problem of how much priority and attention the project
 

will receive within the ministry or agency itself.
 

Thus, in projects where traditional line ministries are
 

used it becomes necessary to see how the agency can forge links
 

to external organizations whose cooperation is necessary, as
 

well as how it can coordinate its own internal activities and
 

allocate operational responsibilities between headquarters and
 

the field. This requires different tactics in each project.
 

The increasing popularity of integrated or area development
 

projects has coincided in some countries with a movement toward
 

decentralization -- the devolution of decisionmaking authority
 

and the control of development resources, from the center toward
 

the periphery of government. At the same time, it has been
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increasingly recognized that the best project implementation
 

results can be achieved by locating primary operational respon

sibility at the lowest capable administrative level. A common
 

strategy for implementing "decentralization" is that of using
 

"integrated" project organizations to lower the level where
 

cross-functional responsibility is held.'
 

One problem with attempts at decentralization, however, is
 

that the lower one looks on the administrative scale, the lower,
 

in all likelihood, are the government's administrative capabili

ties. The talentgap in developing countries typically finds an
 

urban-rural, center-periphery expression:
 

The best brains, the 'best people' are concentrated
 
in the capital city, and this centralization feeds
 
upon itself, attracting the best of each new crop
 
of young men to it. Career-opportunity, intellec
tual company, social life, all pull against the
 
prospect of work in a distant province.2
 

The problem is compounded by the fact that many countries have
 

made little effort to create viable rural institutions with
 

which dentralized authorities can work.
 

Another common problem with attempts at decentralized imple

mentation is that subnational units of government find it diffi

cult to qain control over the line ministries operating within
 

1 See Arlyn S. Melcher, Organization Structure and Process: A Systems
 

Approach, Englewood Cliffs, N.J.: Prentice-Hall, 1976.
 

2 Guy Hunter, Modernizing Peasant Societies, London: Oxford University
 

Press, 1969, p. 203.
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their region, province or district. The administrative struc

tures in Kenya and Tanzania are illustrative of two different
 

approaches to resolving this problem. In Kenya there is a dis

trict government structure, with the Commissioner deriving his
 

authority from the Office of the President. A District Develop

ment Officer, recruited and trained by the Ministry of Finance
 

and Planning but reporting to the Office of the President, is
 

responsible for coordinating line ministry activities and plan

ning local assistance projects from a special development fund.
 

But the line ministries maintain control over their own staff
 

and funding and continue their largely autonomous planning and
 

execution of nationally scheduled programs. As a result, the
 

attempts at district-level coordination of development activities
 

in Kenya have met with little success.'
 

In Tanzania, the Regional Development Director derives his
 

authority from the Prime Minister's Office, and line agencies
 

also plan for and spend the majority of the development funds in
 

any one geographic area. The authority of the regional chief
 

is such, however, that the major planning efforts are coordinated
 

at-his district/regional level, and the line agencies expect,
 

and receive, bottom-up planning. In Tanzania development assis

tance funds complement overall district planning efforts; they
 

do not merely fill small gaps in the preprogrammed efforts of
 

line ministries, as in Kenya.
 

Peter F. Weisel, "Some Issues Related to District Development (in Kenya),"
 

Kenya Ministry of Finance and Planning and Development Alternatives, Inc.,
 
March 1977.
 



In sum, turning over operational responsibility for a proj

ect to a subnational entity (e.g., a provincial, regional or
 

district government, a local development organization, or a
 

decentralized, semi-autonomous government agency) has the advan

tage of bringing operational decisionmaking closer to "ground
 

level." It may also make it possible to concentrate the control
 

of resources in one organization, but more often this function
 

is split at the local level, posing difficult problems of coor

dination and cooperation. However, decentralizing authority
 

for development decisionmaking does not obviate the necessity
 

for integrating local development plans into overall national
 

planning. Moreover, decentralization of project authority may pose
 

a jurisdictional threat to previously powerful line ministries
 

and it may also threaten host country or donor officials
 

who insist on strict financial management controls over project
 

activities.
 

If line ministries cannot do the job, and decentralization
 

is not yet feasible, another approach is to work through inte

grated development agencies. These agencies often derive their
 

authority directly from the Prime Minister or a President's
 

office, and are given direct responsibility to implement or to
 

coordinate the implementation of rural development projects in
 

specified areas.
 

In the Republic of Senegal, for example, the government
 

has divided the country into six.agro--ecological zones and has
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created an equal number of public enterprises to manage rural
 

These enterprises enjoy a
development schemes in those zones. 


degree of financial autonomy, flexibility in administrative pro

cedures, and freedom in recruitment and control over staff that
 

has increased their efficiency in delivery of services.
 

A variant of the "integrated development organization"
 

approach is found in the Philippines.' Lead line agencies have
 

been tapped for the chore of integrating activities of local
 

line ministries in various IRD subprojects. The lead line agency
 

designated for each subproject depends upon the focus and thrust
 

of the development activities in question. Although this strategy
 

does have the advantages of providing a concentration of project

specific technical skills and distributing the lead role among
 

different agencies, problems result from the fact that field
 

workers are often controlled more by home line agency require

ments than by project needs.
 

In working through organizations that have been created fox
 

the precise purpose of "integrating" rural development activi

ties, it is sometimes possible to enjoy institutional competencE
 

and experienced personnel. Sometimes, too, these organizations
 

have strong authority to coordinate activities in specified
 

geographic areas. More often, however, they have limited
 

authority, limited institutional and staff experience, and run
 

I See George Honadle, "Implementing Integrated Area Development in the
 

Bicol," a report to the U.S. Agency for International Development and the
 
Bicol River Basin Coordinating Committee, Development Alternatives, Inc.,
 
October 1977.
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up against the power and prerogatives of traditional line mini

stries. 
 It is in these cases in particular that mechanisms
 

and procedures for coordination must be created during project
 

design. 
Otherwise, the main features of implementation will
 

be organizational rivalries and bottlenecks.
 

If host coun-ury organization, administration, priorities,
 

and institutional capability are too weak to 
support integrated
 

rural development activities, a last option is to create a special
 

project management unit. 
 This is the approach frequently chosen
 

by the World Bank for the rural development projects it supports.
 

It reflects a strong desire for early benefits and bankable
 

returns from project activities, but less concern for the self

perpetuation of project benefits once foreign assistance is with

drawn.' 
 This is a common result of a vestigial engineering view
 
of organization design. However, its ability to succeed in
 

.non-physical infrastructure activities remains questionable.
 

Regardless of the overall organizational structure used to
 

implement IRD, empirical research has shown that the probability
 

of project success is significantly raised by such factors as
 

effective two-way communication between project staff and
 

farmers, the existence of local organizations within the project
 

See Gary Brewer, Politicians, Bureaucrats, and Consultants, New York:
 
Basic Books, 1975, for a thorough discussion on methods of creating special

management units to implement projects.
 

1 
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area, and organizational arrangements that give farmers a voice
 

in project decisions.'
 

There are many ways to do this. Four creative tactics are
 

being used to develop the capability of irrigator associations
 

in the Bicol area of the Philippines. They are: (1) using
 

project-level advisory committees that contain local leaders
 

and farmers; (2) conducting planning workshops and joint pro

gramming exercises with both civil servants and farmers parti

cipating; (3) installing a field-level management information
 

system with two-way reporting procedures that incorporate farmer
 

communications; and (4) formally involving the irrigator asso

ciation in periodic performance evaluation of project field
 

2
staff.
 

These four decision sharing tactics are neither comprehen

sive nor mutually exclusive. However, they are all practical and
 

feasible methods that can be used in various combinations in
 

different places at different stages of organizational develop

ment. Additionally, all have two advantages: first, they can
 

help to minimize communication gaps that obstruct the imple

mentation process; and second, they can help to assure that a
 

viable beneficiary association will emerge from that process.
 

I Elliott Morss, John Hatch, Donald Mickelwait and Charles Sweet, Strategies
 
for Small Farmer Development: An Empirical Study of Rural Development Proj
ects (Boulder: Westview Press, 1976).
 

2 Beneficiary involvement in project implementation: Experience in The Bicol,
 

Rural Development Participation Review, 1979.
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SOLUTION I.1: THE ORGANIZATION DEVELOPMENT A PROACHa
 

In contrast to the. emphasis of the development adminitr,

tion focus on structural relationships and fornral procedures the.
 

organization development approach emphasizes the processes of
 

change in organizational relationships 
 In organization develop

ment the behavioral sciences are brought to bear on methods of
 

understanding and facilitating change among,within and between
 

people, groups, organizations and ins.titutions. Organization
 

development in this sense 
seeks to help people. in organizational
 

settings learn about their own behavior, both organizational and
 

interpersonal, and from this learning develop more functionally
 

cooperative relationships. 
 Restructuring of organizational re

lationships may come 
from this approach, but it would be. a result
 

of people's own learning and motivation,
 

Within organization developjent, process consultation is
 

defined as
 

a set of activities on the part of the. consultant
 
which help the client to perceivef understand, and
 
act upon process,events which occur in the. client.s
environment.1
 

This contrasts process consultation wi.th the. "purchase.model" of
 

consultation, in which the client buys expert information or
 

services. The key difference is that in the purchase.method the
 

*Edgar H. Schein, Process Consultation; Its, Role in Organization DeVelopment,

Reading, Ma.: Addison-Wesley Publishing Co., 1969, p. 9
 

,22
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consultant performs his service for the client, while in the pro

cess method the consultant involves the client in a joint or col

laborative diagnosis and resolution of the problem at hand.
 

Process consultation is considered a major type of organiza

tion development intervention. In this sense it is contrasted to
 

alternative interventions such as team-building, education and train

ing, survey-feedback, or third-party peacemaking activities.' Others
 

refer to the dichotomy between the purchase model and the process
 

model and suggest that most consulting situations call for some com

bination of technical advice and process facilitation. In such
 

situations they recommend a "contingency" model of consulting, which
 

combines the two models. 
2
 

The role of process consultation in organization development
 

must be seen in the broader context of administrative development
 

and IRD project design and implementation. Rural development pro

jects should be developed using an evolutionary method of project
 

design that encourages the collaboration of intended implementers,
 

and the participation of potential beneficiaries, while setting
 

aside resources that can be.used to redesign projects during imple

mentation.3 The method relies on an iterative process of project
 

1
 
Wendell L. French and Cecil H. Bell, Jr., Organization Development: Behaviorial
 

Science Intervention for Organization Improvement, Englewood Cliffs, N.J,: Prentice:
 
Hall, Inc., 1973, pp. 102-104.
 

2. 
Newton Margulies and Anthony Raia, Organization Development: Values, Processes
 

and Technology, New York: McGraw-Hill, 1972, Chapter 5, "Consulting."
 

3 Charles F. Sweet and Peter F. Weisel, "Process Versus Bluepring Models for
 
Designing Rural Development Projects" in George.Honadle and Rudi Klauss, eds.,
 
International Development Administration: Implementation Analysis for Development
 
Projects, N.Y.: Praeger Publishers, 1979.
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development, using cooperative processes of information collection
 

and feedback: Because of its emphasis of flexibility and adapta

tion, the "process" approach is particularly well suited to projects
 

where success is defined in terms of behavior changes in a target
 

population.1
 

Process consultation aims at helping project management and
 

project participants learn about their own way of doing things. In
 

most organizational contexts this perspective is not readily obvious
 

to members of the organization. People are typically part of or

ganizations because of what they can do or what they know. The pro

cess of actualizing the organization's purposes is-most often ob

scured from conscious awareness by a daily bombardment with short

term problems and the requirements of substantive production.2 Few
 

technically trained people have ever had the opportunity to learn
 

and develop skills of "seeing" their own interpersonal processes
 

and behavior. Yet it is these processes that determine much of the
 

behavior and hence its performance. However, once these processes
 

are made more visible and available to project participants, they
 

are better able to take action to improve the performance of their
 

organization.
 

A basic tenet of all organization development methodologies i.s

that every organization has some unique.characteristics. Indeed the.
 

professional consultant ia most y4ued for his or he-r ability to
 

I 
A project can be seen as. a sequence of objectives: Applying resources, deliver

ing goods and services, inducing behavior change in a target group, and improving
 
the welfare of beneficiaries. Each objectiye. level can be.targeted and measured,
 
but there is uncertainty at each level
 
2 

In fact, most managers can give no significant time to any one subject. See
 
Henry Mintzberg, The Nature of Managerial Work, New York: Harper & Row, 1973.
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develop a personal and collaborative relationship with the people
 

in an organization and to recognize the myriad of variables
 

(contingencies) that might indicate where, how or even whether to
 

intervene.
 

Organization development interventions are based on real
 

"data" about real organizations operating in real contexts.
 

Culture, values, history, norms, traditions, institutions, are
 

all defined as part of the data to be "collected" before any
 

interventions are considered. Some of this data collection may
 

be implicit and based on general experience in a particular
 

culture. However the organization development methodology does
 

not make any assumptions about how people/organizations will or
 

must behave. Real behavior is the data for review and analysis
 

in every case.
 

The key point for the behavioral scientist is the under

standing that culture is (consciously or unconsciously) learned
 

behavior. Two concepts follow from this: one is that a new

comer can, with some effort, learn the fundamental value systems
 

in a given culture, and understand how to work with them. At
 

the same time, since culture is learned, the underlying basic
 

psychological needs, drives, and expectations of human beings
 

tend to transcend cultural differences and make it possible for
 

the behavioral scientist to tap some common deeper level human
 

concerns that lead to interpersonal behavior patterns. Those
 

patterns are manifested in day-to-day life as part of a person's
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cultural e-perience, but the core factors of need and motivation
 

are similar around the world.
 

In terms of administrative development, then, the use of
 

the behavioral sciences represents a tremendous untapped resource.
 

Combined with the experience and skills of the development admin

istrative specialist and a knowledge of technical issues, the or

ganization development approach provides an additional dimension
 

of human, cultural, and organizational diagnosis that complements
 

and enhances the effectiveness of the effort. This "synergy" of
 

technical, administrative, organizational and behavioral skills
 

and experience can help IRD projects to significantly improve
 

their chances for success.
 

SOLUTION III: A CONTINGENCY APPROACH
 

Our conceptual framework and technical approach have thus
 

far been characterized in two ways. One emphasizes a structural,
 

design-oriented strategy that we called "development administra

tion." The second emphasizes a process-oriented strategy that
 

we called "organization development." It is our experience that
 

both approaches are essential for dealing with recurrent 1RD
 

organization and administration problems and for deyelop~ng an
 

improved capacity to undertake future efforts. The two strategies,
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moreover, are mutually reinforcing, rather than mutually ex

clusive. When used in tandem they can serve not only to in

crease the range of practical responses to field problems, but
 

also to suggest ways for minimizing the occurence of such prob

lems in future projects.
 

Development administration is targeted on the design and
 

implementation of structures and procedures to facilitate devel

opment. Such factors as budgeting, personnel administration,
 

organization design, financial management, reporting systems,
 

decentralization and functional versus spatial orientations are
 

prominent clusters of analysis. However, analyzing these factors
 

presupposes the authority to alter them. Thus development ad

ministration studies are aimed at a relatively high-level target
 

audience.1 These are the people who can affect the procedures
 

and structures through which development plans must be imple

mented. They make the policies that others must live with.
 

It is these others, however, who are most often the target
 

audience of organization development specialists. Organization
 

development aims primarily at interpersonal obstacles to imple

mentation, given the constraints imposed by those higher-level
 

policymakers who determine the boundaries of organizational
 

behavior. Thus in one sense the difference between development
 

See for example Naomi Caiden and Aaron Wildavsky, Planning and Budgeting
 
in Poor Countries, New York: Wiley-Interscience, 1974.
 

1 
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administration and organization development is one of scale,
 

while in another sense it is one of formality; development
 

administration deals with larger units in a more formalized
 

way, whereas organization development focuses on small units
 

in a more informal way. Nevertheless the two approaches share
 

a common concern that is itself a view of the relationships
 

between them; that concern is for "contingencies."
 

A contingency approach assumes that "it all depends" and
 

that the most important task is to discover "what it depends
 

on. 
 Thus the idea that there can be a single best budgeting
 

process or personnel classification system or organization design
 

or leadership style is rejected. There is no universal/optimal
 

mechanism to achieve certain results. At the same time, the
 

idea that all situations are totally unique is also rejected.
 

There are discernible patterns of enviornmental contingencies
 

that influence the relative effectiveness of different inter

ventions. Among these factors, the scale of the problem, the
 

position in the organization of the person defining the problem,
 

and the resources of those who do not see the situation as
 

problematic, are all contingencies. In fact these contingencies
 

help identify the relative desirability of development adminis

tration or organization development strategies.'
 

The discussion draws on George Honadle and Rudi Klauss, "Recipes for More
 
Practical Planning in the Face of Uncertainty," in Honadle and Klauss, op. cit.
 

1 
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Administrative reforms often fail for reasons of interper

sonal dynamics. Thus the installation, adoption and continuing
 

use of new procedures requires a sensitivity to an organization
 

In fact a development administradevelopment process approach. 


tion analysis, followed by an organization development inter

vention, may be the most effective sequence for implementing
 

some reforms.
 

On the other hand, before consensus is reached on the
 

need for a reform, it may be unfeasible to attempt to determine
 

the substantive nature of the change. Thus organization devel

opment activity may be a prerequisite for development administra

tion efforts. Local factors, then, may partially determine
 

the impact of different sequences.1
 

In summary, then, a twofold development administration/
 

organization development contingency strategy is posited as a
 

necessary combination for improving the organization and imple

mentation of integrated rural development. Moreover, that
 

strategy should be carried out in a way that provides rural
 

villagers with a voice in project decisions. Such an approach
 

will not eliminate all obstacles, but without it there is great
 

doubt that integrated rural development projects will lead
 

either to service integration or to administrative development.
 

1 For more detailed examinations of situational factors affecting reform,
 

see Ralph Kilmann, Louis Pondy and Dennis Slevin, eds., The Management of
 
Organization Design: Strategies and Implementation, Vol. I, New York:
 
North-Hollan6. 1976.
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The improved uooperatian inside the companyCro'one tfe~figuresof howv losses \.ere piling up. has also lcid to beler relaions with other state
h)O\Ili'dailre.:dcl\reached aibout SI 3. miillion,NMost aeiieies. Seveural of these ucticius supply thu fat el. r them knqv; losses wiere ocuuilnn but did nbt- w~ith seeCd, fetrtilizur or equipment on Acniculturalhie oti \vhat siale." Fia nces inst rulct ions. The nagencis also help the
 

, Oiij th an. ksed the loan reioverv issue 'l1co m..pany colleit deb h\ eduting repa\

effect.Says Narayanan "We ended nitsfrom hie sum 
 they paithfirer for hisp~~ihnean aqurtrpages of thingzs helpic 


urop. Once the m-onje\- is in ihe farmer's hands it isis-aC111eC, Oir goals and three pale of fiings 11uLCh1 more difficult to recov er.- ~,--;V

il ii nngius from doinc so. An aution plan wvas Hlo\ over. for sonic time fihe svsioi had nlot binUpAoriimi'h of tilemain inipedinicnts thai thi working -well. Thu aelencies often forot to ikulm uoilhidllle to be \iihinl itcont rol. Eauh step dedit'CtionS and many farikrs bv-pzissed the syim>-.4
171e:~~olpal a siic tg~metnbcbrs of thle- crop inl \viv' ~~fihe mvru~seiu their, namesr i
fil- lll t .1a,1i. For :e\.naip6, oans of ficer sutlinc to in auencv withw hich~
-. the topP rdIe.(as.x-

n vs~ gien responsibilitv fo427 rL
d~iii~ nanil of,dos pd, donl's - for r Ilnotcuild--------------K e1TI'~-- ts -or-icif, fu oi~ impn~has bIutotckthis thornyopratlor. T uinountant, ninaers, anid f~ield ;, ksiuctibvfo'rmlihi a liaison commilittule wvith te~ros6'fi-c- c tei\'ell Join 2I mirkait)1(u~o U5;-~ th --. marjet inu auencies---The~aesr', e t k'We; 

iv-f'iI~~~~~~~~ I 11 10uf ,uJ,S f~d~ClIn'P iultn~~~-6c6 

-'~- - ~~ iii-. ~--~~- ~Ociobi 1976 ~te difMam qCeenila4V,:I, h -- ,I 12 



1uslls tllhe artn rather thain the farlinr.
Auriculiural Finance has now adapted all its forms
Io m1t cl leh dat a reqtired for Na nboard's 
.,'2, t Incr.I! Hietloa vl:till
comtll piolwiitcd to
1ciil'(ti 1s N;liliho.ird 11orc pr0oI11ply when tic 
acicy surplied f'armcrs \vili goods on .\grictuliralFinareC's behalf. 

1"o hclp put the company on a sound financialfooting, the management team alo decided to
penali/e 
 deft ltillng areas. Ultintely," says
Ith.ncy, "lhe 
 local elected public officials will bring
pressure on farmers to pay up. We will inform the
olfficizals of I o,, initch hlie faimers in their area hate
borro.,ed and toss iuch should be recovered from
that are.a each year. They will knosw that mch less 
moncy \'ill be allocated to their area in loans tle 
itc\t ycar if onlv, say, 50% of tie money is
collected.' 

Other problems between 
 head office and the 

reuions vwere alo tackled during tle seminar. To 
,pecd up the -ranting of loans, top management
raisCd the local managers' limit of authority from
$60( to S7,500. 

Anolhcr hone of ontent ion was the circulars 
from head oflice. Says Nara yanar: "People in thetieI thoughit Ilhey \cre being flooded vsit ipaper, so
1hev just filed it away s oithout taking much notice of
it. We a-rced to try to restrict the flow of circilars 
an11d the.' ficld people agreed to rad thI.' Head
offic,. at lca,t, kcpt its part of the ,aigain. 

t e'oftile i me.diate effects of thlie ,ei inar ssas a

ninch bCir \\orking relationship. Says Noak: 

"'They had :tw, er met in this \say' before, as equals."Adds Nara\titn: 'People at head office became
friendlicr toss.ards each olher. \Ve alsays used to
addics, cach olicr by stmrniaune. In itmost cases, s"e
did riot e\cii know people's first nancs. Noss we use

firt Ilames all tile tite." 


Dlares Adam Choobe, regional managcr forLus:ka: '\\e r'duced tcrsion beisseen head office
and tIe retI.gioits al, fell Imore of a team. We could 

k'i!fv'.ills to cach other note fred.' 
1iraiingt of licer Timolhy Liale points out tHu the

seminar ase regional managers somne of the 
ptronal 'kills ihcy needed to ccindtuct their ossnmeetings, arid paiticiularly to encourage quiet 

r",11h.1m ib o1fII1!'fIo speak out. Choohe aitd I,ost of 

ic tlll .etriii malnagerS pill th se ,kills ito
.'lIe 


praclice l i the llor\\ig mont1h, by hoqCJll 
p ±Icm!-ol S! 'ti I ars off iei o\%n i tl r,-2ioaalh.s el. "'\I1 lil m1t ' a to ',C1 p pcle toIp; lii.ll e 

J' aa to1 A, c ti,golt, 
 t " cc. ii I cl tiJd 
76 

O\\l \el imanagcrs,-' says Choobe, 6'so \\ could
work on a basis of equalily." 

At Ithehe ,eminar,. local :';tnauc, %%\scre
iittidlti1ecl to lh Of r.',lc pcrlloaI
tlagts ''l'"e'iotily," sri (Thooh',"lo onie coii Id 
get a rise ifhe did riot bring in 50%7 of tie t argect setby head office. But that target took account ofno 

the potential revenue 
from that year's crop. So now we assess the current crop and all participate in
.elling th anount that can te recos.ered that year.

A.,dds Liale: "At the eminrars for Kabv,e and
Luaka re-ions, the Io most succe,,f-l evcrciek. it
\,as disco,.cred that ,iaff (lid not kilcs the
objecti s,of the conparny. of their ok\n ji,*ob. or iheir
oVn job descriptions. \We vcrc able to rcCifs this."

One problemrihat arose at the reviorail cininars 
was lie bad feeling bet\,ccii local filod officers and
loan officers fron recgional heaJquailCs. Loan
officers \\cre seItout to inspect the activities of field 
t:eople, but were generally lower calibre iaf'. The
prollerr was solved, says head office creditcoiiiroller Darton Nyirong , by gis.ing each \err
clear job deqcripions, that speificd he loan 
officer's job aispro\iding ad\ice and assistance,
rallier than instructionsq.

Ho\ever. the attempt to identify ihe qualityv of
hait applications is not going as smoothly as hoped.
Some field officers still omit tO accoirany
applicationss "ith data faro.on lcifoinance 

pa I'soose tie p :;Care . So it is difficult or
impossible for the regional office to e.,iinate how

much ofhe loan canberecoseredthisyear. oriflie
 
rroncy iould be lent.
 

At head office, too. there are signs tlha not all
regions have grasped x hat 
 tHey' should be doing.

Says Heney: "The fir batlch of applications this
 year fRom ,ouhern regio:, "ida lot of' mistakes. We
called [tle ,taff in to see the difficulties \e had going
throiugh their documents. 

The three regions that do most of the business 
lme takcn the lessons of the seminar to heart. 
hos eser, she naintiains. ''Pre\ iously. Mlien ,edid 
not hase much mone to lend. \e Nti out circulars
telling the regions ho\\ to sanction loans. Thcv used 
to igiorc them atidjust eti nlones ill the ftnds ranot. Noss s e ha%e c\ plained our "rohlcn, ItoIheni.

theyIl IC lse are filierine ot aI. I,)[ of
1iilaccpiablc oan,. 1i shows that they Io\% 
uidcrIstmld tlieosCr-all probh.les of' he conipat. 

Bn D-I 1D CL L TTI:/ L'CA 
.'1o ",,'I
" /-'Io 

9 



ATTACHMENT 4
 

HONDURAS TRIP REPORT
 



ATTACHMENT 4
 

HONDURAS TRIP REPORT
 

TOM ARMOR AND RICHARD SMITH
 

JANUARY 11-17, 1979
 

Purpose
 

The IRD team for the Honduras visit consisted of Tom Armor,
 

IRD Project CORE team member, and Richard Smith, DAI Associate
 

Staff. Ron Curtis, of AID/DS/RAD, accompanied the team in his
 

capacity as Project Monitor. The purpose of the visit was two

fold: a) to explain to mission staff the terms and services
 

available under USAID Contract No. DSAN-C-0065, "Administration
 

and Organization of Integrated Rural Development" and b) to
 

explore the possibility of providing consulting services to the
 

Small Farmer Technologies Project through discussions with
 

Government of Honduras (GOH) personnel and the USAID project
 

coordinator.
 

This work was accomplished through a series of meetings,
 

including initial discussions with Ralph Conley (USAID/Honduras)
 

and subsequent meetings with various GOH personnel associated
 

with the Small Farmer Technologies Project. Richard Smith
 

extended his stay in order to visit the Comayagua project site
 

and hold discussions with project field staff.
 

Issues
 

The initial assumption agreed upon by the IRD Project
 

team and GOH personnel was that it was both appropriate and
 

desirable for the IRD Project to become involved with the Small
 

Farmer Technologies Project. The IRD Project team was asked to
 

develop a proposal for a return visit during which time an
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IRD team would provide substantive consulting services to the
 

Small Farmer Technologies Project. The issues identified and
 

discussed during the meetings between the IRD Project team and
 

GOH persornel focused on administrative and organizational
 

problems currently facing the Small Farmer Technologies Project.
 

There appear to be four areas where problems are in evidence.
 

First, the project requires,close coordination among the
 

three primary GOH agencies: Ministry of Natural Resources,
 

National Development Bank, and the Agrarian Reform Institute.
 

Additionally, within each agency, the responsibility for
 

carrying out the role assigned to the agency must be shared by
 

several offices. At the national level agreement has been
 

reached on the level of resources to be provided by each agency
 

and the administrative structure to insure close communication
 

among the agencies at the ministerial level. This agreement
 

was recently formalized with a document signed by all concerned
 

ministers. While this agreement will certainly facilitate future
 

cooperation at the national level, it is recognized that coor

dination at the regional level, the governmental point closest
 

to the target population, will not occur without a concerted
 

effort. To stimulate this needed coordination will require
 

examination of the informal decisionmaking process as well as
 

the traditional formal structure. In this context it was agreed
 

that more effort will have to be given to team-building in
 

the regions.
 

Second, the three major campesino organizations in Honduras
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have played and will continue to play an active role in the
 

implementation of the project. Their influence is expected
 

to be felt in all future projects which attempt to impact on
 

the lives of the rural poor. This is especially true of the
 

small farmers who benefit from the agrarian reform program.
 

It is recognized that the local chapters of the national
 

organizations can facilitate or impede implementation; the
 

choice is largely determined by the degree of participation
 

in decisionmaking as perceived by the local leaders. Properly
 

harnessed, the strength of the peasant groups could be the
 

deciding factor of success or failure--but how to deal with
 

these groups appears to be in doubt.
 

Third, a complete and continuing examination of the two
 

problem areas described above will require information that
 

is not now collected; or if collected, analysis of the infor

mation is not being fed into the decisionmaking process. Any
 

information system must respond to decision needs at several
 

levels. For example, research results on profitability and
 

productivity of suggested technological inputs must be col

lected, analyzed, edited, and dessiminated through the exten

sion service to the farmer. Additionally, the credit require

ments must also be calculated and joined with the message that
 

reaches the farmer in order to allow him to weigh the alterna

tives. Likewise, the credit history of individual farms must
 

be available to regional banking offices so that the merits of
 

each application can be determined. In addition, credit
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allocations to each region by the central office can be made
 

only if information on expected needs is available in Tegu

cigalpa. There are many other informational needs for deci

sionmaking, including feedback from farmers on the services
 

provided, assignments of extension personnel, health and
 

sanitation needs, and input availability, to name a few.
 

Lastly, two issues surfaced related to agricultural credit
 

provided by the loan program. Medium to long term loans
 

for capital improvements or for the establishment of permanent
 

tree crops are not being approved because of the relatively
 

short time--two years--remaining for loan disbursements. The
 

Bank is reluctant to approve medium term loans (and extension
 

personnel uneasy about suggesting permanent tree crops) be

cause of the uncertainty around the availability of funds for
 

development activities beyond the terminal disbursement date
 

of the AID loan. Without firm assurance from AID or other
 

donor agencies that loan funds on essentially the same terms
 

will be available, expansion of the productive capital base
 

on the farms will not happen.
 

The other credit issue relates to the minimum hectarage
 

requirement for the cooperative fund, the source of AID
 

financing for the asentamientos. At present five hectares
 

per family is the minimum. Many asentamientos that would
 

otherwise qualify, and are considered good risks are now shut
 

out of the cooperative fund. At a minimum, this land require

ment should be re-examined.
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At the conclusion of the trip, it was agreed that the IRD
 

Project team would submit a proposal for a return visit for
 

the purpose of providing assistance to the Small Farmer Tech

nologies Project under the IRD Contract. It is hoped that such
 

a visit could take place sometime during the early summer of
 

1979.
 

A listing of persons contacted by the IRD Project team
 

during the Honduras visit includes:
 

Ralph Conley USAID/Honduras, Project Officer 

Hugo Irizarry Technical Director of Farm Planning 

Manuel Madarriago Chief of Planning Section 

Hernan Rodriguez Coordinator of Small Farmer 

Technologies Project Loan/Grant 

Program 

Carlos Montes Banco Nacional de Fomento, 

Servicios a Cooperativas y 

Organizaciones Afines 

Francisco Martinez National Director of Extension 

Ministry of Natural Resources 

Mario Contreras Director of Research, Ministry 

of Natural Resources 

Carlos Zelaya Chief of Sectoral Planning, 

Ministry of Natural Resources 



DEVELOPMENT ALTERNATIVES, INC.
1823 JEFFERSON PLACE. N.W. 

WASHINGTON, D.C. 20030 

TELEPHONE: CABLE ADDRESSt 
202 033-8140 DEVALT 

TELEXt 
440109 DAI U1 

January 2., 1979
 

TO: Ron Curtis
 
FROM: Peter Weisel
 
RE: Contract No. DSAN-C-0065
 

We wish *to propose that the following countries be included
 
with the Review"of 10 Developing Countries, according to
 
point IIC (p.3, Attachment A), thereby expanding/modifying
 
the list under the heading "Countries/Missions Indicating
 
Integrated Rural Development Projects Are Of High Priority'
 
(Attachment A-1): 	 Honduras
 

Kenya

Liberia
 

Our request is based upon interest in the IRD Project
 
indicated by the USAID missions in these countries, and
 
upon the suitability of the individual mission projects. 

Please indicate your approval/disapproval in the area
 
provided below, and we will proceed according to your decision. 

Approved.' Disapproved
 

I 	 Honduras 

Kenya 

_Liberia
 

Comments:
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ATTACHNENT 5
 
EXPENDITURES AND PERSONNEL EMPLOYED
 

DEVELOPMENT ALTERNATIVES, 
1823 JEFFERSON PLACE. N.W. 

WASHINGTON. D.C. 20030 

November 7, 1978 
TELEPHONE: 

202 83.-81,I40 

For the period September 29-October .31, 1978 
Contract No. DSAN-C-0065 

INC. 

CABLE ADORESSo 
DEVAL.:

440109 DAI U1 

Submission # 

INVOI CE 

Salaries and Wages 
P. Weisel 112 hrs @ $17.40 = 
G. Honadle 68 hrs @ $16.20 = 
T. Armor 56 hrs @ $16.09 = 
E. Morss 5 hrs @ $24 01 = 

$ 1,948.80 
1,101.60 
901.04 
120.05 $1 4,071.49 

Overhead @ 92% 3,745.77 

Travel and Transportation 
Airfare - Armor 
Airfare - Honadle 
Airfare - Weisel 

$ 294.37 
102.00 
98.00 494.37 

Per Diem 
G. Honadle (Washington D.C.) 

10/12-13 and 10/17-18 259.60 

Other Direct Costs 
J. Wldahl (Typist) 
Telephone 
Petty Cash-
Xerox 

$ 44.34 
7.84 
11.03 
16.00 79.21 

Subtotal -- $ 8,650.44 

Fee @ 6.45% 557.95 

TOTAL AIOUNT TO BE PAID $ 9,208.39 



September 2-Uctober j±, 19U
 

Reporting Peried 

Name of Contractor Development Alternatives, Inc. Contract No. -DSAN-C-0065 

Contractor's Project Officer Ronald Curtis Phone'No. 235-8918 

Submission # 1 

Category 


Salaries 

Overhead 

Consultant Fees
Travel & Transportation 
Per Diem 

DBA Insurance 

Other Direct Costs 

Subcontractor 


Subtotal 

Fee @ G.45 %135,19 


TOTAL 

Cumulative Remaining 

Total Expenditures Expenditures Amount 

Inception to 

Last Reported 

Amount Period This Period 

586,922 
539,968 
94,374
225605 

___ 
-

---
---

$ 4,071.49 
3,745.77 

---
494.37 

$ 4,071.49 
3,74.5.77 

--
494.37 

$ 582,850.51 
536,222.23 
94,374.00 

225,110.63 
190 546 1-- 259.60 259.60 190,286.40 

29,305 9.21 29,305.00 

40,392 -- 79.21 79.21 40,312.79 

397,389 ......... 397,389.00 

$ 2,104,501 --- $ 8,650.44 $ 8,650.44 $ 2,095,850.56 

--- 557.95 557.95 135,261.05 

$ 2,240,320 $ 9,208.39 $ 9,208.39 $ 2,231,111.61 

iaimed under the cited contract is proper and due and the
 Thc undersigned here cetifies: (1) that payment of the sum 


appropriate refund to A.I.D. will be made promptly upon req\1 st of A.I.D. in the event of non-performance, 
in who1e or I
 

part, under the contract of for any breach of the terms 
of th)e contract, and (2) that information of the fiscal report 

I
 

correct and such detailed supporting information as A.I.D 
m y require will be furnished at the contractor's home 

office
 

4
(3) that all requirements called for by the contract to da
 
base office as appropriate promptly to A.I.D, on requost, ah 

of this certificate have been met. 

I hereby certify that amounts invoiced herein do not excoedj~he 
lower of 

established in accordance with Executive Order 11627, dated'October 
15 

(1) the contract price or 

)71. 

(2) maximum levelu 

py 

Date 1/8/78
Office Manager
Title 




DEVELOPMENT ALTERNATIVES, 
1823 JKrPMRSCN PLACK. N.W. 

WASHINGTON. D.C. 20030 

INC. 

TELcPHoNwa 
202 833-8140 

December 6, 1978 
CABLK ADORKSak 

DEVALT 
TELEXr 

440109 DAI UI 

For the pericd November 1-30, 1978 
Contract No. DSAN-C-0065 Submission # 2 

INVOICE 

Salaries and Wages 
P. Weisel 134 hrs @ $17.40 = 
G. Honadle 152 hrs @ $16.20 = 
T. Armor 55 hrs @ $16.09 = 
E. Morss 9 hrs @ $24.01 = 
E. Bardeen 148 hrs @ $ 7.51 = 

$ 2,331.60 
2,462.40 

884.95 
216.09 

1,111.48 $ 7,006.52 

Overhead @ 92% 6,446.00 

Travel and Transportation 
Armor-airfare (D.C. to Honolulu) 
Armor-airfare 

(Honlulu-D.C. & return) 
Honadle-airfa-re 

(Syracuse-D.C. & return) 

$ 309.37 

380.62 

102.00 791.99 

Per Diem 
Weisel (N.Y.) 11/6-8 
Armor (D.C.) 10/17-11/5 
Honadle (D.C.) 10/31-11/1 

$ 119.00 
802.89 
92.89 1,014.78 

Other Direct Costs 
Typist 
Petty cash 
Telephone 
Xerox 
Telex 
Translation 
Postage 
Postage 
Publication 

$ 81.29 
44.78 
154.46 
154.10 
31.00 

126.50 
.43 

31.50 
4.00 628.06 

Subtotal Invoice $ 15,887.35 

Fee @ 6.45% 1,024.73 

* TOTAL AIMOUNT TO BE PAID $ 16,912.08 



November 1-30, 1978
 
Reporting Period 

DSAN-C-0065Contract No. 
Development Alternatives, Inc. Name of Contractor 
Contractor's Project Officer Ronald Curtis Phone No. 235-8918 

2
&ubmission # 


Cumulative Remaining
 
Total Expenditures Expenditures mount
 

Inception to
 
Last Reported
 

Category Amount Period This Period
 

Salaries $ 586,922 $ 4,071.49 $ 	7,006.52 $ 11,078.01 $ 575,843.99
 
6,446.00 10,191.77 529,776.23
Overhead 539,968 3,745.77 


Consultant Fees 94,374 94374.00
 
791,99 	 1,286.36 224,318.64
Travel & Transportation 225,605 	 494.37 


259.60 1,014.78 	 1,274.38 189,271.62
Per Diem 190,546 

--- 29,305.00
DBA Insurance 	 29,305 ..---

707.27 39,684.73
Other Direct Costs 40,392 	 79.21 628.06 

---	 397,389.00.Subcontractor 	 397,389 ..... 


$ 8,650.44 $ 15,887.35 $ 24,537.79 $ 2,079,963.21
Subtotal 	 $ 2,104,501 

Fee @ 6.45 % 135,819 557.95 	 1,024.73 1,582.68 134,236.32
 

$ 16,912.08 $ 26,120.47 $ 2,214,199.53
TOTAL 	 $ 2,240,320 $ 9,208.39 


(1) that payment of the sum 4.aimed under the cited contract is proper and due and the
 The undersigned here cetifies: 

appropriate refund to A.I,D. will be made promptly upon request of A.I.D. in the event of 

non-performance, in whole or in
 

part, under the contract of for any breach of the terms of tie contract, and (2) that 
informatio'i of the fiscal report is
 

require will be furnished at the contractor's home office o
 correct and such detailed supporting information as A.I.D may 

(3)that all requirements called for by the contract to dati
 base office as appropriate promptly to A.I.D. on request, anS, 

of this certificate have been met. I 

I hereby certify that amounts invoiced herein do not exceed Ithe lower of (1) the 
ccntract price or (2) maximum ±eveis
 

otober 15, 1971.
established in accordance with Executive Order 11627, dated 


By fi~e Mng D
 

Title Off ive Manager -Date_12/6/78
 

http:9,208.39
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http:10,191.77
http:6,446.00
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DEVELOPMENT ALTERNATIVES, INC. 
1823 JEFFERSON PLACE. N.W. 

WASHINGTON. D.C. 2003e 

January 8, 1979
 
CABLE ADDRESSt 

TELEPHONE: 
 DEVALT
202 833-8140 

440109 DAI U1 

For the period December 1-31, 1978
 Submission #3
 
Contract No. DSAN-C-00

65 


INVOICE
 

Salaries and Wages
 
= 


64 hrs @ $17.40 $ 1,113.60P. Weisel 

= 
 2,543.40
G. Honadle 157 hrs @ $16.20 

= 
 1,303.29
T. Armor 81 hrs @ $16.09 


611.70
=
J. Carney 30 hrs @ $20.39 
 $ 6,841.181,269.19
169 hrs @ $ 7.51 =
E. Bardeen 


6,293.89

Overhead @ 92% 


-Travel and Transportation
 
$ 309.98Airfare-Armor (Honolulu-D.C. & return) 


Airfare-Honadle (Syracuse-D.C. & return)
 
102.00
11/4-6 

102.00
12/4-5 
 615.98
102.00
12/14 


Per Diem
 
$ 205.80
G. Honadle (D.C.) 


11/4-6 and 12/4-5
 983.53
777.75
T. Armor (D.C.) 

11/22-12/9
 

Other Direct Costs
 
$ 6.97Postage 


44.97
Petty Cash 

86.06
Telephone 
78.35
Xerox 
 231.13
14.78
Typist (Woldahl) 


$ 14,965.73

Subtotal Invoice 


965.29
 
Fee @ 6.45 


$ 15,931.02

TOTAL 


http:15,931.02
http:14,965.73
http:6,293.89
http:1,269.19
http:6,841.18
http:1,303.29
http:2,543.40
http:1,113.60


December 1-31, 1978
 
Reporting Period 

DSAN-C-0065

Development Alternatives, Inc. Contract No. 

Name of Contractor 
Contractor's Project Officer Ronald Curtis Phone No. 235-8918 

3
Submission # 


Cumulative Remaining
 
Total Expenditures Expenditures Amount
 

Inception to
 
Last Reported
 

Category Amount Period This Period
 

Salaries $ 586,922 $ 11,078.01 $ 6,841.18 $ 17,919.19 $ 569,002.81
 
Overhead 539,968 10,191.77 6,293.89 16,485.66 523,482.34
 
Consultant Fees 94,374 -- --- 94,374.00
 
Travel & Transportation 225,605 1,286.36 615.98 1,902.34 223,702.66
 
Per Diem 190,546 1,274.38 983.55 2,257.93 188,288.07
 
DBA Insurance 29,305 -.--- --- 29,305.00
 
Other Direct Costs 40,392 707.27 231.13 938.40 39,453.60
 
Subcontractor 397,389 --- --- --- 397,389.00
 

Subtotal $ 2,104,501 $ 24,537.79 $ 14,965.73 $ 39,503.52 $ 2,064,997.48
 
Fee @ 6.45 % 135,819 1,582.68 965.29 2,547.97 133,271.03
 

TOTAL $ 2,240,320 $ 26,120.47 $ 15,931.02 $ 42,051.49 $ 2,198,268.51
 

(1) that payment of the sum claimed under the cited contract is proper and due and the
The undersigned here cetifies: 

appropriate refund to A.I.D. will be made promptly upon request of A.I.D. in the event of non-performance, in whole or in
 

part, under the contract of for any breach of the terms of the contract, and (2) that informatio'i of the fiscal report is
 

correct and such detailed supporting information as A.I.D may require will be furnished at the contractor's home office 
o
 

base office as appropriate promptly to A.I.D. on request, and (3) that all requirements called for by the contract to dat
 

of this certificate have been met.
 

I hereby certify that amounts invoiced herein do not exceed the lower of (1) the contract price or (2) maximum levels
 

established in accordance with Executive Order 11627, dated October 15, 1971.
 

Title Office Manager Date 1/8/79
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