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will be continued, and managerial concerns consistently addressed, 
at all stages of the program and project design (PID, PRP, P P ) ,  
review, and implementation processes. Appropriate implementation 
milestones and controls will be used to help assure results and 
to assure flexibility in adapting to changing conditions. 

2. Managerial assistance will emphasize achievement of i 

results under the priorities of the Foreign Assistance Act (FAA) 
notably in agricultural and rural development, family planning, 
health, nutrition, education and human resources development, 
together with widely shared benefits for poor people. Managerial 
assistance will be planned and implemented in integral relation 
to technical, economic, political and social/behavioral factors in 
the host country which affect, or are likely to affect, the per- 
formance of the country organizations involved in A.1.D.-financed 
activities. 

3. Host country development needs identified in such 
Agency documents as DAPs or sector assessments will sometimes / 

require managerial and institution building assistance, including, 
for example, manpower training, that goes beyond the needs of the 
specific project or sector, particularly in the least developed 
countries. Such activities are authorized by Section 105 of the 
FAA. They merit consideration especially when management defi- 
ciencies impose major constraints on the success of development 
in the priority areas specified by the FAA. 

4. Managerial assistance will be provided, consistent 
with the development priorities identified in the FAA, and with 
specific country problems and needs, to build host country capacity 
in both private and public sectors to manage development projects 
and sectoral programs. Capacity to perform management analysis 
and planning and to implement and evaluate development activities 
are of central importance. Contractors or other external resources 
will be employed in managerial assistance roles in lieu of direct- 
hire staff whenever appropriate. 

5. A.I.D. will expand its efforts to mobilize and apply 
relevant knowledge and methodology to help developing countries 
solve their management problems. Such efforts will include the 
innovative testing, adaptation, and application of relevant business 
management, development and public administration, economic and 
other social science knowledge and techniques. 
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6, A.I.u.'~ concerns in managanent eassistsnce w i l l  
include means to utilize applicable research results through 
appropriate delivery systems, wide distribution of benefits, and 
participation of the poor majority in t.hc fruits of technology. 

9 .  A. I. D. w i l l  coopesate with and increase proFessional 
conununication with intornational Blevelopmcsnt. aaeistance agencies 
in the provision of managerial assistance so as to increase the 
effectiveness, efficiency, and muCual support of the various intex- 
national develapnent agencies. 

8, A.I.D. will foster increased acquisition, develop- 
ment, application, and transfer of management skills by i t s  s t a f f ,  
contractors and grantees. Program and project managamant sk1116, 
including multi--disciplinary anarl.grsis, planning, implanentation, 
evaluation and collaboration, are especially needed. Mslasulrels 
tn obtain and cultivate sucl? skills W A L L  incJ.ude poraonnel manage- 
ment, ( e  . ( 3 .  , recruitment, placement) , staff dsvelopment and 
training, contracting and procurement , and increased prof ossional 
and information exchange amony A.l,D., LDC, and developed country 
practitioners and experts. 

Reference ...--- 

Prior guidance on the subject of this Policy Determination 
was contained in the Peport of khe A.T.D. Work Group on Management 
=ovement and Development Administration asrevised following con- 
sideration of its ~comendations by the AAC (August ll, 1995). The 
policy guidance contained kn the Report's Recommendations at pp. 2-6 
remains consistent with, and supplements, the policy stated herein. 
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11. RECOMMENDATIONS: 

The major recomendatiorss a r e  l i s t e d  below. Since 
managerial problems vary widely i n  i n d i v i d t ~ a l  cotarktries , 
the  app l i ca t ion  of the  var ious recornendations will de- 
pend on l o c a l  c i r c w s t a n c e s .  A s  r e f l e c t e d  in t h e  d i s -  
cuss ion  paragraphs,  numerous recamendat ions wi th  narrower 
a p p l i c a b i l i t y  might have been of fered .  However, as sug- 
ges ted  by severa l  responses,  recornendations have been 
l imf ted  i n  number. 

31.  &.02 
s e c t o r a l  t he  

'fie idea o f  merging mznagc!rial concerns w i t h  sec tor -  
a l  conzcerns found s o l i d  support  in the  study and conments, 
Doing t h i s  w i l l  r e q u i r e  increased mar~agement content  i n  
food product ion;  r u r a l  development and n u t r i t i o n ;  gopula- 
t i o n  planning and h e a l t h ;  and education and h m a n  r e -  
sources development a c t i v i t i e s .  I t  w i l l  r e q u i r e  a t t e n t i o n  
t o  r eg iona l  approaches t o  development. Management f a c t o r s  
should be addressed i n  balance with s o c i a l ,  economic, and 
t echn ica l  fac tors .  

The r e l a t i v e l y  l e a s t  developed count r ies  have spec ia l  
needs f o r  bu i ld ing  managerial and organiza t ional  c a p a c i t i e s .  
The Foreign Assistance Act e x p l i c i t l y  l i s t s  pub%i&: adminis- 
t r a t i o n  among the  a c t i v i t i e s  to be pursued i n  t h e  category 
of human resources development. P~tbEic adminis t ra t ion  and 
t echn ica l  support  programs--defined as  a c t i v i t i e s  to  b u i l d  
n a t i o n a l  managerial capaci ty- -are  appropriate  f o r  the re-  
l a t i v e l y  l e a s t  developed coun t r i e s .  However, such programs 
should be l inked t o  s p e c i f i c  development ob jec t ives  i n  mast 
cases .  

This approach requires t h a t  the knost country play the 
leading  managerial r o l e .  The framework should involve both 
p r i v a t e  and pub l i c  management c a p a b i l i t i e s ,  and merged ef-  
f o r t s  a t  l o c a l ,  r e g i o n a l ,  and c e n t r a l  l e v e l s .  Both quanti- 
t a t i v e i r a t i o n a l  and "'people-oriented" aaproaches should 'be 
used. Services  de l ive ry  should be seen from the  c l i e n t ' s  
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p o i n t  of  view. Programs and p r o j e c t s  shou ld  build sn local- 
ly b a s e d  orgalaization,managernent and p a r t i . c i p a t i o n .  The 
framework must be a p p l i e d  f l e x i b l y ,  with expe r imen t a t i on  t~ 
learn while dain , take advantage  af  opportunities, and move 
from " p i l o t 0  e c t s  t o  l a r g e - s c a l e  e f f o r t s .  

Progress has been made in i n t r o d u c i n g  apprai.sa%s of 
management c a p a c i t y  i n t o  A I D  p r o g r a m i n g  p r o c e d u r e s .  Mana- 
g e r i a l  a n a l y s i s  i s  sometimes inc luded  i n  sectoral assess-  
ments, Se r i ous  consideration of  management c a p a c i t y  i s  now 
r e q u i r e d  a t  the  advanced s tage  of the project design pro- 
cess.  But s e c t o r  a ssessments  shou ld  require manage r i a l  
a n a l y s i s .  Management c a p a e i t y  determination s h o u l d  be made 
(i.n b a l a n c e  wi th  o t h e r  f a c t o r s )  a t  t h e  p r o j e c t  identifi- 
c a t i o n  and revi.ew pape r  stages of  the  p r o j e c t  c y c l e .  The 
p r o j e c t  paper  s t a g e  i s  too  late in c' t~e process ,  should 
management c a p a c i t y  be lacki.ng, t o  take t h e  long l e a d  t i m e  
measures r e q u i r e d  t o  develop minimal c a p a c i t y  i f  t h e  p r o -  
j e c t  i s  judged s u f f i c i e n t l y  impor tan t  t o  i n c u r  t h e  f a i r l y  
h i g h  r i s k s  i nvo lved .  

P r o j e c t s  which have  h igh  p r i o r i t y ,  b u t  r e q u i r e  a major 
i npu t  o f  managerial t r a i n i n g  or e x p a t r i a t e  management as- 
s i s t a n c e ,  shou ld  be under taken  on ly  a f t e r  a c a r e f u l  ap-  
p r a i s a l  o f  t h e  p o t e n t i a l  benefits and risks. They shou ld  
inc lude  s p e c i f i c  p l a n s  f o r  indigenous  management develop-  
ment.  They shou ld  a l s o  r e q u i r e  a s t r o n g  comitmerzt: by  the 
h o s t  government t a  p rov ide  indigenous managers by transfer 
from e l sewhere  in the economy o r  by immediate p r o v i s i o n  
of a b l e  peop le  f o r  t r a i n i n g .  

Respondents ag r eed  on the  need f o x  more a n a l y s i s ,  r e -  
search,  and tlestirlg of methodology r ega rd ing  s e c t o r a l  
managerrlent problsans. T h i s  i s  a joint r e s p o n s i b i l i t y  of the 
c e n t r a l  s t a f f s  and t h e  r e g i o n a l  bureaus but primary ex- 
pans ion  shou ld  be urldextalcen by t h e  Patter. Each bu reau  
should emphasize a d a p t i v e  research and eva lua t ion  of  
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management problems of  the  countr ies  of i t s  reg ion .  The 
c e n t r a l  s t a f f  should undertake an agreed upon common core 
of more widely app l i cab le  managerial research and develop- 
ment .  The c e n t r a l  program shou ld  be adequately funded to  
develop new sylltheaes of exper ience and new techniques f o r  
i n t e r - r e g i o n a l  a p p l i c a t i o n .  

Some of  these  tnst: i trations ha,ve al:ready rectsgnized 
the. need t o  t a k e  irrto account the  xrxanagemexab-, p:rcr'bl.ems in-  
volved in t h e  broad u t i l i z a t i o n  of the IIEW research.  
Others can be  induced t o  do so  i f  f.t; i s  made a g r a n t  o r  
contract  requl-rement. Such work may be done by  the re -  
scltarc.h i .ns t i . tu tes  tl~emselves, o r  by c:l.owe'l.y toll-aborating 
i n s  ti . t :utions with a more dj,.rect capw'bF1.i.Cy fox: application 
of r e s u l t s .  

a ---. l ".-".,--.-- . nlaatap;erneu"era I"?m.----.- Fni.ng 
?"- . c:ate t:he t r a l - m  zn ---""., ,)" ,-.- ".%,,,. -. 

0 f .e. x ; ~ l ~ ~ Y X - -  a pr-TiZcL e s 
*-m. *----l"l..."ml10 agf  -- 
ements s :k  eve 9 m e n t  %.-"-,,....*-..e"....----..,~"-- -- 

There i s  agreement i n  the  Agency on %:he d e s i r a b i l i t y  
o f  r e l a t i n g  t r a i n i n g  t o  s p e c i f i c  s e e t o r a l  development ob- 
j e c t i v e s  and on i t s  l o c a t i o n ,  i f  poss ib le ,  wi th in  t h e  hos t  
t r y  Spee i f  i c  needs w i l l  vary in i n d i v i d u a l  c o ~ m t r i e s  , 
and t r a i n i n g  prsgraEls should be tailos:.ecJ 110 f i t  those needs. 
I n  some s l t u a t i o ~ ~ s  improvements in management capaci ty  way 
requ i re  t r a i n i n g  n o t  only i n  t echn ica l  managerial subjec ts  
but. i n  support ing skills (accounting, s e c r e t a r i a l ,  o f f i c e  
management, e t c . ) .  One approach s f  general value i s  t o  
train personnel i n  key organiza t ions  from Coy t o  bottom to 
h e l p  achieve specific goa l s ,  Wherever p o s s i b l e ,  h o s t  govern- 
m e n t  personnel should be included i n  t~aiarxing pro, =rams on 
A I D  programing methods. This should  have dual advantages 
i n  making such procedures and t r a i n i n g  more r e l e v a n t  and i n  
permi t t ing  a meshfng o f  l o c a l  and U . S ,  budgetary and program- 
ming cycles and procedures.  
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Proposals  f a r  general management t rakning  should 
c ~ n t i n u e  t o  t a k e  into accomt  the Agency" s i c k  p a s t  ex- 
perience i n  such programs and should thus avoid poss ib le  
r e p e t i t i o n  of p a s t  mis takes .  

Because of cultural and poPXtieal. fact:ur:; txl.-countlry 
t ~ n n l y s  i s ,  implementation,  and eva lua t ion  wd 1.1. have g r e a t e r  
va l . id i ty  and support  than e x t e r n a l  e f f o r t s  no m a t t e r  how 
w e l a  done. I n  s e l e c t i o n  ~f c o n t r a c t o r s  and grantees  A I D  
shou ld  seek e i t h e r  d i r e c t l y  o r  through recjuirell sub-con- 
t r a c t i n g  t o  utilize and s t r eng then  l o c a l  i n s t i t u t i o n s .  I n  
a d d i t i o n  t o  g r e a t e r  a c c e p t a b i l i t y ,  use of  such  i n s t i t u t i o n s  
may be  l e s s  expensive than the lair ing o f  e x . p a t ~ f a t e  con- 
Ce14S. 

Attention to the management dimensioxls af deve Jopn~ent 
must be increased  a t  mu1t:iple p o i n t s  withizs A I D  s t a f f  and 
by use of consultants, contractors  and :Lnte-mn.,ediaries. TO 
adequa t e ly  address rnrana erial p r ~ b l e r n s  t:he miasi.ons w i l l .  
require  invent ive use of means ranging from d i r e c t  s t a f f  
t o  consul. tants , ind:bgenous and U. S,  conatract:ox:s, and j o i n t  
work with staff, cons~nltants and contractors csf the  r eg ion -  
al. and ceratral bureaus  .. 

Particular attcz111:ion should be p a i d  t o  acquainting 
sectoral experts with the practfces and techni..qwes sf ns~odern 
man-nagenlent. Exis Ling Agency t r a i n i n g  ef:for::s such as t h e  
new @)evelc>pment Stud ies  Program should be cont..i.nously evalu- 
a ted  f o r  t h e i s  ~ u r - r e n t  contribtatiomn to t h i s  need.  

Agency staff leadership in devel.opuneut ::&t~i.:i.a-i.~; t r a t  i-01-L 
should r e s t  w i t h  the Of f i ce  of Deve%.opmlenl':: 1idmin.i.stration. 
A modest s t r e r~g then ing  of t h i s  o f f i c e  and its research and 
development and f i e l d  support  programs woul.d b e  a good in-. 
vestment, However, l i n e  rnanagexent from the r eg iona l  
bureaus  $Q the f i e l d  miss ions  shou ld  coxatinane t o  have the 
primary r e s p o n s i b i l i t y  f o r  improving country a1.1.d p:roj ect 
managerial capac i ty ,  
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An increas ingly  s i g n i f i c a n t  port ion of U . S .  government 
a ss i s t ance  for improvement of management i n  developing eoun- 
t r i e s  i s  supplied through the  i n t e rna t i ona l  agencies .  Often 
the  success o r  f a i l u r e  of  s ec to r a l  e f fo r t s  supported by U . S .  
b i l a t e r a l  a i d  depends upon the i n t e rna t i ona l  agencies ,  s ince  
they have a major  r e spons ib i l i t y  f ~ r  management a ss i s t ance  
inpu t s .  Improved coordfnatiorz of  managerial advice and 
t r a i n i n g  provided by t he  m u l t i l a t e r a l  and U.S. programs i s  
needed, 

10. A I D  should seek t o  e s t ab l i sh  i n t en l a1  and external. 

Despite progress i n  e s tab l i sh ing  an "AID memory" and  
var ious  Agency e f f o r t s  t o  promote the ana ly s i s ,  t r a n s f e r ,  
and use of knowledge, mechanisms fo r  r ap id ,  t a rge ted  ex.- 
changes of experience and information remain inadequate.  
These need t o  be s trengthened and continuously monitored. 
The problem i n  the  field of management i s  p a r t i c u l a r l y  acute. 
U.S. academic and research  i n s t i t u t i o n s ,  and p r i v a t e  f i n s  
and i n s t i t u t i o n s  should be  encouraged t o  p a r t i c i p a t e  i n  t h i s  
process .  




