
AGENCY FOR INTERNATIONAL DEVELOPMENT 
WASHINGTON D.C 20523 

THE ADMINISTRATOR 

The Honorable Mickey Edwards 
Subcommittee on Foreign Operations 
Committee on Appropriations 
U.S. House of Representatives
 
Washington, D.C. 20515
 

Dear Congressman Edwards:
 

I am pleased to submit to you nine reports assessing the 
,management and performance of A.I.D./Washington offices and 
directorates. These reports were prepared by four teams of 
senior professionals containing four members each.
 

This cross section of professional officers was selected 
to assure the highest quality reports based on maximum
 
objectivity. The reports enclosed herein reflect the views and
 
conclusions of the teams.
 

These studies provide interesting and useful insights and
 
information which the Agency must evaluate seriously.
 
Accordingly, we will conduct a detailed review of the reports
 
to assure that the value of the teams' studies will be fully
 
considered by the Agency. I am also instituting action to
 
incorporate similar reviews of A.I.D./Washington offices into
 
our regular management program.
 

Enclosed is an overview of common themes and summaries of 
all the assessments as well as the separate reports of the nine 
offices.
 

Sincerely,
 

Alan Woods
 

Enclosures
 



I 

Overview
 

The Foreign Operations, Export Financing, and Related
 
Programs Appropriations Act, 1988, included in the fisdal year
 
1988 Continuing Resolution, requires A.I.D. to submit reports
 
to the Appropriations Committee by April 15, 1988, assessing
 
the management and performance of nine A.I.D./Washington
 
offices and directorates.
 

The Appropriations Committee stated that in reporting on
 
the relevant offices, "A.I.D. shall assess the validity of the
 
goals and objectives of the office or directorate, how well
 
these goals and objectives are being achieved, the performance
 
of the office or directorate in providing services, as
 
appropriate, to other bureau offices and/or to the Agency's
 
overseas missions, and, given competing demands being placed on
 
overall Agency resources, whether appropriate personnel and
 
funding resources are being made available for the office or
 
directorate." The Committee indicated that it was particularly
 
concerned with how effectively these offices support A.I.D.'s
 
field missions and how well central offices' programs are
 
integrated into the field mission's project portfolio.
 

There are several common themes that run through the nine 
reports that should be highlighted before presenting summaries 
of each report. Generally, the teams concluded that the 
offices studied have valid objectives, that those objectives 
are being achieved, and that the general performance of these 
offices is satisfactory. Also, the teams stated that all of 
the A.I.D./Washington offices that have a field support 
responsibility are effectively meeting field requests and 
needs. These conclusions were based on extensive interviews 
with A.I.D./Washington staff, mission staff in Washington on 
temporary duty and cables from all field posts. At the same 
time, the teams recognized some constraints to 
A.I.D./Washington's performance. First, the teams report that 
a number of offices are facing both staff and operating expense 
budget shortages, thereby putting workload pressure on staff 
and limiting field travel and interaction with mission 
personnel and programs.. Second, the teams generally believed 
that central offices needed more Foreign Service officers on 
their staffs, and that restrictions and grade ceilings on GS 
employees in all offices inhibit the flexibility to fully use 
these officers. Third, several teams pointed out that the lack 
of adequate and up-to-date automation restricted the capability 
of some offices to function as effectively as they might 
otherwise. Finally, several teams urged the central offices to 
do a better job of marketing their services and products to 
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regional bureaus and field posts in order to maximize the
 
utilization of the central offices' programs.
 

Summaries of Team Studies
 

1. 	 Bureau for Science and Technology, Directorate for Human
 
Resources; Ottice of Education
 

The team concluded that the office's areas of
 
concentration appear to be appropriate, though they conclude
 
that more responsiveness to the regional bureaus is needed in
 
vocational, management and in-service training. They concluded
 
that: organizational responsibilities were currently
 
appropriate; the Regional Bureaus and the Education office work
 
well together; there is a need for Foreign Service officers in
 
the Office of Education, although it appears there are more
 
positions than warranted, and, as a result, management should
 
review staffing levels; and the Education Sector Council
 
appears to be performing useful and necessary functions.
 

2. 	 Bureau for Science and Technology, Directorate of Health
 

As a general conclusion, the team believed that the Health
 
Office's performance was good, despite its heavy workload.
 
This was reinforced by comments from the Regional Bureaus and
 
field missions which express satisfaction with the quality of
 
services received. The demand by the field for assistance is
 
strong and the staff workload is heavy. Certainly, some of
 
this is an outgrowth of the office's expanded program in Child
 
Survival activities, which has caused both staff and budget
 
strains, especially with competition for funds from field
 
posts. The team also found some confusion over organizational
 
responsibility in the Child Survival program, and identified
 
projects in the Office of Health's portfolio regarded as low
 
priority by regional bureaus. The teams did note, however,
 
that some of the Office of Health's projects reflected Agency,
 
though not necessarily mission, priorities. The team also
 
concluded that the office needs Foreign Service officers on its
 
staff.
 

3. 	 Bureau for Food for Peace and Voluntary Assistance, Office
 
of Private and Voluntary Cooperation
 

The team concluded that this office's tasks and objectives
 
are -well defined, are integrated into Agency policy, and are
 
responsive to legislative mandates. The office is given high
 
marks for its work within the Agency and with the PVO
 
community. The team also concluded that it is organizationally
 
well located, but needs Foreign Service officers on its staff
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and needs more field contact, but limited staff and operating
 
expense constraints preclude greater interaction. The team
 
also suggested that the office should create a greater
 
awareness of its programs and services with the bureaus and
 
field posts.
 

4. 	 Office of The Science Advisor
 

The team pointed out that the objective of the Science
 
Advisor's office is to fund scientific research, and that the
 
office is not designed primarily to serve field missions. As
 
such, the office is effective in promoting its grant proposals,

and its grant selection process is well articulated. The team
 
concluded the decentralized system of grant management should
 
be retained, though stronger system support and guidance should
 
be provided by the.office. The team commented that the overall
 
assessment of the quality and impact of the Science Office
 
grant program, now underway, is timely. The team concluded
 
that the organizational placement of the Advisor's office
.appears
appropriate, but suggested that its role, organization
 
and function be reassessed at the beginning of FY 1989.
 

5. 	 Bureau for Program and Policy Coordination, Office of
 
Economic Affairs
 

The team concluded that the objectives of this office are
 
clear, valid and achieved, operating with a small staff which
 
faces a high demand for its services. They noted that the
 
office does not directly serve many missions' needs, but was
 
never intended to do so. The predominance of the office's
 
efforts are directed to A.I.D./Washington offices and bureaus.
 
The study team found that research conducted by the Office of
 
Economic Affairs is relevant, thorough and helpful in bringing
 
new ideas into the Agency. While the office produces good work
 
over a range of functions, it, too, suffers from a staff
 
shortage especially of Foreign Service officers. These
 
shortages will be felt more heavily if, as expected, the role
 
of the office expands.
 

6. 	 Bureau for Program and Policy Coordination, Center for
 
Development Information and Evaluation
 

The study team found that CDIE's goals and objectives are
 
valid and the office has made good progress toward achieving
 
them. The bureaus and field missions reported that the office
 
is responsive, relevant and prompt, and is rated favorably,

especially its information, research and reference services.
 
However, demand for CDIE's evaluations and "lessons learned"
 
reports are not regularly or evenly used. The team also
 



concluded that the office is properly organized, but its
 
effectiveness suffers from lack of physical access to and
 
integration with its own bureau and.other offices. The team
 
found that CDIE needs to get Agency agreement on the kinds of
 
computer equipment, software applications and information
 
storage technology it requires to meet the increasing demand
 
for its service, it needs to market its product better to
 
expand use of its services, and it needs to have fewer studies
 
because of information overload. The office also should
 
establish priority for studies and focus on quality control,
 
rapid turn-around time and better dissemination and utilization
 
of its products.
 

7. Bureau for Asia and New East, Office of Project Development
 

The study team felt that this office meets its stated
 
objectives and establishes and maintains high standards of
 
quality. Field reactions were that the office appropriately
 
serves their needs and interests, including the provision of a
 
variety of useful reports. The team also noted that current
 
staff levels appear appropriate, but recognized that GS
 
employee restrictions as to flexibility of use and grade
 
ceilings hindered the office's ability to attract and retain
 
professional GS staff. The team also noted that a shortage in
 
computers and word processors reduced the office's efficiency.
 

8. Bureau for Private Enterprises
 

The primary conclusion of the study team is that the
 
Private Enterprise Bureau has operated a program parallel to
 
the operating bureaus, and thus has not been adequately
 
integrated into the mainstream of A.I.D.'s operation. The
 
result is a communications gap between PRE and operating
 
bureaus and field missions which limits the Agency's
 
effectiveness in reaching its goals in private enterprise
 
development. Nevertheless, the team feels that A.I.D. has been
 
successful in instituting a private sector initiative which is
 
now well established in the Agency. It is time, they conclude,
 
to move to a second phase in A.I.D.'s private sector initiative
 
by setting a new role and a new set of relationships for the
 
PRE Bureau. They suggest that the revolving fund program be
 
shifted from exclusive PRE control to a "corporate type"
 
structure wherein the regional bureaus become equal partners.
 
Next, they suggest that PRE be given a mandate to become a
 
"center of excellence" as a staff and service function within 
A.I.D. on private enterprise matters. Another general
 
conclusion reached by the team was that PRE's objectives are
 
clear and consistent with the overall goals, though staffing
 
and funding constraints have limited PRE's focus. The team was
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positive on PRE's efforts at introducing innovations in
 
A.I.D.'s private enterprise program, primarily as a provider of
 
technical services, but did note that the staff lacks
 
experienced private sector executives. The team also urged
 
more effective links with other international donors.
 

9. Bureau for Africa, Office of Development Planning
 

As a general conclusion, the team felt this office met its
 
objectives and provided quality work. Field missions praised
 
the office's program guidance for clarity and helpfulness, and
 
felt their support was substantial. The office's policy reform
 
studies and economic appraisals are highly regarded. The team
 
found that the office had a strong "front office" orientation,
 
concentrated heavily on daily operations and not enough on
 
long-term planning, and felt the physical separation of units
 
within the office, and from the Assistant Administrator's
 
office, complicated communication. The team also concluded
 
that a shortage of operating expense funds hampered field
 
contact by the staff, and that the lack of sufficient computers
 
impeded adequate data management by the office.
 



AGENCY FOR INTERNATIONAL DEVELOPMENT
 
WASHINGTON DC 20523
 

THE ADMINISTRATOR 

The Honorable Daniel K. Inouye
 
Chairman
 
Senate Appropriations Committee
 
Washington, D.C. 20510
 

Re: A.I.D. Management Studies 

Dear Mr. Chairman:
 

'The Foreign Operations, Export Financing, and Related 

Programs Appropriations Act, 1988, included in the fiscal year
 

1988 Continuing Resolution, requires A.I.D. to submit reports
 

to the Appropriations Committees by April 15, 1988, assessing 

the management and performance of nine A.I.D./Washington
 

offices and directorates. This letter and enclosures are in
 

response to that legislative mandate.
 

The Appropriations Committees stated that in reporting on
 

the relevant offices, "A.I.D. shall assess the validity of the 

goals and objectives of the office or directorate, how well 

these goals and objectives are being achieved, the performance 

of the office or directorate in providing services, as
 

appropriate, to other bureau offices and/or to the Agency's 

overseas missions, and, given competing demands being placed on 

overall Agency resources, whether appropriate personnel and 

funding resources are being made available for the office or 



directorate." The Committee indicated that it was particularly 

concerned with how effectively these offices support A.I.D.'s 

field missions and how well central offices' programs are 

integrated into the field mission's project portfolio. 

In responding to the Committee's request, A.I.D.
 

established four teams of senior professionals, with each team 

having one outside consultant, and with no team having a member 

from the office being studied. This cross section of 

professional officers was selected to assure the highest 

quality reports based on maximum objectivity. The reports 

enclosed herein reflect the views and conclusions of the 

teams. Any inputs by non-team members dealt only with facts, 

accuracy, completeness and editorial style.
 

I believe the reports provide interesting and useful
 

insights and information which the management of the Agency 

must evaluate seriously. I am requesting A.I.D.'s Deputy
 

Administrator to oversee the detailed review of the reports to 

assure that the value of the teams' studies will be fully 

considered by the Agency.-


There are several common themes that run through the 

reports that I wish to highlight before giving you a short 

summary of each report. First, the teams report that a number 

of offices are facing both staff and operating expense budget 

shortages, thereby putting workload pressure on staff and 

limiting field travel and interaction with mission personnel 
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and programs. Second, the teams generally believed that 

central offices needed more Foreign Service officers on their 

staffs, and that restrictions and grade ceilings on GS 

employees in all offices inhibit the flexibility to fully use 

these officers. Third, several teams pointed out that the lack 

of adequate and up-to-date computers restricted the capability 

of some offices to function as effectively as they might 

otherwise. Finally, several teams urged the central offices to 

do a better job of marketing their services and products to 

regional bureaus and field posts in order to maximize the 

utilization of the central offices' programs. 

What follows are summaries of the findings and conclusions 

of the study teams, for each office studied. 

1. 	 Bureau for Science and Technology, Directorate for Human 
Resources, Office of Education 

The team concluded that the office's areas of 

concentration appear to be appropriate, though they conclude 

that more responsiveness to the regional bureaus is needed in 

vocational, management and in-service training. They concluded 

that: organizational responsibilities were currently 

appropriate; the Regional Bureaus and the Education office work 

well together; there is a need for Foreign Service officers in 

the Office of Education, although it appears there are more 

positions than warranted, and, as a result, management should 
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review staffing levels; and the Education Sector Council
 

appears to be performing useful and necessary functions.
 

2. 	 Bureau for Science and Technology, Directorate of Health 

As a general conclusion, the team believed that the Health 

Office's performance was good, despite its heavy workload. 

This was reinforced by comments from the Regional Bureaus and 

field missions which express satisfaction with the quality of 

services received. The demand by the field for assistance is 

strong and the staff workload is heavy. Certainly, some of 

this is an outgrowth of the office's expanded program in Child 

Survival activities, which has caused both staff and budget 

strains, especially with competition for funds from field
 

posts. The team also found some confusion over organizational 

responsibility in the Child Survival program, and identified 

projects in the Office of Health's portfolio regarded as low 

priority by regional bureaus. The teams did note, however,
 

that 	some of the Office of Health's projects reflected Agency, 

though not necessarily mission, priorities. The team also
 

concluded that the office needs Foreign Service officers on its 

staff.
 

3. 	 Bureau for Food for Peace and Voluntary Assistance, Office 
ot Private and Voluntary Cooperation 

The team concluded that this office's tasks and objectives 

are well defined, are integrated into Agency policy, and are 

responsive to legislative mandates. The office- is given high 
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marks for its work within the Agency and with the PVO 

community. The team also concluded that it is organizationally 

well 	located, but needs Foreign Service officers on its staff
 

and needs more field-contact, but limited staff and operating 

expense constraints preclude greater interaction. The team
 

also 	suggested that the office should create a greater 

awareness of its programs and services with the bureaus and
 

field posts.
 

4. 	 Office of Science Advisor 

The team pointed out that the objective of the Science 

Advisor's office is to fund scientific research, and that the 

office is not designed primarily to serve field missions. As 

such, the office is effective in promoting its grant proposals, 

and its grant selection process is well articulated. -The team. 

concluded the decentralized system of grant management should
 

be retained, though stronger system support and guidance should 

be provided by the office. The team commented that the overall
 

assessment of the quality and impact of the Science Office 

grant program, now underway, is timely. The team concluded 

that the organizational placement of the Advisor's office 

appears appropriate, but suggested that its role, organization 

and function be reassessed at the beginning of FY 1989. 
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5. 	 Bureau for Program, and Policy Coordination, Office of 
Economic Affairs 

The team concluded that the objectives of this office are 

clear, valid and achieved, operating with a small staff which 

faces a high demand for its services. They noted that the
 

office does not directly serve many missions' needs, but was 

never intended to do so. The predominance of the office's 

efforts are directed to A.I.D./Washington offices and bureaus. 

The study team found that research conducted by the Office of 

Economic Affairs is relevant, thorough and helpful in bringing 

new ideas into the Agency. While the office produces good work 

over a range of functions, it, too, suffers from a staff 

shortage especially of Foreign Service officers. These 

shortages will be felt more heavily if, as expected, the role 

of the office expands.
 

6. 	 Bureau for Program and Policy Coordination, Center for 
Development Information and Evaluation 

The study team found that CDIE's goals and objectives are 

valid and the office has made good progress toward achieving 

them. The bureaus and field missions reported that the office 

is responsive, relevant and prompt, and is rated favorably, 

especially its information, research and reference services. 

However, demand for CDIE's evaluations and "lessons learned" 

reports are not regularly or evenly used. The team also 
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concluded that the office is properly organized, but its
 

effectiveness suffers from lack of physical access to and 

integration with its own bureau and other offices. The team 

found that CDIE needs to get Agency agreement on the kinds of 

computer equipment, software applications and information 

storage technology it requires to meet the increasing demand 

for its service, it needs to market its product better to 

expand use of its services, and it needs to have fewer studies 

because of information overload. The office also should 

establish priority for studies and focus on quality control, 

rapid turn-around time and better dissemination and utilization 

of its products.
 

7. Bureau for Asia and New East, Office of Project Development 

The study team felt that this office meets its stated 

objectives and establishes and maintains high standards of 

quality. Field reactions were that the office appropriately 

serves their needs and interests, including the provision of a 

variety of useful reports. The team also noted that current 

staff levels appear appropriate, but recognized that GS 

employee restrictions as to flexibility of use and grade 

ceilings hindered the office's ability to attract and retain 

professional GS staff. The team also noted that a shortage in 

computers and word processors reduced the office's efficiency. 
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8. Bureau for Private Enterprises
 

The primary conclusion of the study team is that the
 

Private Enterprise Bureau has operated a program parallel to
 

the operating bureaus, and thus has not been adequately
 

integrated into the mainstream of A.I.D.'s operation. The
 

result is a communications gap between PRE and operating
 

bureaus and field missions which limits the Agency's
 

effectiveness in reaching its goals in private enterprise
 

development. To deal with this issue, the team concludes that
 

a new role and a new set of relationships for the PRE Bureau,
 

would be appropriate. They suggest that the revolving fund
 

program be shifted from exclusive PRE control to a "corporate 

type" structure wherein the regional bureaus become equal 

partners. Next, they suggest that PRE be given a mandate to 

become a "center of excellence" as a staff and service function 

within A.I.D. on private enterprise matters. Other general
 

conclusions reached by the team were that A.I.D.'s private
 

sector initiative is well established and PRE's objectives are
 

clear and consistent with the overall goals, though staffing
 

and funding constraints have limited PRE's focus. The team was
 

positive on PRE's efforts at introducing innovations in
 

A.I.D.'s private enterprise program, primarily as a provider of
 

technical services, but did note that the staff lacks
 



- 9 

experienced private sector executives. The team also urged 

more effective links with other international donors.
 

9. Bureau for Africa, Office of Development Planning
 

As a general conclusion, the team felt this office met its 

objectives and provided quality work. Field missions praised 

the office's program guidance for clarity and helpfulness, and 

felt their support was substantial. The office's policy reform 

studies and economic appraisals are highly regarded. The team
 

found that the office had a strong "front office" orientation, 

concentrated heavily on daily operations and not enough on 

long-term planning, and felt the physical separation of units 

within the office, and from the Assistant Administrator's
 

office, complicated communication. The team also concluded 

that a shortage of operating expense funds hampered field 

contact by the staff, and that the lack of sufficient computers 

impeded adequate data management by the office.
 

The complete and separate studies of the nine offices are 

attached.
 

Sincerely,
 

Alan Woods
 

Enclosures
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EXECUTIVE SUMMARY
 

Pursuant to one of the requirements set forth in the 1988
 
Continuing Resolution, this report covers the management
 
assessment of the operation of the Center for Development
 
Information and Evaluation of the Bureau for Policy and Program
 
Coordination (CDIE/PPC). The report was based on data
 
collected through personnel and telephone interviews, review of
 
numerous documents and cable exchanges with USAID Missions.
 

Based on this review, it was determined that CDIE goals
 
and objectives generally remain valid. The Center has sought
 
to create a viable information and evaluation unit within the
 
Agency and to promote the development, storage, dissemination
 
and application of information and lessons learned. The Agency
 
needs to establish a policy for the strategic use of
 
development information and to give higher priority to the use
 
of evaluation in the Agency's decision making.
 

CDIE management and staff have done an outstanding job of
 
establishing the CDIE unit from information and evaluation
 
functions located in two separate Bureaus in the Agency. The
 
Center has established a credible A.I.D. memory, increased
 
dramatically the demand for its information services, provided
 
guidance and stewardship in evaluation and given the Agency a
 
position of leadership among the donor community in the
 
information and evaluation fields. There still is room for
 
improvement, however, especially in linking CDIE more
 
effectively into Agency policy priorities and promoting within
 
the Agency a wider knowledge of its available services.
 

Reports from the USAID Missions and A.I.D./Washington
 
offices generally are favorable towards CDIE, especially with
 
respect to information services. Nonetheless, there does
 
persist a clear perception that the results of CDIE evaluations
 
and lessons learned are not regularly or evenly used in Mission
 
project and program development exercises. There is a need for
 
more targeting of evaluation studies for users.
 

Organizationally, the concensus is that CDIE is properly
 
located and organized but suffers from a lack of physical
 
access to and integration with the rest of PPC and the
 
geographic Bureaus. CDIE is doing its job well with its
 
existing staff and budget resources, but may be required to
 
make some internal resource adjustments to increase the
 
utilization of its evaluation results and information
 
services. If the demand for CDIE services continues to grow,
 
and budget and staff allocations remain at present levels, the
 
quality of CDIE's product will undoubtedly suffer.
 



I. INTRODUCTION
 

In response to a requirement contained in the FY 1988
 
Continuing Resolution, the A.I.D. Administrator appointed a
 
team to assess the management and performance of the Center for
 
Development Information and Evaluation (CDIE) of the Bureau of
 
Policy and Program Coordination (PPC). The team was composed
 
of three career A.I.D. Foreign Service professionals and one
 
outside consultant.
 

The team decided to focus the assessment on four basic
 
questions asked in the legislation. In addition to reviewing
 
documentation describing the Center's goals, objectives and
 
programs, and reports on program achievement, the team agreed
 
to hold a schedule of "off the record" interviews with
 
representatives of other Bureaus and Offices, USAID Missions
 
and others doing business with CDIE. The Center, itself, was
 
cooperative and produced quickly, efficiently, and in very
 
usable form all documents and materials requested during the
 
course of this management study.
 

Interviews were conducted with current and previous senior
 
officials of the Bureau of Policy and Program Coordination, the
 
Division Chiefs and other senior staff of CDIE, Mission
 
Directors, officers of other Central and Regional Bureaus, and
 
representatives of major donors and international organizations
 
during the course of the assessment.
 

The initial meetings, with senior officers of the PPC
 
Bureau and the CDIE Office, were attended by the entire team.
 
Subsequent interviews with other offices and organizations were
 
carried out by dividing the full team up into sub-teams of two
 
members each.
 

Cabled field responses to a general inquiry concerning
 
interaction and responsiveness were reviewed by the entire team
 
and.the results were incorporated into the assessment.
 

' All material collected was reviewed and discussed. Based
 
on these discussions, individual team members drafted assigned
 
sections of the report. The drafts were then critiqued and
 
edited by each team member. The final edited report was
 
endorsed fully by the team.
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II. VALIDITY OF GOALS AND OBJECTIVES
 

A 1982 General Accounting Office Report entitled 
"Experience -- a Potential Tool for Improving U.S. Assistance 
Abroad", criticized A.I.D. for failing to use its experience in 
the management of the foreign assistance program. The Agency's 
response was to undertake in 1983 a major reorganization of its 
evaluation and information functions. As a result, a new 
Office of Evaluation and Development Information Services 
(EDIS) was established in the Bureau for Policy Planning and
 
Coordination (PPC) by combining two divisions of the former
 
Development Information Utilization Services (DIU) of the
 
Science and Technology Bureau (S&T) and two divisions of the
 
Office of Evaluation within PPC that dealt with evaluation
 
studies and program evaluation systems. At the time of the
 
establishment of this new office, A.I.D. envisioned that it
 
would help the Agency to:
 

-- rebuild analytical capacity 
-- focus on user needs for information 
-- keep the memory and library functions more in touch with 

their clientele 
--	 bridge the gap between "evaluation methods" and 

"evaluation studies". 

In 1984, EDIS was renamed the Center for Development
 
Information and Evaluation (CDIE). The overall goal of CDIE
 
was defined as: the fostering of the use of development
 
information in support of A.I.D.'s assistance effort. This
 
goal was expected to be achieved by:
 

--	 acquiring and analyzing information on A.I.D.'s 
development experience and transforming it into 
meaningful program planning guidance; 

--	 promoting the application of lessons of experience in 
program planning and management, and in policy 
formulation; 

--	 increasing A.I.D. staff awareness and use of evaluation 
and development information; and 

--	 extending development information and evaluation 
experience and methods to the LDCs and other aid donors 
as an integral part of program management. 

In furtherance of this goal, CDIE has established the
 
following specific objectives over the FY 1984 to 1988 period:
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1. 	To establish a new unit within A.I.D. to promote the use of
 
development information and assist the Agency in learning
 
from experience.
 

2. 	To improve the management of Agency programs by promoting
 
the systematic use of information for decision making.
 

3. 	To enhance A.I.D.'s knowledge of lessons from experience in
 
key development topics.
 

4. 	To promote the use of development information and
 
evaluation and the use of lessons of experience by other
 
donors and LDCs.
 

5. 	To stimulate a demand for development information and
 
evaluation by marketing, targeting and tailoring CDIE
 
products and services for users, in particular USAID
 
Missions.
 

6. 	To upgrade the quality of CDIE products and services.
 

While CDIE's goals and objectives basically are valid as
 
currently stated, modifications or additions should be made to
 
take into account the Agency's need to: (1) develop an overall
 
policy on the strategic use of development information; (2)
 
give higher priority and importance to the role evaluation
 
should have in policy, program, project approval and decision
 
making processes at the senior-management level; and (3)
 
improve the overall quality of the Agency's evaluation reports.
 

III. HOW WELL CURRENTLY STATED GOALS AND OBJECTIVES ARE BEING
 
ACHIEVED
 

Objective No. 1 - Establish a New Unit to Promote the Use of 
Development Information 

The decision to create CDIE from two former separate units
 
was sound. CDIE's establishment has helped to overcome the
 
problems of responding to user needs for information, keeping
 
the memory and library functions more in touch with their users
 
and bridging the gap between evaluation methods and studies.
 
The appointment of a highly respected Senior A.I.D. Foreign
 
Service Officer with the rank of Associate Assistant
 
Administrator, reporting directly to the Assistant
 
Administrator for Program and Policy Coordination has helped to
 
give the Center more clout within the Agency. CDIE management
 
and staff have done an excellent job of pulling the two
 
previously separate units together by integrating, staffing,
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upgrading and modernizing them and giving them more outreach to
 
the USAID Missions and the development community as a whole.
 
While there has been a decline in the Agency's overall budget,
 
PPC has continued to give CDIE high budgetary priority within
 
the Bureau.
 

CDIE is a complex, yet well-functioning unit. It has 
evolved over the past five years as a unit with organizational 
identity, teamwork and a common sense of purpose. While CDIE 
has made significant achievements, there still are a few areas 
where further progress is needed. One of these is the need to 
integrate CDIE into the overall operations of the PPC Bureau. 
In addition CDIE has not been able to acquire the necessary 
technology available for information collection, presentation 
and distribution, including production of color graphics, use 
of telecommunications for sending information quickly, and 
compact disk storage technology. While these technologies are 
available and desired by Agency analysts--especially 
economists, other social scientists, and program officers -
the Agency has made a conscious decision to proceed slowly on 
the adoption of these technologies until industry standards 
have been established. 

Objective No. 2 - Systematic Use of Information for Decision 
Making 

Since 1984, CDIE has made an effort to enhance the use of
 
development information and evaluation as a management tool for
 
the Agency's decision makers. One important approach has been
 
through direct technical assistance to USAID Missions in the
 
areas of information needs assessments, library development,
 
statistical analysis support, evaluation planning and project
 
evaluations. There are numerous examples of CDIE's having
 
provided this assistance and USAID Missions have commented
 
favorably on such support.
 

Another approach used by CDIE has been the planning, design
 
and pilot testing of a new workshop on "Collaborative
 
Evaluations". The purpose of the workshop is to provide the
 
geographic Bureaus with a model workshop through which key
 
Missions and counterpart agencies could be oriented to the
 
importance of evaluative information as a program management
 
tool. Since 1985 CDIE has held workshops in collaboration with
 
the geographic Bureaus in Tunisia, Bangladesh, Costa Rica,
 
Egypt, Ecuador, Senegal and Kenya. Other workshops are being
 
planned for Nepal, Guatemala and the Regional Development
 
Office in the Caribbean. A state-of-the-art workshop on the
 
measurement of program impact, especially in agriculture and
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rural development programs, was held and included staff from
 
A.I.D., World Bank, UN, IFAD and various universities. Without
 
exception, the geographic and central Bureaus, as well as the
 
USAID Missions, have highly praised the quality of these
 
workshops.
 

Another of CDIE's major accomplishments over the past year
 
has been the publication of the 'A.I.D. Evaluation Handbook",
 
which establishes the Agency's policy and basic procedures for
 
.evaluations. This document seeks to lay out an evaluation
 
process that is useful to the Agency in its decision making and
 
management processes. A companion video tape has also been
 
made available. In general, the overall reaction to this
 
handbook has been very positive.
 

Other guidelines and manuals developed or published in
 
cooperation with other Bureaus by CDIE over the past three
 
years in its series on Program, Design and Evaluation, and
 
Methodology include: "Selecting Data Collection Methods and
 
Preparing Contractor Scopes of Work"; "Evaluation Guidance for
 
Non-project Assistance: Commodity Import Programs"; "An
 
approach to Evaluating the Impact of A.I.D. Projects"; "A
 
Manual for Evaluating Small Scale ,Enterprise Development
 
Projects"; "Conducting Group Interviews in Developing
 
Countries"; 'Guidelines for Data Collection, Monitoring and
 
Evaluation Plans for A.I.D."; and "Rapid, Low Cost Data
 
Collection Methods for A.I.D."
 

In the area of economic and social data collection, CDIE is
 
establishing the Country Trends Monitoring Network (CTM/N) to
 
facilitate the exchange of country trends data between and
 
among A.I.D./Washington Offices and the USAID missions. This
 
network uses standardized classifications and coding schemes in
 
the computerization of the Agency's data bases and standardized
 
formats for the exchange of data. The principal mode developed
 
for data exchanges is computer diskette, and the development of
 
the network includes plans for converting existing country
 
diskettes into a two-way data exchange system. Currently, the
 
network is .being field tested in one or two USAID Missions in
 
each region and the full system is scheduled to be inaugurated
 
in August 1988. Once this system is established, it should
 
eliminae one of the principal complaints of the Agency's
 
economists which is that the economic and social data obtained
 
by CDIE from international sources is too outdated to be useful.
 

Another tool that CDIE has used successfully for promoting
 
development information and evaluation as a management tool is
 
the periodic meetings of the CDIE led Project Evaluation
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Committee composed of the evaluation officers from each of the
 
central and geographic Bureaus. This Committee is used by CDIE
 
to discuss common evaluation problems and issues, share news of
 
the Agency's evaluations activities and coordinate evaluation
 
initiatives, methodologies and findings. Members of the
 
Committee interviewed during the course of this assessment have
 
found the committee to be useful for the exchange of
 
information and as a vehicle for learning about new Agency
 
evaluation initiatives.
 

Objective No.3 - Enhance A.I.D.'s Knowledge Base of Lessons 
from Experience 

CDIE has pursued this objective by carrying out individual
 
evaluations (54 completed over the past 3 years and 48
 
currently underway); publishing 12 Occasional Papers on A.I.D.
 
programming topics (e.g. project design, monitoring and
 
evaluation); completing 7 special evaluations requested by
 
A.I.D. senior management; and completing and distributing two
 
syntheses of A.I.D. evaluations completed during the three
 
years 1985-86.
 

The quantity of CDIE's in-depth, field based evaluation
 
work has contributed significantly to the Agency's overall
 
knowledge base of lessons learned even though its budget and
 
staff resources have been limited. CDIE's budget for
 
evaluation activities has decreased from about $1.7 million in
 
FY 1985 to $1.3 million in FY 1988. These reductions are
 
primarily the result of an overall cut in the Agency's budget.
 

Even though CDIE has made progress in building up the
 
Agency's knowledge base of lessons learned from experience,
 
CDIE still needs to develop better systems, techniques and
 
procedures to increase and better track utilization of lessons
 
learned in project and program assistance. Some of the
 
evaluation reports which have been reported to have had
 
specific program impact are the CDIE reports on Women in
 
Development, Social Marketing of Contraceptives, Agricultural
 
Higher Education series, Small Farmer Credit, U.S. Response to
 
the African Famine and Information Systems for Policy Reform
 
programs. However, CDIE has not developed a system to assess
 
or document the impact of its own program effectiveness.
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Objective No. 4 - Promote the Use of Development Information 
and Evaluation by Other Donors and LDCs 

The Agency through CDIE has been influential in serving as
 
a model for other donor countries and organizations who, having
 
observed the CDIE approach, wish to combine their own
 
evaluation and information systems into a similar single
 
interactive system. CDIE has assisted a total of 10 bilateral
 
donors in establishing such a system. In addition, CDIE has
 
worked closely with multilateral agencies including the World
 
Bank and UNDP, which has provided similar access by CDIE into
 
their information and data systems.
 

CDIE is active in its outreach to other organizations and
 
in network building. It has collaborated with some 33 national
 
and international information centers on sharing of development
 
information. On the domestic side, for example, it is
 
collaborating with the Peace Corps, USIA and the State
 
Department in the sharing of information and evaluation
 
materials.
 

Over the past three years, CDIE's Director has chaired the
 
Expert Group on A.I.D. Evaluation of the Organization for
 
Economic Cooperation and Development/Development Assistance
 
Committee (OECD/DAC). During this period impressive progress
 
has been made in the systematic sharing of information among
 
DAC and OECD members. Much of the progress achieved by DAC in
 
this area has been attributed by member countries to the
 
leadership of the Chairman and the example set by CDIE.
 

Examples of this progress include: (1) a focus on key
 
development issues as opposed to a preoccupation with 
methodology and process; (2) establishment of an information 
exchange system among DAC members for sharing of development 
experience; and (3) production of reports on specific 
evaluation topics, including a compendium of donor experience 
with aid evaluations published in four languages, a report 
categorizing and synthesizing issues from aid evaluations, a 
review of non-project experience, and other reports on
 
cross-cutting issues such as rural development, sustainability,
 
women in development, environmental impact, health care
 
programs and rural development. The U.S. Chairman played a key
 
role in getting the DAC to sponsor an international seminar
 
with representatives from the developing countries for the
 
first time to promote the use of evaluation in their countries.
 

Other donor organizations have given high marks to CDIE on
 
the quality of its products and have also indicated that many
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CDIE materials are used in their organizations. UNDP has
 
adopted the Development Experience Abstract four page format
 
developed by CDIE and is producing its own series based on this
 
format entitled "Findings".
 

Donors, both international and bi-lateral, appear to have
 
derived considerable benefit from CDIE leadership, initiative
 
and achievements. It is less clear how much this has benefited
 
the Agency. In view of the small size of the CDIE staff and
 
its limited resources, the time and effort spent on this donor
 
coordination effort have probably diverted some of CDIE's
 
management and staff time away from its work for the Agency.
 

Objective No. 5 -- Stimulate Demand for Development Information 
and Evaluation by Marketing, Targeting and Tailoring CDIE 
Products and Services 

CDIE has taken a number of steps to market its development
 
information and evaluation services. Specifically, CDIE has
 
developed a variety of brochures, information packets,
 
newsletters and publications designed to increase the Agency's
 
staff awareness of CDIE services and capabilities. It has also
 
used seminars, workshops and Agency training programs as
 
techniques for increased utilization of CDIE products (i.e.
 
evaluations) and awareness of its services.
 

In order to overcome the communication problem associated
 
with physical separation from the main body of
 
A.I.D./Washington clients, CDIE has set up an information
 
center in the Department of State building. This center is
 
part of a larger effort to market and increase user awareness
 
of and demand for CDIE services. While there has been an
 
increase in demand for the use of CDIE services through the
 
center in New State, this demand has not been as great as
 
originally expected. However, in the future, CDIE plans to set
 
up in this center.a model Information Center for possible
 
replication by USAID Missions.
 

CDIE has continued to develop new products and services,
 
including the Occasional Paper series, MICRODIS, and the
 
Research and Reference Service. It has modified existing
 
products and services in both its Evaluation and Development
 
Information Divisions to meet client needs and to stimulate
 
additional demand.
 

Statistics provided by CDIE demonstrate a significant
 
increase in the requests for CDIE information and reference
 
services. For example, requests for Research and Reference
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Services totaled over 12,000 in FY 1987 versus 11,000 requests
 
in FY 1986. During the first four months of FY 1988, requests
 
have been running at an annualized rate of over 18,800.
 

CDIE's Development Information Division has assisted 25
 
USAID Missions over the past 4 years in establishing or
 
expanding development information centers. Mission request for
 
documents from the Documents and Information Handling Facility
 
have increased from 14,000 in 1984 to some 22,000 in 1987.
 

CDIE has also introduced new or modified evaluation
 
products in an attempt to remain relevant to its clients' needs
 
and increase demand and use. An example is CDIE's redirection
 
of its Evaluation series to focus more on cross-cutting issues,
 
non-project assistance and special program evaluations.
 

CDIE management recognizes that the Center is a service
 
office, and has devoted substantial effort to making those
 
services known and to a continuous upgrade in service to expand
 
its clientele.
 

Further improvements include attractive packaging, user
 
response forms, training classes, bibliographies and abstracts,
 
and growing sophistication in the use of data processing
 
systems. The steady and significant increase in use of the
 
materials and services of the office, doubling since 1985,
 
indicates that these measures are bringing some measure of
 
success.
 

Objective No. 6 - Upgrade the Quality of CDIE Products and 
Services 

CDIE has experienced dramatic growth in the content and
 
quality of its information data base over the past four years,
 
and has, for instance, entered into formal agreements to
 
exchange information with thirty-three organizations, national
 
and international, including the World Bank, the Canadian
 
International Development Resource Center, United Nations
 
Industrial Development Organization, the United Nations Centre
 
for Regional Development, UNCTAD/GATT and others. Informal
 
arrangements also exist with the International Monetary Fund,
 
the U.S. Department of Agriculture, U.S. Bureau of the Census,
 
National Technical Information Service, National Library of
 
Medicine and others.
 

The computerized Development Information System (DIS)
 
provides on-line access to citations of over 45,000 documents
 
for more than 6,000 projects. These documents are available on
 
microfiche and in paper copy.
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The accessing system, MICRODIS, a software package, was
 
developed by CDIE to help USAID Missions manage and access
 
their document based development information. This package has
 
been installed in 21 organizations, including Private Voluntary
 
Organizations, USAIDS, and foreign governments and
 
organizations. Outstanding requests for MICRODIS installation
 
in French or Spanish have been received in the last six months
 
from seven organizations in four foreign countries. CDIE
 
provides demonstration opportunities for potential MICRODIS
 
users. CDIE has also provided demonstrations'or demonstration
 
copies to a broad range of organizations in-house, nationally,
 
and internationally since August of 1985. Sixty-three such
 
requests have been honored, eleven in 1985, twenty-seven in
 
1986, nineteen in 1987, and six in the first two months of 1988.
 

The A.I.D. Library, Research and Reference Service (which
 
now provides "value-added" information to requesters), Document
 
Handling Facility, USDA Technical Information Service, and the
 
Economic and Social Data service, have been used extensively by
 
those within and without the Agency and constitute the bulk of
 
requests for CDIE services. There has been growing demand on
 
CDIE resources as these services have become better known.
 

Of the 70 USAIDs, 66 have made use of CDIE's information
 
services. All services are free to the Missions, and CDIE has
 
taken a number of creative steps to inform Mission personnel
 
about its services and to upgrade such services to be
 
continuously more responsive through follow-up questionnaires,
 
video tapes, and personal presentations in training sessions
 
and in workshops and conferences. A training module on the
 
services of the office has been developed and is included in
 
the New Entry and Senior Executive Training Course offered by
 
A.I.D.
 

CDIE's management recognizes that as it moves to provide
 
ever-increasing and improved services the demand will grow.
 
With limited resources, CDIE faces the certain possibility that
 
this increased demand will very likely result in reduction in
 
the quality of service. On the other hand, the office
 
continues to look ahead, and has developed and is investigating
 
the application of high density, mass storage devices
 
(optical/laser disks) which would enable storage of large
 
amounts of textual information as well as diagrammatic and
 
tabular information. Through the use of this technology
 
massive amounts of data could be placed on tiny disks and could
 
serve as mini-libraries and storage facilities in USAIDs.
 

The availability and potential of this technology has
 
become symbolic of a broader dichotomy between CDIE and IRM,
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the office which sets the Agency standard in hardware and
 
software systems. Although there seems to be no question as to
 
the delineation of responsibility between the two offices: IRM
 
is a service office, and CDIE, in this instance, is the client,
 
it is not difficult to detect the differences between them.
 
CDIE is attempting to establish -firmly A.I.D.'s lead as an
 
exceptional information source and model both for other Federal
 
agencies and other donors. On the other hand, IRM in trying to
 
minimize costs seeks to ensure that an industry standard
 
prevails for each of the new technologies available before it
 
gives the approval for the purchase of the requisite hardware
 
and software.
 

The situation between CDIE and IRM is similar to the
 
basic conservative budget vs. high technology implementation
 
dialogue that has become the hallmark of corporate America.
 
For CDIE to succeed in obtaining this technology, it must make
 
a compelling case for its next move into the 21st Century in
 
order to maintain its leadership position. The reluctance of
 
Agency managers to buy into high tech systems leaves CDIE in
 
the position of having few strong allies on this issue. IRM
 
is, it appears, willing to accommodate the new technology, but
 
does not share the same sense of urgency and is driven by
 
concerns for agency-wide standardization to contain costs and
 
facilitate acquisition, training and servicing. Top management
 
of both offices is aware of both sides of this issue but has
 
not worked out the next steps that should be taken to improve
 
upon the information storage and retrieval technology. Much
 
more discussion is needed between these offices if the Agency
 
is to move ahead with the new technology required.
 

The more highly visible function of CDIE, which actually
 
commands less in terms of resource allocation, is the
 
evaluation activity, which is divided into two functional
 
areas. First, it designs, implements, and publishes special
 
in-depth evaluative studies of A.I.D. projects, programs, and
 
policies, including impact evaluations focused on A.I.D.'s
 
performance in a specific sector, policy-oriented evaluations,
 
and evaluations of special programs, non-project assistance and
 
country assistance programs. The second function is to
 
encourage application of the findings of these evaluations to
 
decision making within the Agency as well as to provide support
 
for Agency decentralized evaluation activities. CDIE has made
 
great efforts to disseminate these materials, including
 
production of four page summary documents and lessons learned
 
extrapolations, placement of articles in A.I.D.'s Newspaper
 
(Front Lines), and in sponsorship of workshops and
 
conferences. Nevertheless, Agency readership and application,
 
while improving, appears to be uneven.
 



-12-


IV. PERFORMANCE IN PROVIDING SERVICE TO A.I.D. BUREAUS, OFFICES
 
AND MISSIONS
 

CDIE is a service office. The collection and
 
dissemination of data, provision of data bases and relevant
 
data transfer mechanisms, compilation and operation of the
 
A.I.D. library, and provision of evaluation guidance and
 
design, as well as the much-used research and reference
 
capacity, are all client useful service functions.
 

In order to have a market for the data which CDIE
 
compiles and stores, it is necessary that its services be
 
known, that the materials it collects and produces be relevant
 
and valuable to the Agency's managers and to others in the
 
field of development work and that the products of its systems
 
be readily accessible, understandable, timely and integrated
 
into the work of the Agency. However, CDIE has a continuing
 
problem, expressed succinctly by a former Mission Director and
 
current Bureau senior manager who had used CDIE extensively:
 
"How can this wonderful resource be made known' to AID/W and
 
USAIDS so that it will be drawn on?"
 

The Center is physically isolated not only from its users
 
in the field, but from many of its users in Washington. In
 
addition, based on recurring comments from some outside of
 
CDIE, the Center is also isolated within the Agency in that its
 
management is not consistently included in policy level
 
meetings where strategic applications of information and of the
 
evaluation process might be discussed, and is not privy
 
firsthand to the discussions in which Agency policy and
 
directions are set. It is believed by many of those
 
interviewed that the inclusion of the Center's Director in
 
these formative meetings would be of value to all concerned in
 
highlighting little known data already in the system and
 
signalling areas of potential interest for future data
 
gathering and evaluation.
 

On the positive side, CDIE has developed an impressive
 
array of reference materials, including databases for Moody's,
 
Standard and Poor's, Dun & Bradstreet, the U.S. Yellow Pages,
 
Who's Who, and others; the statistical data bases of the
 
International Monetary Fund, the World Bank, the Food and
 
Agriculture Organization, the Organization for Economic
 
Cooperation and Development (OECD), and, in the United States,
 
the Bureau of Labor Statistics, the Department of Agriculture,
 
Donnelly, and Export Reports. Other data bases in the areas of
 
the U.S. Government, major U.S. Newspapers and wire services,
 
business, Research in Progress, agriculture, economics and
 
international organizations are also accessed. Research and
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reference services are available on request which will search,
 
screen, assemble, and summarize information on any subject
 
relevant to AID's present concerns, although detailed value
 
added analysis is not within the purview or staff capacity of
 
the office. In addition, the Center conducts both an expert
 
search service and a quick reference service upon request.
 

A further information service, the Economic and Social
 
Data Base (ESDB), is an automated computer system for the
 
storage, analysis and dissemination of economic and social
 
statistical data. The staff does analyze data and provide
 
statistical reports in response to specific information
 
requests in this area.
 

In the Evaluation area, CDIE is responsible for A.I.D.'s
 
central evaluation functions and provides guidance and
 
technical assistance in the application of lessons from
 
A.I.D.'s experience to project design and implementation, as
 
well as for overall policy development.
 

With all of this available, it might be thought that the
 
staff would be inundated with requests for information and for
 
assistance. In reality, the use is uneven from Mission to
 
Mission and from office to office. The demand, while
 
increasing, seems to grow exponentially as a user has
 
experience with the products and responses of the Center. CDIE
 
is identified more closely with evaluation even though the
 
actual demand by users is heavier on the information, research
 
and reference side.
 

Numerous Missions responded to the AID/W inquiry on CDIE
 
performance by cable. Several Mission Directors and former
 
Mission Directors were interviewed as well. The general
 
response was positive, depicting CDIE as responsive, relevant,
 
and prompt. The most frequently expressed comment focused on
 
the prompt manner in which the request was handled. A number
 
of Missions indicated frequent use of CDIE services and
 
characterized CDIE's function of serving as a central point for
 
obtaining information as an invaluable asset. Specific remarks
 
were also made concerning the importance and value of CDIE
 
materials in project design and strategy conceptualization. In
 
addition, special mention was made of the importance and
 
convenience of the diskette library materials. While the bulk
 
of comments focused on the information and research and
 
reference services of the Center, high marks were also given on
 
the overall quality of the Evaluation Handbook and the CDIE
 
Impact Evaluations.
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Mission criticism was not overwhelming, but did in
 
several instances comment that some economic and social data
 
information is substantially out of date when received. One
 
Mission indicated that suggested revisions to this data are not
 
made. Several Missions indicated a need to be more selective
 
on the part of CDIE when providing responses and bibliographies
 
so as not to, in the words of one, "drown" the Missions in
 
paper and information. The most frequent concern expressed
 
highlighted a lack of sufficient publicity on the various
 
services and materials which CDIE has to offer. Some Missions
 
indicated they would like to be more involved in setting the
 
CDIE evaluation agenda. The comments made about CDIE are
 
fairly uniform from the smaller to the largest Missions. It
 
was interesting to note that the more use a Mission has made of
 
CDIE's services, the more positive is the response to CDIE.
 

On balance, the responses from USAID Mission indicate
 
that they are well served by CDIE in light of its limited staff
 
and budgetary resources. Out of the total of some 70 USAID
 
Missions, 66 have had some interaction with CDIE, and interest
 
is growing in MICRODIS and other computer system interchanges
 
as CDIE continues to upgrade its capacity in this area. There
 
was also generally favorable, although not overwhelmingly
 
positive, response on the part of the geographic Bureaus, where
 
the evaluation function appears to be much better known or
 
associated with CDIE than the information function.
 

The question of the contribution of CDIE's.studies and
 
other outputs to the state-of-the-art, must be looked at from
 
both the information and evaluation sides of the operation.
 
Consultations with other donors indicated that CDIE's
 
information system is a leader in its field among the donors.
 
Canadian International Development Agency, the United Nations
 
and the World Bank are in various stages of plugging into and
 
emulating the CDIE system. The system developed by CDIE is
 
regarded as state-of-the-art by peer agencies, even though some
 
in the Agency believe that the system is being constrained in
 
some respects by lack of access to the latest technology for
 
information systems. The document storage and retrieval
 
system, and the information search and summary systems truly
 
have given A.I.D. a memory--a memory that is growing in its use
 
by the Agency and yet still is greatly under-utilized.
 

On the evaluation side, a good effort has been made to
 
insure the quality and relevance of CDIE studies. However,
 
evaluations by nature are retrospective. They look at what the
 
Agency has done in the past in order to gain insights into the
 
future. There is a tension between this aspect of evaluation
 
and the need for the Agency to use evaluation to look ahead in
 
its policy and program development.
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There is, in addition, a timeliness issue. A year or two
 
is required to carry out a major evaluation, as well as a year
 
or more for publication, creating a serious time-lag factor.
 
This must be addressed if the Agency and the development
 
community are to achieve the desirable rapid feedback on the
 
results of CDIE evaluations and studies.
 

V. ORGANIZATIONAL PLACEMENT AND RESOURCE ADEQUACY
 

At the time the information and evaluation functions were
 
combined within PPC in 1983, the Agency envisioned that this
 
reorganization would bring a more rational and coherent
 
organizational structure to these key functions. It was also
 
believed that the restructuring would help to insure that the
 
Agency's evaluation, information and economic and social data
 
functions would be better integrated into the PPC Bureau's
 
central programming, economic analysis and policy functions.
 
While PPC has made an effort to achieve some integration of the
 
various functions to improve the Agency's overall economic
 
analysis, planning and policy responsibilities, the results
 
leave room for improvement.
 

Within PPC's current organizational structure, the Office
 
of Policy Development and Program Review (PDPR) is the Agency's
 
central source of expertise, information and guidance on major
 
policy issues and options on U.S. economic assistance matters.
 
The Office of Economic Affairs (EA) provides the expertise,
 
information and policy guidance on international economic
 
policy issues and longer term world-wide economic and social
 
trends, and provides in-depth analysis on developmental
 
problems. While these critical offices should be heavy users
 
of CDIE information, evaluation and data resources, this is not
 
the case. Rather, staff in these offices state that the kinds
 
of information being obtained and stored by CDIE are not the
 
right kinds of information needed or desired in their own
 
work. They further state that these data are often outdated
 
and are not stored in a usable form. Part of the problem
 
apparently is that much of CDIE's work deals with matters
 
past. As such, it is contended by these offices that CDIE is
 
not providing state-of-the-art material or the kinds of
 
information that these offices feel they need.
 

One of the problems hindering achievement of a more
 
functional integration of CDIE into the PPC Bureau has been the
 
physical isolation of CDIE which is located in Rosslyn,
 
Virginia. This has made it difficult to achieve the necessary
 
communication and interaction. CDIE has often operated on its
 
own with only general guidance on priorities for its work from
 
the Agency's
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senior management. If co-location of the various CDIE offices
 
is not possible in the near term, a greater effort on the part
 
of the Bureau will be required to overcome the adverse effects
 
of this physical isolation and would seem to be in order. This
 
might include more frequent meetings and interactions among
 
these offices to exchange ideas and develop common objectives.
 

Other options for the location of CDIE were explored and
 
included: (1) CDIE as a major office reporting directly to the
 
Administrator; (2) CDIE combined with the Policy Development
 
and Program Review Office in PPC; (3) movement of CDIE
 
evaluation functions to the geographic Bureaus; and (4)
 
establishment of CDIE within A.I.D. as a prestigious Center for
 
Development Studies, to include visiting fellows from academia
 
and elsewhere in the development community. This would include
 
long term training/study assignments for AID personnel. Each
 
of these options is discussed below.
 

The first option, that of establishing CDIE as a major
 
office reporting directly to the Administrator, is a popular
 
one for major corporations in the private sector. These
 
corporations have opted to place information and evaluation
 
functions near top management with a separate Vice-President to
 
cover such functions. This option offers the benefit of
 
placing considerable resources in the hands of top management
 
for use as a management tool thereby elevating the priority of
 
the function. From the perspective of Agency management,
 
however, such a move would add another staff supervision burden
 
to the Administrator's office. This could also result in
 
CDIE's being less of a service organization for the rest of the
 
Agency than it now is by isolating it at a higher level.
 

Another option explored was that of combining CDIE with
 
PPC's PDPR Office. While this might overcome the present
 
problem of insufficient integration into the policy process,
 
this appears to be an extreme solution to a communication
 
problem for which there are other and preferable solutions.
 
CDIE is designed to be a service organization while PDPR is
 
viewed to function in more of a critical review role. While
 
CDIE should feed the policy process, its evaluation and
 
information systems work should remain independent from the
 
high pressure environment of a policy office.
 

A third option explored was that of decentralizing the
 
evaluation functions to the geographic Bureaus. This option
 
was recommended as a method of placing the evaluation function
 
closer to the Agency's operational decision makers.
 
Nevertheless, the geographic Bureaus generally have given a low
 
priority to allocation of direct-hire positions for evaluation,
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except for the Asia -and Near -East Bureau. Dismantling an
 
office with central focus and critical mass and a global as 
well as a geographic focus would not appear to offer advantages 
toward improv-ing -the -Agency'-s -eva-luation functions but would 
more than likely result in the Agency's giving a lower priority
 
to its evaluation functions.
 

An additional option explored was that of establishing a
 
-Center for Development Studies. This option .offers the 
advantage of gi-ving the Agency a development studies "think 
tank" and holds out the attraction of drawing highly qualified 
professionals from the academic community and~the private 
sector to spend excursion tours in the Agency. Such an 
approach could strengthen the quality of the Agency information 
and evaluation services, as well as its links with academia and 
the private sector. It could also provide the Agency with an 
opportunity to give its operational staff an in-house 
sabbatical period to write and reflect on personal development 
experiences. The down-side of this option is the substantial 
additional co-st it -could emtail -for the Agency. 

Based on this review, CDIE appears to be properly placed 
as a separate office within PPC. Its lack of proximity to the 
rest of PPC and the geographic Bureau should be improved. In 
addition, CDIE should be better integrated within the overall 
decision making apparatus of the PPC Bureau. 

In regard to the question of the adequacy of staff and
 
financial resources, CDIE in 1985 went through an Agency
 
mandated staff reduction as a part of an overall Agency staff
 

--reduction exercise. CDIE staff was reducedby,40%. The
 
evaluation side of CDIE was harder hit. Effectively, the
 
evaluation staff declined from a level of 28 full and part time
 
staff, to 9 full and part time employees. This large loss in
 
staff has been offset slightly by the arrival of an Evaluation
 
Applications and Methods Contract (4 employees) with the 8(a)
 
firm of Labat-Anderson. Without this contract, the methodology
 
support function of -CDIE would be in serious difficulty.
 

The reduction has also had an impact on CDIE's evaluation
 
capability. Junior level positions have been dropped which has
 
resulted in professional staff performing far more
 
administrative and routine work than one would expect at the GS
 
13 and 14 levels. Field work has also been drastically
 
curtailed and contract employees, especially on the methods
 
side, have been used to take up some of the slack caused by the
 
direct hire cutbacks. Unfortunately, using contract employees
 
for the methodology work -ha-s -eft -ess-money remaining for
 
impact type evaluations. These evaluations have been cut to
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about two topic series per year from an average of about four
 
in earlier years. CDIE has tried to compensate for these cuts
 
by increasing the number of desktop evaluations and special
 
studies, using both direct hire and contract employees. It has
 
become increasingly difficult for CDIE to obtain direct-hire
 
personnel for its evaluations due to the Agency's overall
 
reduction in personnel. Between one and two dozen of these
 
studies are done per year. The rationale has been that these
 
studies are cheap and can be done relatively quickly. Reports
 
on their quality have been mixed.
 

In contrast to this situation, the Development 
Information side of CDIE over the same period has dropped from 
11 to 9.4 full and part time direct hire positions. The cuts 
in this area have been less severe since the Agency required a 
basic core staff to maintain the basic data and information 
systems. This small staff is further supplemented by two large 
and two small contract operations. These four include a 
Document and Information Handling Facility (25 contract 
employees); a Research and Reference Service, including the AID 
Library (18 contract employees); an Economic and Social Data 
Service (5 contract employees); and a Technical Inquiry Service 
(5 USDA RSSA employees). 

Contract levels have remained about the same for the
 
development information contracts, although the Document
 
Information and Handling contract has dropped 10 positions.
 
This reduction was necessary because costs were escalating and
 
CDIE was unable to come up with the additional funds required
 
to maintain these positions.
 

The demand for and supply of services from CDIE has been
 
growing dramatically in recent years and there appears to be a
 
high degree of satisfaction with the speed and quality of
 
service in the development information areas. However, CDIE
 
management indicates that the service is being pushed to the
 
limit now and that quality and performance will fall off as
 
demand increases further. Moreover, as the Agency increasingly
 
focuses its program on the problems and prospects of economic
 
growth, new types of demand will be created in the area of
 
search synthesis and presentation--areas in which the
 
development information side of CDIE is not well staffed at the
 
present.
 

With respect to the budget, at $4.3 million, it has held
 
fairly steadily in the face of substantial Agency cutbacks.
 
CDIE feels that an increased budget to about $5 million total
 
would: permit extension of outreach through workshops and
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conferences; increase quality control by permitting use of peer
 
review panels; allow the performance of more impact studies;
 
and facilitate acquisition of more effective hardware and
 
software. Currently, it appears that staffing is about right
 
for the budget levels provided. However, there is no question
 
that additional staff will be required if CDIE is to meet the
 
anticipated growth and demand for its services. Some of those
 
interviewed have expressed concern that CDIE should have more
 
Foreign Service personnel on its staff.
 

CDIE is a complex and multifaceted organization. It
 
engages in a broad range of services and activities. There are
 
many questions of opportunity costs and alternative uses of
 
staff and resources. These should be reviewed programmatically
 
and strategically by the Agency before substantive changes are
 
made. There clearly is room for improvement in the services
 
being provided but CDIE has shown professional growth and has
 
had a beneficial impact on the Agency and the development
 
community in general.
 

VI. CONCLUSIONS
 

CDIE appears to have a valid set of goals and objectives
 
and has made good progress toward achieving them. However, the
 
timing appears right for the Agency to consider more broadly
 
the strategic use of development information and to give a
 
higher priority to the application of evaluation results.
 

CDIE's management has done a remarkable job of
 
integrating and upgrading the information, evaluation and
 
evaluation methodology units that now constitute the Center and
 
of giving them substance and firm direction. Agency memory,
 
data and information systems are in place and functioning
 
well. CDIE has provided leadership both internationally and
 
within the Agency in the information and evaluation fields.
 
Nonetheless, challenges still remain. Achievements in one area
 
seem to create needs and opportunities in others.
 

In both its information and evaluation functions, CDIE
 
has attempted to link more effectively into Agency policy
 
priorities. Yet, there still is room for improvement. Perhaps
 
most important is that Agency senior management should take a
 
more 	active role in setting evaluation and information
 
priorities than is presently the case.
 

CDIE has made a tremendous effort through publications, 
syntheses, workshops, guidelines and networking to make the 

p 	 Agency aware of its services and to have them used in Agency
 
programs, especially in the field. Important inroads have been
 
made in some programs in which lessons learned from experience
 
and the Agency's memory have been used very effectively.
 



-20-


However there persists a perception that Missions are not
 
taking full advantage in program design of the information,
 
lessons and guidelines that CDIE has to offer, despite the
 
requirement to do so set out in the Agency's handbooks.
 

The problem appears to be twofold. First, the Agency is
 
experiencing an information overload. Any service unit, such as
 
CDIE faces a fiercely competitive information market. There is
 
a need to engage in fewer studies of higher priority and focus
 
on quality control, rapid turn-around time and face-to-face
 
dissemination and field utilization. Second, greater priority
 
should be given by the Agency to using the memory it has so
 
effectively put into place.
 

Despite this perception and problem, CDIE has been
 
effective in dissemination and marketing of its services.
 
Demand has increased overall by some 200% in the past four
 
years. The problem exists, however, that utilization is
 
uneven, increasing geometrically in the Missions that have been
 
"reached" while remaining very thin or non-existent in others.
 
This suggests a considerable latent demand in the field and
 
Washington Bureaus and gives urgency to the question of whether
 
CDIE can cope, within present budget and staff resources, with
 
further marketing success.
 

CDIE has created for the Agency a position of leadership
 
in the information and evaluation fields with the international
 
donors. Several major donors are trying to emulate the
 
combined information and evaluation approach pioneered by CDIE
 
and have become part of an information sharing, electronically
 
linked network promoted by CDIE. In evaluation, some have
 
followed CDIE's lead in the type of evaluation and evaluation
 
reporting they pursue. This leadership brings with it costs in
 
time, energy and resources as well as obvious benefits. It may
 
be time to consider cutting back on these activities.
 

CDIE has attempted to keep the Agency in the lead
 
technologically as well in terms of the rapidly improving
 
computer and software applications in information storage,
 
retrieval, analysis and presentation. However, there is
 
tension between this desire on CDIE's part and the Agency's
 
management focus on standardization of computer technology
 
choices.
 

Organizationally, there is a range of options as to how
 
CDIE might be reorganized or located differently within the
 
Agency. However, most of those interviewed appear comfortable
 
with the present arrangement in PPC, calling only for closer
 
integration within PPC and greater physical proximity to the
 
geographic bureaus.
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EXECUTIVE SUMMARY
 

Pursuant to one of the requirements set forth in the 1988
 
Continuing Resolution, this report covers the management
 
assessment of the operation of the Center for Development
 
Information and Evaluation of the Bureau for Policy and Program
 
Coordination (CDIE/PPC). The report was based on data
 
collected through personnel and telephone interviews, review of
 
numerous documents and cable exchanges with USAID Missions.
 

Based on this review, it was determined that CDIE goals
 
and objectives generally remain valid. The Center has sought
 
to create'a viable information and evaluation unit within the
 
Agency and to promote the development, storage, dissemination
 
and application of information and lessons learned. The Agency
 
needs to establish a policy for the strategic use of
 
development information and to give higher priority to the use
 
of evaluation in the Agency's decision making.
 

CDIE management and staff have done an outstanding job of
 
establishing the CDIE unit from information and evaluation
 
functions located in two separate Bureaus in the Agency. The
 
Center has established a credible A.I.D. memory, increased
 
dramatically the demand for its information services, provided
 
guidance and stewardship in evaluation and given the Agency a
 
position of leadership among -the donor community in the
 
information and evaluation fields. There still is room for
 
improvement, however, especially in linking CDIE more
 
effectively into Agency policy priorities and promoting within
 
the Agency a wider knowledge of its available services.
 

Reports from the USAID Missions and A.I.D./Washington
 
offices generally are favorable towards CDIE, especially with
 
respect to information services. Nonetheless, there does
 
persist a clear perception that the results of CDIE evaluations
 
and lessons learned are not regularly or evenly used in Mission
 
project and program development exercises. There is a need for
 
more targeting of evaluation studies for users.
 

Organizationally, the concensus is that CDIE is properly
 
located and organized but suffers from a lack of physical
 
access to and integration with the rest of PPC and the
 
geographic Bureaus. CDIE is doing its job well with its
 
existing staff and budget resources, but may be required to
 
make some internal resource adjustments to increase the
 
utilization of its evaluation results and information
 
services. If the demand for CDIE services continues to grow,
 
and budget and staff allocations remain at present levels, the
 
quality of CDIE's product will undoubtedly suffer.
 



I. INTRODUCTION
 

In response to a requirement contained in the FY 1988
 
Continuing Resolution, the A.I.D. Administrator appointed a
 
team to assess the management and performance of the Center for
 
Development Information and Evaluation (CDIE) of the Bureau of
 
Policy and Program Coordination (PPC). The team was composed
 
of three career A.I.D. Foreign Service professionals and one
 
outside consultant.
 

The team decided to focus the assessment on four basic
 
questions asked in the legislation. In addition to reviewing
 
documentation describing the Center's goals, objectives and
 
programs, and reports on program achievement, the team agreed
 
to hold a schedule of "off the record" interviews with
 
representatives of other Bureaus and Offices, USAID Missions
 
and others doing business with CDIE. The Center, itself, was
 
cooperative and produced quickly, efficiently, and in very
 
usable form all documents and materials requested during the
 
course of this management study.
 

Interviews were conducted with current and previous senior
 
officials of the Bureau of Policy and Program Coordination, the
 
Division Chiefs and other senior staff of CDIE, Mission
 
Directors, officers of other Central and Regional Bureaus, and
 
representatives of major donors and international organizations
 
during the course of the assessment.
 

The initial meetings, with senior officers of the PPC
 
Bureau and the CDIE Office, were attended by the entire team.
 
Subsequent interviews with other offices and organizations were
 
carried out by dividing the full team up into sub-teams of two
 
members each.
 

Cabled field responses to a general inquiry concerning
 
interaction and responsiveness were reviewed by the entire team
 
and the results were incorporated into the assessment.
 

All material collected was reviewed and discussed. Based
 
on these discussions, individual team members drafted assigned
 
sections of the report. The drafts were then critiqued and
 
edited by each team member. The final edited report was
 
endorsed fully by the team.
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II. VALIDITY OF GOALS AND OBJECTIVES
 

A 1982 General Accounting Office Report entitled 
"Experience -- a Potential Tool for Improving U.S. Assistance 
Abroad", criticized A.I.D. for failing to use its experience in 
the management of the foreign assistance program. The Agency's
 
response was to undertake in 1983 a major reorganization of its
 
evaluation and information functions. As a result, a new
 
Office of Evaluation and Development Information-Services
 
(EDIS) was established in the Bureau for Policy Planning and
 
Coordination (PPC) by combining two divisions of the former
 
Development Information Utilization Services (DIU) of the
 
Science and Technology Bureau (S&T) and two divisions of the
 
Office of Evaluation within PPC that dealt with evaluation
 
studies and program evaluation systems. At the time of the
 
establishment of this new office, A.I.D. envisioned that it
 
would help the Agency to:
 

-- rebuild analytical capacity 
-- focus on user needs for information 
-- keep the memory and library functions more in touch with 

their clientele
 
-- bridge the gap between "evaluation methods" and
 

"evaluation studies".
 

In 1984, EDIS was renamed the Center for Development 
Information and Evaluation (CDIE). The overall goal of CDIE 
was defined as: the fostering of the use of development 
information in support of A.I.D.'s assistance effort. This 
goal was expected to be achieved by: 

--	 acquiring and analyzing information on A.I.D.'s
 
development experience and transforming it into
 
meaningful program plahning guidance;
 

--	 promoting the application of lessons of experience in 
program planning and management, and in policy 
formulation; 

--	 increasing A.I.D. staff awareness and use of evaluation 
and development information; and 

--	 extending development information and evaluation 
experience and methods to the LDCs and other aid donors 
as an integral part of program management. 

.In furtherance of this goal, CDIE has established the
 
following specific objectives over the FY 1984 to 1988 period:
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I. 	 To establish a new unit within A.I.D. to promote the use of
 
development information and assist the Agency in learning
 
from experience.
 

2. 	 To improve the management of Agency programs by promoting
 
the systematic use of information for decision making.
 

3. 	To enhance A.I.D.'s knowledge of lessons from experience in
 
key development topics.
 

4. 	To promote the use of development information and
 
evaluation and the use of lessons of experience by other
 
donors and LDCs.
 

5. 	To stimulate a demand for development information and
 
evaluation by marketing, targeting and tailoring CDIE
 
products and services for users, in particular USAID
 
Missions.
 

6. 	 To upgrade the quality of CDIE products and services.
 

While CDIE's goals and objectives basically are valid as
 
currently stated, modifications or additions should be made to
 
take into account the Agency's need to: (1) develop an overall
 
policy on the strategic use of development informationj (2)
 
give higher priority and importance to the role evaluation
 
should have in policy, program, project approval and decision
 
making processes at the senior-management level; and (3)
 
improve the overall quality of the Agency's evaluation reports.
 

III. HOW WELL CURRENTLY STATED GOALS AND OBJECTIVES ARE BEING
 
ACHIEVED
 

Objective No. 1 - Establish a New Unit to Promote the Use of 
Development Information 

The decision to create CDIE from two former separate units
 
was sound. CDIE's establishment has helped to overcome the
 
problems of responding to user needs for information, keeping
 
the memory and library functions more in touch with their users
 
and bridging the gap between evaluation methods and studies.
 
The appointment of a highly respected Senior A.I.D. Foreign
 
Service Officer with the rank of Associate Assistant
 
Administrator, reporting directly to the Assistant
 
Administrator for Program and Policy Coordination has helped to
 
give the Center more clout within the Agency. CDIE management
 
and staff have done an excellent job of pulling the two
 
previously separate units together by integrating, staffing,
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upgrading and modernizing them and giving them more outreach to
 
the USAID Missions and the development community as a whole.
 
While there has been a decline in the Agency's overall budget,
 
PPC has continued to give CDIE high budgetary priority within
 
the Bureau.
 

CDIE is a complex, yet well-functioning unit. It has
 
evolved over the past five years as a unit with organizational
 
identity, teamwork and a common sense of purpose. While CDIE
 
has made significant achievements, there still are a few areas
 
where further progress is needed. One of these is the need to
 
integrate CDIE into the overall operations of the PPC Bureau.
 
In addition CDIE has not been able to acquire the necessary
 
technology available for information collection, presentation
 
and distribution, including production of color graphics, use
 
of telecommunications for sending information quickly, and
 
compact disk storage technology. While these technologies are
 
available and desired by Agency analysts--especially
 
economists, other social scientists, and program officers--the
 
Agency has made a conscious decision to proceed slowly on the
 
adoption of these technologies until industry standards have
 
been established.
 

Objective No. 2 - Systematic Use of Information for Decision 
Making, 

Since 1984, CDIE has made an effort to enhance the use of
 
development information and evaluation as a management tool for
 
the Agency's decision makers. One important approach has been
 
through direct technical assistance to USAID Missions in the
 
areas of information needs assessments, library development,
 
statistical analysis support, evaluation planning and project
 
evaluations. There are numerous examples of CDIE's having
 
provided this assistance and USAID Missions have commented
 
favorably on such support.
 

Another approach used by CDIE has been the planning, design
 
and pilot testing of a new workshop on "Collaborative
 
Evaluations". The purpose of the workshop is to provide the
 
geographic Bureaus with a model workshop through which key
 
Missions and counterpart agencies could be oriented to the
 
importance of evaluative information as a program management
 
tool. Since 1985 CDIE has held workshops in collaboration with
 
the geographic Bureaus in Tunisia, Bangladesh, Costa Rica,
 
Egypt, Ecuador, Senegal and Kenya. Other workshops are being
 
planned for Nepal, Guatemala and the Regional Development
 
Office in the Caribbean. A state-of-the-art workshop on the
 
measurement of program impact, especially in agriculture and
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rural development programs, was held and included staff from 
A.I.D., World Bank, UN, IFAD and various universities. Without 
exception, the geographic and central Bureaus, as well as the 
USAID Missions, have highly praised the quality of these 
workshops. 

Another of CDIE's major accomplishments over the past year
 
has been the publication of the "A.I.D. Evaluation Handbook",
 
which establishes the Agency's policy and basic procedures for
 
evaluations. This document seeks to lay out an evaluation
 
process that is useful to the Agency in its decision making and
 
management processes. A companion video tape has also been
 
made available. In general, the overall reaction to this
 
handbook has been very positive.
 

Other guidelines and manuals developed or published in
 
cooperation with other Bureaus by CDIE over the past three
 
years in its series on Program, Design and Evaluation, and
 
Methodology include: "Selecting Data Collection Methods and
 
Preparing Contractor Scopes of Work"; "Evaluation Guidance for
 
Non-project Assistance: Commodity Import Programs"; "An
 
approach to Evaluating the Impact of A.I.D. Projects"; "A
 
Manual for Evaluating Small Scale Enterprise Development
 
Projects"; "Conducting Group Interviews in Developing
 
Countries"; "Guidelines for Data Collection, Monitoring and
 
Evaluation Plans for A.I.D."; and "Rapid, Low Cost Data
 
Collection Methods for A.I.D."
 

In the area of economic and social data collection, CDIE is
 
establishing the Country Trends Monitoring Network (CTM/N) to
 
facilitate the exchange of country trends data between and
 
among A.I.D./Washington Offices and the USAID missions. This
 
network uses standardized classifications and coding schemes in
 
the computerization of the Agency's data bases and standardized
 
formats for the exchange of data. The principal mode developed
 
for data exchanges is computer diskette, and the development of
 
the network includes plans for converting existing country
 
diskettes into a two-way data exchange system. Currently, the
 
network is being field tested in one or two USAID Missions in
 
each region and the full system is scheduled to be inaugurated
 
in August 1988. Once this system is established, it should
 
eliminate one of the principal complaints of the Agency's
 
economists which is that the economic and social data obtained
 
by CDIE from international sources is too outdated to be useful.
 

Another tool that CDIE has used successfully for promoting
 
development information and evaluation as a management tool is
 
the periodic meetings of the CDIE led Project Evaluation
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Committee composed of the evaluation officers from each of the
 
central and geographic Bureaus. This Committee is used by CDIE
 
to discuss common evaluation problems and issues, share news of
 
the Agency's evaluations activities and coordinate evaluation
 
initiatives, methodologies and findings. Members of the
 
Committee interviewed during the course of this assessment have 
found the committee to be useful for the exchange of 
information and as a vehicle for learning about new Agency 
evaluation initiatives. . 

Objective No.3 - Enhance A.I.D.'s Knowledge Base of Lessons 
from Experience 

CDIE has pursued this objective by carrying out individual 
evaluations (54 completed over the past 3 years and 48 
currently underway); publishing 12 Occasional Papers on A.I.D. 
programming topics (e.g. project design, monitoring and 
evaluation); completing 7 special evaluations requested by 
A.I.D. senior management; and completing and distributing two
 
syntheses of A.I.D. evaluations covering the years 1984-86.
 

The quantity of CDIE's in-depth, field based evaluation
 
work has contributed significantly to the Agency's overall
 
knowledge base of lessons learned even though its budget and
 
staff resources have been limited. CDIE's budget for
 
evaluation activities has decreased from about $1.7 million in
 
FY 1985 to $1.3 million in FY 1988. These reductions are
 
primarily the result of an overall cut in the Agency's budget.
 

Even though CDIE has made progress in building up the
 
Agency's knowledge base of lessons learned from experience,
 
CDIE still needs to develop better systems, techniques and
 
procedures to increase and better track utilization of lessons
 
learned in project and program assistance. Some of the
 
evaluation reports which have been reported to have had
 
specific program impact are the CDIE reports on Women in
 
Development, Social Marketing of Contraceptives, Agricultural
 
Higher Education series, Small Farmer Credit, U.S. Response to
 
the African Famine and Information Systems for Policy Reform
 
programs. However, CDIE has not developed a system to assess
 
or document the impact of its own program effectiveness.
 

Objective No. 4 - Promote the Use of Development Information 
and Evaluation by Other Donors and LDCs 

The Agency through CDIE has been influential in serving as
 
a model for other donor countries and organizations which,
 
having observed the CDIE approach, wish to combine their own
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evaluation and information systems into a similar single
 
interactive system. CDIE has assisted a total of 10 bilateral
 
donors in establishing such a system. In addition, CDIE has
 
worked closely with multilateral agencies including the World
 
Bank and UNDP, which have provided similar access by CDIE into
 
their information and data systems.
 

CDIE is active in its outreach to other organizations and
 
in network building. It has collaborated with some 33 national
 
and international information centers on sharing of development
 
information. On the domestic side, for example, it is
 
collaborating with the Peace Corps, USIA and the State
 
Department in the sharing of information and evaluation
 
materials.
 

Over the past three years, CDIE's Director has chaired the
 
Expert Group on aid Evaluation of the Organization for Economic
 
Cooperation and Development/Development Assistance Committee
 
(OECD/DAC). During this period impressive progress has been
 
made in the systematic sharing of information among DAC and
 
OECD members. Much of the progress achieved by DAC in this
 
area has been attributed by member countries to the leadership
 
of the Chairman and the example set by CDIE.
 

Examples of this progress include: (1) a focus on key
 
development issues as opposed to a preoccupation with
 
methodology and process; (2) establishment of an information
 
exchange system among DAC members for sharing of development
 
experience; and (3) production of reports on specific
 
evaluation topics, including a compendium of donor experience
 
with aid evaluations published in four languages, a report
 
categorizing and synthesizing issues from aid evaluations, a
 
review of non-project experience, and other reports on
 
cross-cutting issues such as rural development, sustainability,
 
women in development and environmental impact. The U.S.
 
Chairman played a key role in getting the DAC to sponsor an
 
international seminar with representatives from the developing
 
countries for the first time to promote the use'of evaluation
 
in their countries.
 

Other donor organizations have given high marks to CDIE on
 
the quality of its products and have also indicated that many
 
CDIE materials are used in their organizations. UNDP has
 
adopted the Development Experience Abstract four page format
 
developed by CDIE and is producing its own series based on this
 
format entitled "Findings".
 

Donors, both international and bi-lateral, appear to have
 
derived considerable benefit from CDIE leadership, initiative
 
and achievements. It is less clear how much this has benefited
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the Agency. In view of the small size of the CDIE staff and
 
its limited resources, the time and effort spent on this donor
 
coordination effort have probably diverted some of CDIE's
 
management and staff time away from its work for the Agency.
 

Objective No. 5 -- Stimulate Demand for Development Information 
and Evaluation by Marketing, Targeting and Tailoring CDIE 
Products and Services 

CDIE has taken a number of steps to market its development
 
information and evaluation services. Specifically, CDIE has
 
developed a variety of brochures, information packets,
 
newsletters and publications designed to increase the Agency's
 
staff awareness of CDIE services and capabilities. It has also
 
used seminars, workshops and Agency training programs as
 
techniques for increased utilization of CDIE products (i.e.
 
evaluations) and awareness of its services.
 

In order to overcome the communication problem associated
 
with physical separation from the main body of
 
A.I.D./Washington clients, CDIE has set up an information
 
center in the Department of State building. This center is
 
part of a larger effort to market and increase user awareness
 
of and demand for CDIE services. While there has been an
 
increase in demand for the use of CDIE services through the
 
center in New State, this demand has not been as great as
 
'originally expected. However, in the future, CDIE plans to set
 
up in this center a model Information Center for possible
 
replication by USAID Missions. . 

CDIE has continued to develop new products and services,
 
including the Occasional Paper series, MICRODIS, and the
 
Research and Reference Service. It has modified existing
 
products and services in both its Evaluation and Development
 
Information Divisions to meet client needs and to stimulate
 
additional demand.
 

Statistics provided by CDIE demonstrate a significant
 
increase in the requests for CDIE information and reference
 
services. For example, requests for Research and Reference
 
Services totaled over 12,000 in FY 1987 versus 11,000 requests
 
in FY 1986. During the first four months of FY 1988, requests
 
have been running at an annualized rate of over 18,800.
 

CDIE's Development Information Division has assisted 25
 
USAID Missions over the past 4 years in establishing or
 
expanding development information centers. Mission requests
 
for documents from the Documents and Information Handling
 
Facility have increased from 14,000 in 1984 to some 22,000 in
 
1987.
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CDIE has also introduced new or modified evaluation
 
products in an attempt to remain relevant to its clients' needs
 
and increase demand and use. An example is CDIE's redirection
 
of its Evaluation series to focus more on cross-cutting issues,
 
non-project assistance and special program evaluations.
 

CDIE management recognizes that the Center is a service
 
office, and has devoted substantial effort to making those
 
services known and to a continuous upgrade in service-to expand
 
its clientele.
 

Further improvements include attractive packaging, user
 
response forms, training classes, bibliographies and abstracts,
 
and growing sophistication in the use of data processing
 
systems. The steady and significant increase in use of the
 
materials and services of the office, doubling since 1985,
 
indicates that these measures are bringing some measure of
 
success.
 

Objective No. 6 - Upgrade the Quality of CDIE Products and 
Services 

CDIE has experienced dramatic growth in the content and
 
quality of its information data base over the past four years,
 
and has, for instance, entered into formal agreements to
 
exchange information with thirty-three organizations, national
 
and international, including the World Bank, the Canadian
 
International Development Resource Center, United Nations
 
Industrial Development Organization, the United Nations Centre
 
for Regional Development, UNCTAD/GATT and others. Informal
 
arrangements also exist with the International Monetary Fund,
 
the U.S. Department of Agriculture, U.S. Bureau of the Census,
 
National Technical Information Service, National Library of
 
Medicine and others.
 

The computerized Development Information System (DIS)
 
provides on-line access to citations of over 45,000 documents
 
for more than 6,000 projects. These documents are available on
 
microfiche and in paper copy.
 

The accessing system, MICRODIS, a software package, was
 
developed by CDIE to help USAID Missions manage and access
 
their document based development information. This package has
 
been installed in 21 organizations, including Private Voluntary
 
Organizations, USAIDS, and foreign governments and
 
organizations. Outstanding requests for MICRODIS installation
 
in French or Spanish have been received in the last six months
 
from seven organizations in four foreign countries. CDIE
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provides demonstration opportunities for potential MICRODIS
 
users. CDIE has also provided demonstrations or demonstration
 
copies to a broad range of organizations in-house, nationally,
 
and internationally since August of 1985. Sixty-three such
 
requests have been honored, eleven in 1985, twenty-seven in
 
1986, nineteen in 1987, and six in the first two months of 1988.
 

The A.I.D. Library, Research and Reference Service (which
 
now provides "value-added" information to requesters), Document
 
Handling Facility, USDA Technical Information Service, and the
 
Economic and Social Data service, have been used extensively by
 
those within and without the Agency and constitute the bulk of
 
requests for CDIE services. There has been growing demand on
 
CDIE resources as these services have become better known.
 

Of the 70 USAIDs, 66 have made use of CDIE's information
 
services. All services are free to the Missions, and CDIE has
 
taken a number of creative steps to inform Mission personnel
 
about its services and to upgrade such services to be
 
continuously more responsive through follow-up questionnaires,
 
video tapes, and personal presentations in training sessions
 
and in workshops and conferences. A training module on the
 
services of the office has been developed and is included in
 
the New Entry and Senior Executive Training Course offered by
 
A.I.D.
 

CDIE's management recognizes that as it moves to provide
 
ever-increasing and improved services the demand will grow.
 
With limited resources, CDIE faces the certain possibility that
 
this increased demand will very likely result in reduction in
 
the quality of service. On the other hand, the office
 
-continues to look ahead, and has developed and is investigating
 
the application of high density, mass storage devices
 
(optical/laser disks) which would enable storage of large
 
amounts of textual information as well as diagrammatic and
 
tabular information. Through the use of this technology
 
massive amounts of data could be placed on tiny disks and could
 
serve as mini-libraries and storage facilities in USAIDs.
 

The availability and potential of this technology has
 
become symbolic of a broader dichotomy between CDIE and IRM,
 
the office which sets the Agency standard in hardware and
 
software systems. Al1though there seems to be no question as to
 
the delineation of responsibility between the two offices: IRM
 
is a service office, and CDIE, in this instance, is the client,
 
it is not difficult to detect the differences between them.
 
CDIE is attempting to establish firmly A.I.D.'s lead as an
 
exceptional information source and model both for other Federal
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agencies and other donors. On the other hand, IRM in trying to
 
minimize costs seeks to ensure that an industry standard
 
prevails for each of the new technologies available before it
 
gives the approval for the purchase of the requisite hardware
 
and software.
 

The situation between CDIE and IRM is similar to the basic
 
conservative budget vs. high technology implementation dialogue
 
that has become the hallmark of corporate America. For CDIE to
 
succeed in obtaining this technology, it must make a compelling
 
case for its next move into the 21st Century in order to
 
maintain its leadership position. The reluctance of Agency
 
managers to buy into high tech systems leaves CDIE in the
 
position of having few strong allies on this issue. IRM is, it
 
appears, willing to accommodate the new technology, but does
 
not share the same sense of urgency and is driven by concerns
 
for agency-wide standardization to contain costs and facilitate
 
acquisition, training and servicing. Top management of both
 
offices is aware of both sides of this issue but has not worked
 
out the next steps'that should be taken to improve upon the
 
information storage and retrieval technology. Much more
 
discussion is needed between these offices if the Agency is to
 
move ahead with the new technology required.
 

The more highly visible function of CDIE, which actually
 
commands less in terms of resource allocation, is the
 
evaluation activity, which is divided into two functional
 
areas. First, it designs, implements, and publishes special
 
in-depth evaluative studies of A.I.D. projects, programs, and
 
policies, including impact evaluations focused on A.I.D.'s
 
performance in a specific sector, policy-oriented evaluations,
 
and evaluations of special programs, non-project assistance and
 
country assistance programs. The second function is to
 
encourage application of the findings of these evaluations to
 
decision making within the Agency as well as to provide support
 
for Agency decentralized evaluation activities. CDIE has made
 
great efforts to disseminate these materials, including
 
production of four page summary documents and lessons learned
 
extrapolations, placement of articles in A.I.D.'s Newspaper
 
(Front Lines), and in sponsorship of workshops and
 
conferences. Nevertheless, Agency readership and application,
 
while improving, appears to be uneven.
 

IV. PERFORMANCE IN PROVIDING SERVICE TO A.I.D. -BUREAUS, OFFICES
 
AND MISSIONS
 

CDIE is a service office. The collection and dissemination
 
of data, provision of data bases and relevant data transfer
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mechanisms, compilation and operation of the A.I.D. library,
 
and provision of evaluation guidance and design, as well as the
 
much-used research and reference capacity, are all client
 
useful service functions.
 

In order to have a market for the data which CDIE compiles
 
and stores, it is necessary that its services be known, that
 
the materials it collects and produces be relevant and valuable
 
to the Agency's managers and to others in the field of
 
development work and that the products of its systems be
 
readily accessible, understandable, timely and integrated into
 
the work of the Agency. However, CDIE has a continuing
 
problem, expressed succinctly by a former Mission Director and
 
current Bureau senior manager who had used CDIE extensively:
 
"How can this wonderful resource be made known to AID/W and
 
USAIDS so that it will be drawn on?"
 

The Center is physically isolated not only from its users
 
in the field, but from many of its users in Washington. In
 
addition, based on recurring comments from some outside of
 
CDIE, the Center is also isolated within the Agency in that its
 
management is not consistently included in policy level
 
meetings where strategic applications of information and of the
 
evaluation process might be discussed, and is not privy
 
firsthand to the discussions in which Agency policy and
 
directions are set. It is believed by many of those
 
interviewed that the inclusion of the Center's Director in
 
these formative meetings would be of value to all concerned in
 
highlighting little known data already in the system and
 
signalling areas of potential interest for future data
 
gathering and evaluation.
 

On the positive side, CDIE has developed an impressive
 
array of reference materials, including databases for Moody's,
 
Standard and Poor's, Dun & Bradstreet, the U.S. Yellow Pages, 
Who's Who, and others; the statistical data bases of the 
International Monetary Fund, the World Bank, the Food and
 
Agriculture Organization, the Organization for Economic
 
Cooperation and Development (OECD), and, in the United States,
 
the Bureau of Labor Statistics, the Department of Agriculture,
 
Donnelly, and Export Reports. Other data bases in the areas of
 
the U.S. Government, major U.S. Newspapers and wire services,
 
business, Research in Progress, agriculture, economics and
 
international organizations are also accessed. Research and
 
reference services are available on request which will search,
 
screen, assemble, and summarize information on any subject
 
relevant to AID's present concerns, although detailed value
 
added analysis is not within the purview or staff capacity of
 
the office. In addition, the Center conducts both an expert
 
search service and a quick reference service upon request.
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A further information service, the Economic and Social Data
 
Base (ESDB), is an automated computer system for the storage,
 
analysis and dissemination of economic and social statistical
 
data. The staff does analyze data and provide statistical
 
reports in response to specific information requests in this'
 
area.
 

In the Evaluation area, CDIE is responsible for A,I.D.'s
 
central evaluation functions and provides guidance and
 
technical assistance in the application of lessons from
 
A.I.D.'s experience to project design and implementation, as
 
well as for overall policy development.
 

With all of this available, it might be thought that the
 
staff would be inundated with requests for information and for
 
assistance. In reality, the use is uneven from Mission to
 
Mission and from office to office. The demand, while
 
increasing, seems to grow exponentially as a user has
 
experience with the products and responses of the Center. CDIE
 
is identified more closely with evaluation even though the
 
actual demand by users is heavier on the information, research
 
and reference side.
 

Numerous Missions responded to the AID/W inquiry on CDIE 
performance by cable. Several Mission Directors and former 
Mission Directors were interviewed as well. The general 
response was positive, depicting CDIE as responsive, relevant, 
and prompt. The most frequently expressed comment focused on 
the prompt manner in which the request was handled. A number 
of Missions indicated frequent use of CDIE services and 
characterized CDIE's function of serving as a central point for 
obtaining information as an invaluable asset. Specific remarks 
were also made concerning the importance and value of CDIE 
materials in project design and strategy conceptualization. In 
addition, special mention was made of the importance and 
convenience of the diskette library materials. While the bulk 
of comments focused on the information and research and
 
reference services of the Center, high marks were also given on
 
the overall quality of the Evaluation Handbook and the CDIE
 
Impact Evaluations.
 

Mission criticism was not overwhelming, but did in several
 
instances comment that some economic and social data
 
information is substantially out of date when received. One
 
Mission indicated that suggested revisions to this data are not
 
made. Several Missions indicated a need to be more selective
 
on the part of CDIE when providing responses and bibliographies
 
so as not to, in the words of one, "drown" the Missions in
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paper and information. The most frequent concern expressed
 
highlighted a lack of sufficient publicity on the various
 
services and materials which CDIE has to offer. Some Missions
 
indicated they would like to be more involved in setting the
 
CDIE evaluation agenda. The comments made about CDIE are
 
fairly uniform from the smaller to the largest Missions. It
 
was interesting to note that the more use a Mission has made of
 
CDIE's services, the more positive is the response to CDIE.
 

On balance, the responses from USAID Missions indicate that
 
they are well served by CDIE in light of its limited staff and
 
budgetary resources. Out of the total of some 70 USAID
 
Missions, 66 have had some interaction with CDIE, and interest
 
is growing in MICRODIS and other computer system interchanges
 
as CDIE continues to upgrade its capacity in this area. There
 
was also generally favorable, although not overwhelmingly I
 
positive, response on the part of the geographic Bureaus, where
 
the evaluation function appears to be much better known or
 
associated with CDIE than the information function.
 

The question of the contribution of CDIE's studies and
 
other outputs to the state-of-the-art must be looked at from
 
both the information and evaluation sides of the operation.
 
Consultations with other donors indicated that CDIE's
 
information system is a leader in its field among the donors.
 
The Canadian International Development Agency, the United
 
Nations and the World Bank are in various stages of plugging
 
into and emulating the CDIE system. The system developed by
 
CDIE is regarded as state-of-the-art by peer agencies, even
 
though some in the Agency belieye that the system is being
 
constrained in some respects by lack of access to the latest
 
technology for information systems. The document storage and
 
retrieval system, and the information search and summary
 
systems truly have given A.I.D. a memory--a memory that is
 
growing in its use by the Agency and yet still is greatly
 
under-utilized.
 

On the evaluation side, a good effort has been made to
 
insure the quality and relevance of CDIE studies. However,
 
evaluations by nature are retrospective. They look at what the
 
Agency has done in the past in order to gain insights into the
 
future. There is a tension between this aspect of evaluation
 
and the need for the Agency to use evaluation to look ahead in
 
its policy and program development.
 

There'is, in addition, a timeliness issue. A year or two
 
is required to carry out a major evaluation, as well as a year
 
or more for publication, creating a serious time-lag factor.
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This must be addressed if the Agency and the development
 
community are to achieve the desirable rapid feedback on the
 
results of CDIE evaluations and studies.
 

V. ORGANIZATIONAL PLACEMENT AND RESOURCE ADEQUACY
 

At the time the information and evaluation functions were
 
combined within PPC in 1983, the Agency envisioned that this
 
reorganization would bring a more rational and coherent
 
organizational structure to these key functions. It was also
 
believed that the restructuring would help to insure that the
 
Agency's evaluation, information and economic and social data
 
functions would be better integrated into the PPC Bureau's
 
central programming, economic analysis and policy functions.
 
While PPC has made an effort to achieve some integration of the
 
various functions to improve the Agency's overall economic
 
analysis, planning and policy responsibilities, the results
 
leave room for improvement.
 

Within PPC's current organizational structure, the Office
 
of Policy Development and Program Review (PDPR) is the Agency's
 
central source of expertise, information and guidance on major
 
policy issues and options on U.S. economic assistance matters.
 
The Office of Economic Affairs (EA) provides the expertise,
 
information and policy guidance on international economic
 
policy issues and longer term world-wide economic and social
 
trends, and provides in-depth analysis on developmental
 
problems. While these critical offices should be heavy users
 
of CDIE information, evaluation and data resources, this is not
 
the case. Rather, staff in these offices state that the kinds
 
of information being obtained and stored by CDIE are not the
 
right kinds of information needed or desired in their own
 
work. They further state that these data are often outdated
 
and are not stored in a usable form. Part of the problem
 
apparently is that much of CDIE's work deals with matters
 
past. As such, it is contended by these offices that CDIE is
 
not providing state-of-the-art material or the kinds of
 
information that these offices feel they need.
 

One of the problems hindering achievement of a more
 
functional integration of CDIE into the PPC Bureau has been the
 
physical isolation of CDIE which is located in Rosslyn,
 
Virginia. This has made it difficult to achieve the necessary
 
communication and interaction. CDIE has often operated on its
 
own with only general guidance on priorities for its work from
 
the Agency's senior management. If co-location of the various
 
CDIE offices is not possible in the near term, a greater effort
 
on the part of the Bureau will be required to overcome the
 



-16

adverse effects of this physical isolation and would seem to be
 
in order. This might include more frequent meetings and
 
interactions among these offices to exchange ideas and develop
 
common objectives.
 

Other options for the location of CDIE were explored and
 
included: (1) CDIE as a major office reporting directly to the
 
Administrator; (2) CDIE combined with the Policy Development
 
and Program Review Office in PPC; (3) movement of CDIE
 
evaluation functions to the geographic Bureaus; and (4)
 
establishment of CDIE within A.I.D. as a prestigious Center for
 
Development Studies, to include visiting fellows from academia
 
and elsewhere in the development community. This would include
 
long term training/study assignments for AID personnel. Each
 
of these options is discussed below.
 

The first option, that of establishing CDIE as a major
 
office reporting directly to the Administrator, is a popular
 
one for major corporations in the private sector. These
 
corporations have opted to place information and evaluation
 
functions near top management with a separate Vice-President to
 
cover such functions. This option offers the benefit of
 
placing considerable resources in the hands of top management
 
for use as a management tool thereby elevating the priority of
 
the function. From the perspective of Agency management,
 
however, such a move would add another staff supervision burden
 
to the Administrator's office. This could also result in
 
CDIE's being less of a service organization for the rest of the
 
Agency than it now is by isolating it at a higher level.
 

Another option explored was that of combining CDIE with
 
PPC's PDPR Office. While this might overcome the present
 
problem of insufficient integration into the policy process,
 
this appears to be an extreme solution to a communication
 
problem for which there are other and preferable solutions.
 
CDIE is designed to be a service organization while PDPR is
 
viewed to function in more of a critical review role. While
 
CDIE should feed the policy process, its evaluation and
 
information systems work should remain independent from the
 
high pressure environment of a policy office.
 

A third option explored was that of decentralizing the
 
evaluation functions to the geographic Bureaus. This option
 
was recommended as a method of placing the evaluation function
 
closer to the Agency's operational decision makers.
 
Nevertheless, the geographic Bureaus generally have given a low
 
priority to allocation of direct-hire positions for evaluation,
 
except for the Asia and Near East Bureau. Dismantling an
 
office with central focus and critical mass and a global as
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well as a geographic focus would not appear to offer advantages
 
toward improving the Agency's evaluation functions but would
 
more than likely result in the Agency's giving a lower priority
 
to its evaluation functions.
 

An additional option explored was that of establishing a
 
Center for Development Studies. This option offers the
 
advantage of giving the Agency a development studies "think
 
tank" and holds out the attraction of drawing highly qualified
 
professionals from the academic community and the private
 
sector to spend excursion tours in the Agency. Such an
 
approach could strengthen the quality of the Agency information
 
and evaluation services, as well as its links with academia and
 
the private sector. It could also provide the Agency with an
 
opportunity to give its operational staff an in-house
 
sabbatical period to write and reflect on personal development
 
experiences. The down-side of this option is the substantial
 
additional cost it could entail for the Agency.
 

Based on this review, CDIE appears to be properly placed as
 
a separate office within PPC. Its lack of proximity to the
 
rest of PPC and the geographic Bureau should be improved. In
 
addition, CDIE should be better integrated within the overall
 
decision making apparatus of the PPC Bureau.
 

In regard to the question of the adequacy of staff and
 
financial resources, CDIE in 1985 went through an Agency
 
mandated staff reduction as a part of an overall Agency staff
 
reduction exercise. CDIE staff was reduced by 40%. The
 
evaluation side of CDIE was harder hit. Effectively, the
 
evaluation staff declined from a level of 28 full and part time
 
staff, to 9 full and part time employees. This large loss in
 
staff has been offset slightly by the arrival of an Evaluation
 
Applications and Methods Contract (4 employees) with the 8(a)
 
firm of Labat-Anderson. Without this contract, the methodology
 
support and special studies functions of CDIE would be in
 
serious-difficulty.
 

The reduction has also had an impact on CDIE's evaluation
 
capability. Junior level positions have been dropped which has
 
resulted in professional staff performing far more
 
administrative and routine work than one would expect at the GS
 
13 and 14 levels. Field work has also been drastically
 
curtailed and contract employees, especially on the methods
 
side, have been used to take up some of the slack caused by the
 
direct hire cutbacks. Unfortunately, using contract employees
 
for themethodology work has left less money remaining for
 
impact type evaluations. These evaluations have been cut to
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about two topic series per year from an average of about four
 
in earlier years. CDIE has tried to compensate for these cuts
 
by increasing the number of desktop evaluations and special
 
studies, using both direct hire and contract employees. It has
 
become increasingly difficult for CDIE to obtain direct-hire
 
personnel for its evaluations due to the Agency's overall
 
reduction in personnel. Between one and two dozen of these
 
studies are done per year. The rationale has been that these
 
studies are cheap and can be done relatively quickly. Reports
 
on their quality have been mixed.
 

In contrast to this situation, the Development
 
Information side of CDIE over the same period has dropped from
 
11 to 9.4 full and part time direct hire positions. The cuts
 
in this area have been less severe since the Agency required a
 
basic core staff to maintain the basic data and information
 
systems. This small staff is further supplemented by two large
 
and two small contract operations. These four include a
 
Document and Information Handling Facility (25 contract
 
employees); a Research and Reference Service, including the AID
 
Library (18 contract employees); an Economic and Social Data
 
Service (5 contract employees); and a Technical Inquiry Service
 
(5 USDA RSSA employees). Contract levels have remained about
 
the same for the development information contracts, although
 
the Document Information and Handling contract has dropped 10
 
positions. This reduction was necessary because costs were
 
escalating and CDIE was unable to come up with the additional
 
funds required to maintain these positions.
 

The demand for and supply of services from CDIE has been
 
growing dramatically in recent years and there appears to be a
 
high degree of satisfaction with the speed and quality of
 
service in the development information areas. However, CDIE
 
management indicates that the service is being pushed to the
 
limit now and that quality and performance will fall off as
 
demand increases further. Moreover, as the Agency increasingly
 
focuses its program on the problems and prospects of economic
 
growth, new types of demand will be created in the area of
 
search synthesis and presentation--areas in which the
 
development information side of CDIE is not well staffed at the
 
present.
 

With respect to the budget, at $4.3 million, it has held
 
fairly steadily in the face of substantial Agency cutbacks.
 
CDIE feels that an increased budget to about $5 million total
 
would: permit extension of outreach through workshops and
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conferences; increase quality control by permitting use of peer
 
review panels; allow the performance of more impact studies;
 
and facilitate acquisition of more effective hardware and
 
software. Currently, it appears that staffing is about right
 
for the budget levels provided. However, there is no question
 
that additional staff will be required if CDIE is to meet the
 
anticipated growth and demand for its services. Some of those
 
interviewed have expressed concern that CDIE should have more
 
Foreign Service personnel on its'staff.
 

CDIE is a complex and multifaceted organization. It
 
engages in a broad range of services and activities. There are
 
many questions of opportunity costs and alternative uses of
 
staff and resources. These should be reviewed programmatically
 
and strategically by the Agency before substantive changes are
 
made. There clearly is room for improvement in the services
 
being provided but CDIE has shown professional growth and has
 
had a beneficial impact on the Agency and the development
 
community in general.
 

VI. CONCLUSIONS
 

CDIE appears to have a valid set of goals and objectives
 
and has made good progress toward achieving them. However, the
 
timing appears right for the Agency to consider more broadly
 
the strategic use of development information and to give a
 
higher priority to the application of evaluation results.
 

CDIE's management has done a remarkable job of
 
integrating and upgrading the information, evaluation and
 
evaluation methodology units that now constitute the Center and
 
of giving them substance and firm direction. Agency memory,
 
data and information systems are in place and functioning
 
well. CDIE has provided leadership both internationally and
 
within the Agency in the information and evaluation fields.
 
Nonetheless, challenges still remain. Achievements in one area
 
seem to create needs and opportunities in others.
 

In both its information and evaluation functions, CDIE
 
has attempted to link more effectively into Agency policy
 
priorities. Yet, there still is room for improvement. Perhaps
 
most important is that Agency senior management should take a
 
more active role in setting evaluation and information
 
priorities than is presently the case.
 

CDIE has made a tremendous effort through publications,
 
syntheses, workshops, guidelines and networking to make the
 
Agency aware of its services and to have them used in Agency
 
programs, especially in the field. Important inroads have been
 
made in some programs in which lessons learned from experience
 
and the Agency's memory have been used very effectively.
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However there persists a perception that Missions are not
 
taking full advantage in program design of the information,
 
lessons and guidelines that CDIE has to offer, despite the
 
requirement to do so set out in the Agency's handbooks.
 

The problem appears to be twofold. First, the Agency is
 
experiencing an information overload. Any service unit such as
 
CDIE faces a fiercely competitive information market. There is
 
a need to engage in fewer studies of higher priority and focus
 
on quality control, rapid turn-around time and face-to-face
 
dissemination and field utilization. Second, greater priority
 
should be given by the Agency to using the memory it has so
 
effectively put into place.
 

Despite this perception and problem, CDIE has been
 
effective in dissemination and marketing of its services.
 
Demand has increased overall by-some 200% in the past four
 
years. The problem exists, however, that utilization is
 
uneven, increasing geometrically in the Missions that have been
 
"reached" while remaining very thin or non-existent in others.
 
This suggests a considerable latent demand in the field and
 
Washington Bureaus and gives urgency to the question of whether
 
CDIE can cope, within present budget and staff resources, with
 
further marketing success.
 

CDIE has created for the Agency a position of leadership 
in the information and evaluation fields with the international 
donors. Several major donors are trying to emulate the 
combined information and evaluation approach pioneered by CDIE 
and have become part of an information sharing, electronically 
linked network promoted by CDIE. In evaluation, some have 
followed CDIE's lead in the type of evaluation and evaluation 
reporting they pursue. This leadership brings with it costs in 
time, energy and resources as well as obvious benefits. It may 
be time to consider cutting back on these activities. 

CDIE has attempted to keep the Agency in the lead
 
technologically as well in terms of the rapidly improving
 
computer and software applications in information storage,
 
retrieval, analysis and presentation. However, there is
 
tension between this desire on CDIE's part and the Agency's
 
management focus on standardization of computer technology
 
choices.
 

Organizationally, there is a range of options as to how
 
CDIE might be reorganized or located differently within the
 
Agency. However, most of those interviewed appear comfortable
 
with the present arrangement in PPC, calling only for closer
 
integration within PPC and greater physical proximity to the
 
geographic bureaus.
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EXECUTIVE SUMMARY
 

Pursuant to one of the requirements set forth in the 1988
 
Continuing Resolution, this report covers the management
 
assessment of the operation of the Center for Development
 
Information and Evaluation of the Bureau for Policy and Program
 
Coordination (CDIE/PPC). The report was based on data
 
collected through personnel and telephone interviews, review of
 
numerous documents and cable exchanges with USAID Missions.
 

Based on this review, it was determined that CDIE goals
 
and objectives generally 'remain valid. The Center has sought
 
to create a viable information and evaluation unit within the
 
Agency and to promote the development, storage, dissemination
 
and application of information and lessons learned. The Agency
 
needs to establish a policy for the strategic use of
 
development information and to give higher priority to the use
 
of evaluation in the Agency's decision making.
 

CDIE management and staff have done an outstanding job of
 
establishing the CDIE unit from information and evaluation
 
functions located in two separate Bureaus in the Agency. The
 
Center has established a credible A.I.D. memory, increased
 
dramatically the demand for its information services, provided
 
guidance and stewardship in evaluation and given the Agency a
 
position of leadership among the donor community in the
 
information and evaluation fields. There still is room for
 
improvement, however, especially in linking CDIE more
effectively into Agency policy priorities and promoting within
 
the Agency a wider knowledge of its available services.
 

Reports from the USAID Missions and A.I.D./Washington
 
offices generally are favorable towards CDIE, especially with
 
respect to information services. Nonetheless, there does
 
persist a clear perception that the results of CDIE evaluations
 
and lessons learned are not regularly or evenly used in Mission
 
project and program development exercises. There is a need for
 
more targeting of evaluation studies for users.
 

Organizationally, the concensus is that CDIE is properly
 
located and organized but suffers from a lack of physical
 
access to and integration with the rest of PPC and the
 
geographic Bureaus. CDIE is doing its job well with its
 
existing staff and budget resources, but may be required to
 
make some internal resource adjustments to increase the
 
utilization of its evaluation results and information
 
services. If the demand for CDIE services continues to grow,
 
and budget and staff allocations remain at present levels, the
 
quality of CDIE's product will undoubtedly suffer.
 



I. INTRODUCTION
 

In response to a requirement contained in the FY 1988
 
Continuing Resolution, the A.I.D. Administrator appointed a
 
team to assess the management and performance of the Center for
 
Development Information and Evaluation (CDIE) of the Bureau of
 
Policy and Program Coordination (PPC). The team was composed
 
of three career A.I.D. Foreign Service professionals and one
 
outside consultant.
 

The team decided to focus the assessment on four basic
 
questions asked in the legislation. In addition to reviewing
 
documentation describing the Center's goals, objectives and
 
programs, and reports on program achievement, the team agreed
 
to hold a schedule of "off the record" interviews with
 
representatives of other Bureaus and Offices, USAID Missions
 
and others doing business with CDIE. The Center, itself, was
 
cooperative and produced quickly, efficiently, and in very
 
usable form all documents and materials requested during the
 
course of this management study.
 

Interviews were conducted with current and previous senior
 
officials of the Bureau of Policy and Program Coordination, the
 
Division Chiefs and other senior staff of CDIE, Mission
 
Directors, officers of other Central and Regional Bureaus, and
 
representatives of major donors and international organizations
 
during the course of the assessment.
 

The initial meetings, with senior officers of the PPC
 
Bureau and the CDIE Office, were attended by the entire team.
 
Subsequent interviews with other offices and organizations were
 
carried out by dividing the full team up into sub-teams of two
 
members each.
 

Cabled field responses to a general inquiry concerning
 
interaction and responsiveness were reviewed by the entire team
 
and the results were incorporated into the assessment.
 

All material collected was reviewed and discussed. Based
 
on these discussions, individual team members drafted assigned
 
sections of the report. The drafts were then critiqued and
 
edited by each team member. The final edited report was
 
endorsed fully by the team.
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II. VALIDITY OF GOALS AND OBJECTIVES
 

A 1982 General Accounting Office Report entitled 
"Experience -- a Potential Tool for Improving U.S. Assistance 

Abroad", criticized A.I.D. for failing to use its experience in 
the management of the foreign assistance program. The Agency's 
response was to undertake in 1983 a major reorganization of its 
evaluation and information functions. As a result, a new 
Office of Evaluation and Development Information Services 
(EDIS) was established in the Bureau for Policy Planning and
 
Coordination (PPC) by combining two divisions of the former
 
Development Information Utilization Services (DIU) of the
 
Science and Technology Bureau (S&T) and two divisions of the
 
Office of Evaluation within PPC that dealt with evaluation
 
studies and program evaluation systems. At the time of the
 
establishment of this new office, A.I.D. envisioned that it
 
would help the Agency to:
 

-- rebuild analytical capacity 
-- focus on user needs for information 
-- keep the memory and library functions more in touch with 

their clientele
 
-- bridge the gap between "evaluation methods" and
 

"evaluation studies".
 

In 1984, EDIS was renamed the Center for Development
 
Information and Evaluation (CDIE). The overall goal of CDIE
 
was defined as: the fostering of the use of development
 
information in support of A.I.D.'s assistance effort. This
 
goal was expected to be achieved by:
 

--	 acquiring and analyzing information on A.I.D.'s
 
development experience and transforming it into
 
meaningful program planning guidance;
 

--	 promoting the application of lessons of experience in 
program planning and management, and in policy 
formulation; 

--	 increasing A.I.D. staff awareness and use of evaluation 
and development information; and 

--	 extending development information and evaluation 
experience and methods to the LDCs and other aid donors 
as an integral part of program management. 

In furtherance of this goal, CDIE has established the
 
following specific objectives over the FY 1984 to 1988 period:
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1. 	To establish a new unit within A.I.D. to promote the use of
 
development information and assist the Agency in learning
 
from experience.
 

2. 	To improve the management of Agency programs by promoting
 
the systematic use of information for decision making.
 

3. 	To enhance A.I.D.'s knowledge of lessons from experience in
 
key development topics.
 

4. 	To promote the use of development information and
 
evaluation and the use of lessons of experience by other
 
donors and LDCs.
 

5. 	To stimulate a demand for development information and
 
evaluation by marketing, targeting and tailoring CDIE
 
products.and services for users, in particular USAID
 
Missions.
 

6. 	To upgrade the quality of CDIE products and services.
 

While CDIE's goals and objectives basically are valid as
 
currently stated,-modifications or additions should be made to
 
take into account the Agency's need to: (1) develop an overall
 
policy on the strategic use of development information; (2)
 
give higher priority and importance to the role evaluation
 
should have in policy, program, project approval and decision
 
making processes at the senior-management level; and _(3)
 
improve the overall quality of the Agency's evaluation reports.
 

III. HOW WELL CURRENTLY STATED GOALS AND OBJECTIVES ARE BEING
 
ACHIEVED
 

Objective No. 1 - Establish a New Unit to Promote the Use of 
Development Information 

The decision to create CDIE from two former separate units
 
was sound. CDIE's establishment has helped to overcome the
 
problems of responding to user needs for information, keeping
 
the memory and library functions more in touch with their users
 
and bridging the gap between evaluation methods and studies.
 
The appointment of a highly respected Senior A.I.D. Foreign
 
Service Officer with the rank of Associate Assistant
 
Administrator, reporting directly to the Assistant
 
Administrator for Program and Policy Coordination has helped to
 
give the Center more clout within the Agency. CDIE management
 
and staff have done an excellent job of pulling the two
 
previously separate units together by integrating, staffing,
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upgrading and modernizing them and giving them more outreach to
 
the USAID Missions and the development community as a whole.
 
While there has been a decline in the Agency's overall budget,
 
PPC has continued to give CDIE high budgetary priority within
 
the Bureau.
 

CDIE is a complex, yet well-functioning unit. It has
 
evolved over the past five years as a unit with organizational
 
identity, teamwork and a common'sense of purpose. While CDIE
 
has made significant achievements, there still are a few areas
 
where further progress is needed. One of these is the need to
 
integrate CDIE into the overall operations of the PPC Bureau.
 
In addition CDIE has not been able to acquire the necessary
 
technology available for information collection, presentation
 
and distribution, including production of color graphics, use
 
of telecommunications for sending information quickly, and
 
compact disk storage technology. While these technologies are
 
available and desired by Agency analysts--especially
 
economists, other social scientists, and program officers--the
 
Agency has made a conscious decision to proceed slowly on the
 
adoption of these technologies until industry standards have
 
been established.
 

Objective No. 2 - Systematic Use of Information for Decision 
Making 

Since 1984, CDIE has made an effort to enhance the use of
 
development information and evaluation as a management tool for
 
the Agency's decision makers. One important approach has been
 
through direct technical assistance to USAID Missions in the
 
areas of information needs assessments, library development,
 
statistical analysis support, evaluation planning and project
 
evaluations. There are numerous examples of CDIE's having
 
provided this assistance and USAID Missions have commented
 
favorably on such support.
 

Another approach used by CDIE has been the planning, design
 
and pilot testing of a new workshop on "Collaborative
 
Evaluations". The purpose of the workshop is to provide the
 
geographic Bureaus with a model workshop through which key
 
Missions and counterpart agencies could be oriented to the
 
importance of evaluative information as a program management
 
tool. Since 1985 CDIE has held workshops in collaboration with
 
the geographic Bureaus in Tunisia, Bangladesh, Costa Rica,
 
Egypt, Ecuador, Senegal and Kenya. Other workshops are being
 
planned for Nepal, Guatemala and the Regional Development
 
Office in the Caribbean. A state-of-the-art workshop on the
 
measurement of program impact, especially in agriculture and
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rural development programs, was held and included staff from
 
A.I.D., World Bank, UN, IFAD and various universities. Without
 
exception, the geographic and central Bureaus, as well as the
 
USAID Missions, have highly praised the quality of these
 
workshops.
 

Another of CDIE's major accomplishments over the past year
 
has been the publication of the "A.I.D. Evaluation Handbook",
 
which establishes the Agency's policy and basic procedures for
 
evaluations. This document seeks to lay out an evaluation
 
process that is useful to the Agency in its decision making and
 
management processes. A companion video tape has also been
 
made available. In general, the overall reaction to this
 
handbook has been very positive.
 

Other guidelines and manuals developed or published in
 
cooperation with other Bureaus by CDIE over the past three
 
years in its series on Program, Design and Evaluation, and
 
Methodology include: "Selecting Data Collection Methods and
 
Preparing Contractor Scopes of Work"; "Evaluation Guidance for
 
Non-project Assistance: Commodity Import Programs"; "An
 
approach to Evaluating the Impact of A.I.D. Projects"; "A
 
Manual for Evaluating Small Scale Enterprise Development
 
Projects"; "Conducting Group Interviews in Developing
 
Countries"; "Guidelines for Data Collection, Monitoring and
 
Evaluation Plans for A.I.D."; and "Rapid, Low Cost Data
 
Collection Methods for A.I.D."
 

In the area of economic and social data collection, CDIE is
 
establishing the Country Trends Monitoring Network (CTM/N) to
 
facilitate the exchange of country trends data between and
 
among A.I.D./Washington Offices and the USAID missions. This
 
network uses standardized classifications and coding schemes in
 
the computerization of the Agency's data bases and standardized
 
formats for the exchange of data. The principal mode developed
 
for data exchanges is computer diskette, and the development of
 
the network includes plans for converting existing country
 
diskettes into a two-way data exchange system. Currently, the
 
network is being field tested in one or two USAID Missions in
 
each region and the full system is scheduled to be inaugurated
 
in August 1988. Once this system is established, it should
 
eliminate one of the principal complaints of the Agency's
 
economists which is that the economic and social data obtained
 
by CDIE from international sources is too outdated to be useful.
 

Another tool that CDIE has used successfully for promoting
 
development information and evaluation as a management tool is
 
the periodic meetings of the CDIE led Project Evaluation
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Committee composed of the evaluation officers from each of the
 
central and geographic Bureaus. This Committee is used by CDIE
 
to discuss common evaluation problems and issues, share news of
 
the Agency's evaluations activities and coordinate evaluation
 
initiatives, methodologies and findings. Members of the
 
Committee interviewed during the course of this assessment have
 
found the committee to be useful for the exchange of
 
information and as a vehicle for learning about new Agency
 
evaluation initiatives.
 

Objective No.3 - Enhance A.I.D.'s Knowledge Base of Lessons 
from Experience 

CDIE has pursued this objective by carrying out individual
 
evaluations (54 completed over the past 3 years and 48
 
currently underway); publishing 12 Occasional Papers on A.I.D.
 
programming topics (e.g. project design, monitoring and
 
evaluation); completing 7 special evaluations requested by
 
A.I.D. senior management; and completing and distributing two
 
syntheses of A.I.D. evaluations covering the years 1984-86.
 

The quantity of CDIE's in-depth, field based evaluation
 
work has contributed significantly to the Agency's overall
 
knowledge base of lessons learned even though its budget and
 
staff resources have been limited. CDI'E's budget for
 
evaluation activities has decreased from about $1.7 million in
 
FY 1985 to $1.3 million in FY 1988. These reductions are
 
primarily the result of an overall cut in the Agency's-budget.
 

Even though CDIE has made -progress in building up the
 
Agency's knowledge base of lessons learned from experience,
 
CDIE still needs to develop better systems, techniques and
 
procedures to increase and better track utilization of lessons
 
learned in project and program assistance. Some of the
 
evaluation reports which have been reported to have had
 
specific program impact are the CDIE reports on Women in
 
Development, Social Marketing of Contraceptives, Agricultural
 
Higher Education series, Small Farmer Credit, U.S. Response to
 
the African Famine and Information Systems for Policy Reform
 
programs. However, CDIE has not developed a system to assess
 
or document the impact of its own program effectiveness.
 

Objective No. 4 - Promote the Use of Development Information 
and Evaluation by Other Donors and LDCs 

The Agency through CDIE has been influential in serving as
 
a model for other donor countries and organizations which,
 
having observed the CDIE approach, wish to combine their own'
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evaluation and information systems into a similar single
 
interactive system. CDIE has assisted a total of 10 bilateral
 
donors in establishing such a system. In addition, CDIE has
 
worked closely with.multilateral agencies including the World
 
Bank and UNDP, which have provided similar access by CDIE into
 
their information and data systems.
 

CDIE is active in its outreach to other organizations and
 
in network building. It has collaborated with some 33 national
 
and international information centers on sharing of development
 
information. On the domestic side, for example, it is
 
collaborating with the Peace Corps, USIA and the State
 
Department in the sharing of information and evaluation
 
materials.
 

Over the past three years, CDIE's Director has chaired the
 
Expert Group on aid Evaluation of the Organization for Economic
 
Cooperation and Development/Development Assistance Committee
 
(OECD/DAC). During this period impressive progress has been
 
made in the systematic sharing of information among DAC and
 
OECD members. Much of the progress achieved by DAC in this
 
area has been attributed by member countries to the leadership
 
of the Chairman and the example set by CDIE.
 

Examples of this progress include: (1) a focus on key
 
development issues as opposed to a preoccupation with
 
methodology and process; (2) establishment of an information
 
exchange system among DAC members for sharing of development
 
experience; and (3) production of reports on specific
 
evaluation topics, including a compendium of donor experience
 
with aid evaluations published in four languages, a report
 
categorizing and synthesizing issues from aid evaluations, a
 
review of non-project experience, and other reports on
 
cross-cutting issues such as rural development, sustainability,
 
women in development and environmental impact. The U.S.
 
'Chairman played a key role in getting the DAC to sponsor an
 
international seminar with representatives from the developing
 
countries for the first time to promote the use of evaluation
 
in their countries.
 

Other donor organizations have given high marks to CDIE on
 
the quality of its products and have also indicated that many
 
CDIE materials are used in their organizations. UNDP has
 
adopted the Development Experience Abstract four page format
 
developed by CDIE and is producing its own series based on this
 
format entitled "Findings".
 

Donors, both international and bi-lateral, appear to have
 
derived considerable benefit from CDIE leadership, initiative
 
and achievements. It is less clear how much this has benefited
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the Agency. In view of the small size of the CDIE staff and
 
its limited resources, the time and effort spent on this donor
 
coordination effort have probably diverted some of CDIE's
 
management and staff time away from its work for the Agency.
 

Objective No. 5 -- Stimulate Demand for Development Information 
and Evaluation by Marketing, Targeting and Tailoring CDIE 
Products and Services 

CDIE has t'aken a number of steps to market its development
 
information and evaluation services. Specifically, CDIE has
 
developed a variety of brochures, information packets,
 
newsletters and publications designed to increase the Agency's
 
staff awareness of CDIE services and capabilities. It has also
 
used seminars, workshops and Agency training programs as
 
techniques for increased utilization of CDIE products (i.e.
 
evaluations) and awareness of its services.
 

In order to overcome the communication problem associated
 
with physical separation from the main body of
 
A.I.D./Washington clients, CDIE has set up an information
 
center in the Department of State building. This center is
 
part of a larger effort to market and increase user awareness
 
of and demand for CDIE services. While there has been an
 
increase in demand for the use of CDIE services through the
 
center in New State, this demand has not been as great as
 
originally expected. However, in the future, CDIE plans to set
 
up in this center a model Information Center for possible
 
replication by USAID Missions.
 

CDIE has continued to develop new products and services,
 
including the Occasional Paper series, MICRODIS, and the
 
Research and Reference Service. It has modified existing
 
products and services in both its Evaluation and Development
 
Information Divisions to meet client needs and to stimulate
 
additional demand.
 

Statistics provided by CDIE demonstrate a significant
 
increase in the requests for CDIE information and reference
 
services. For example, requests for Research and Reference
 
Services totaled over 12,000 in FY 1987 versus 11,000 requests
 
in FY 1986. During the first four months of FY 1988, requests
 
have been running at an annualized rate of over 18,800.
 

CDIE's Development Information Division has assisted 25
 
USAID Missions over the past 4 years in establishing or
 
expanding development information centers. Mission requests
 
for documents from the Documents and Information Handling
 
Facility have increased from 14,000 in 1984 to some 22,000 in
 
1987.
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CDIE has also introduced new or modified evaluation
 
products in an attempt to remain relevant to its clients' needs
 
and increase demand and use. An example is CDIE's redirection
 
of its Evaluation series to focus more on cross-cutting issues,
 
non-project assistance and special program evaluations.
 

CDIE management recognizes that the Center is a service 
office, and has devoted substantial effort to making those 
services known and to a continuous upgrade in service to expand 
its clientele. 

Further improvements include attractive packaging, user
 
response forms, training classes, bibliographies and abstracts,
 
and growing sophistication in the use of data processing
 
systems. The steady and significant increase in use of the
 
materials and services of the office, doubling since 1985,
 
indicates that these measures are bringing some measure of
 
success.
 

Objective No. 6 - Upgrade the Quality of CDIE Products and 
Services 

CDIE has experienced dramatic growth in the content and 
quality of its information data base over the past four years, 
and has, for instance, entered into formal agreements to 
exchange information with thirty-three organizations, national 
and international, including the World Bank, the Canadian 
International Development Resource Center, United Nations 
Industrial Development Organization, the United Nations Centre 
for Regional Development, UNCTAD/GATT and others. Informal 
arrangements also exist with the International Monetary Fund,
 
the U.S. Department of Agriculture, U.S. Bureau of the Census,
 
National Technical Information Service, National Library of
 
Medicine and others.
 

The computerized Development Information System (DIS) 
provides on-line access to citations of over 45,000 documents 
for more than 6,000 projects. These documents are available on 
microfiche and in paper copy.
 

The accessing system, MICRODIS, a software package, was
 
developed by CDIE to help USAID Missions manage and access
 
their document based development information. This package has
 
been installed in 21 organizations, including Private Voluntary
 
Organizations, USAIDS, and foreign governments and
 
organizations. Outstanding requests for MICRODIS installation
 
in French or Spanish have 'been received in the last six months
 
from seven organizations in four foreign countries. CDIE
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provides demonstration opportunities for potential MICRODIS
 
users. CDIE has also provided demonstrations or demonstration
 
copies to a broad range of organizations in-house, nationally,
 
and internationally since August of 1985. Sixty-three such
 
requests have been honored, eleven in 1985, twenty-seven in
 
1986, nineteen in 1987, and six in the first two months of 1988.
 

The A.I.D. Library, Research and Reference Service (which
 
now provides "value-added" information to requesters), Document
 
Handling Facility, USDA Technical Information Service, and the
 
Economic and Social Data service, have been used extensively by
 
those within and without the Agency and constitute the bulk of
 
requests for CDIE services. There has been growing demand on
 
CDIE resources as these services have become better known.
 

Of the 70 USAIDs, 66 have made use of CDIE's information
 
services. All services are free to the Missions, and CDIE has
 
taken a number of creative steps to inform Mission personnel
 
about its services and to upgrade such services to be
 
continuously more responsive through-follow-up questionnaires,
 
video tapes, and personal presentations in training sessions
 
and in workshops and conferences. A training module on the
 
services of the office has been developed and is included in
 
the New Entry and Senior Executive Training Course offered by
 
A.I.D. 

CDIE's management recognizes that as it moves to provide 
ever-increasing and improved services the demand will grow. 
With limited resources, CDIE faces the certain possibility that 
this increased demand will very likely result in reduction in 
the quality of service. On the other hand, the office 
continues to look ahead, and has developed and is investigating 
the application of high density, mass storage devices 
(optical/laser disks) which would enable storage of large
 
amounts of textual information as well as diagrammatic and
 
tabular information. Through the use of this technology
 
massive amounts of data could be placed on tiny disks and could
 
serve as mini-libraries and storage facilities in USAIDs.
 

The availability and potential of this technology has
 
become symbolic of a broader dichotomy between CDIE and IRM,
 
the office which sets the Agency standard in hardware and
 
software systems. Although there seems to be no question as to
 
the delineation of responsibility between the two offices: IRM
 
is a service office, and CDIE, in this instance, is the client,
 
it is not difficult to detect the differences between them.
 
CDIE is attempting to establish firmly A.I.D.'s lead as an
 
exceptional information source and model both for other Federal
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agencies and other donors. On the other hand, IRM in trying to
 
minimize costs seeks to ensure that an industry stahdard
 
prevails for each of the new technologies available before it
 
gives the approval for the purchase of the requisite hardware
 
and software.
 

The situation between CDIE and IRM is similar to the basic
 
conservative budget vs. high technology implementation dialogue
 
that has become the hallmark of corporate America. For CDIE to
 
succeed in obtaining this technology, it must make a compelling
 
case for its next move into the 21st Century in order to
 
maintain its leadership position. The reluctance of Agency
 
managers to buy into high tech systems leaves CDIE in the
 
position of having few strong allies on this issue. IRM is, it
 
appears, willing to accommodate the new technology, but does
 
not share the same sense of urgency and is driven by concerns
 
for agency-wide standardization to contain costs and facilitate
 
acquisition, training and servicing. Top management of both
 
offices is aware of both sides of this issue but has not worked
 
out the next steps that should be taken to improve upon the
 
information storage and retrieval technology. Much more
 
discussion is needed between these offices if the Agency is to
 
move ahead with the new technology required.
 

The more highly visible function of CDIE, which actually
 
commands less in terms of-resource allocation, is the
 
evaluation activity, which is divided into two functional
 
areas. First, it designs, implements, and publishes special
 
in-depth evaluative studies of A.I.D. projects, programs, and
 
policies, including impact evaluations focused on A.I.D.'s
 
performance in a specific sector, policy-oriented evaluations,
 
and evaluations of special programs, non-project assistance and
 
country assistance programs. The second function is to
 
encourage application of the findings of these evaluations to
 
decision making within the Agency as well as to provide support
 
for Agency decentralized evaluation activities. CDIE has made
 
great efforts to disseminate these materials, including
 
production of four page summary documents and lessons learned
 
extrapolations, placement of articles in A.I.D.'s Newspaper
 
(Front Lines), an'd in sponsorship of workshops and
 
conferences. Nevertheless, Agency readership and application,
 
while improving, appears to be uneven.
 

IV. PERFORMANCE IN PROVIDING SERVICE TO A.I.D. BUREAUS, OFFICES
 

AND MISSIONS
 

CDIE is a service office. The collection and dissemination
 
of data, provision of data bases and relevant data transfer
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mechanisms, compilation and operation of the A.I.D. library,
 
and provision of evaluation guidance and design, as well as the
 
much-used research and reference capacity, are all client
 
useful service functions.
 

In order to have a market for the data which CDIE compiles
 
and stores, it is necessary that it's services be known, that
 
the materials it collects and produces be relevant and valuable
 
to the Agency's managers and to others in the field of
 
development work and that the products of its systems be
 
readily accessible, understandable, timely and integrated into
 
the work of the Agency. However, CDIE has a continuing
 
problem, expressed succinctly by a former Mission Director and
 
current Bureau senior manager who had used CDIE extensively:
 
"How can this wonderful resource be made known to AID/W and
 
USAIDS so that it will be drawn on?"
 

The Center is physically isolated not only from its users
 
in the field, but from many of its users in Washington. In
 
addition, based on recurring comments from some outside of
 
CDIE, the Center is also isolated within the Agency in that its
 
management is not consistently included in policy level
 
meetings where strategic applications of information and of the
 
evaluation process might be discussed, and is not privy
 
firsthand to the discussions in which Agency policy and
 
directions are set. It is believed by many of those
 
interviewed that the inclusion of the Center's Director in
 
these formative meetings would be of value to all concerned in
 
highlighting little known data already in the system and
 
signalling areas of potential interest for future data
 
gathering and evaluation.
 

On the positive side, CDIE has developed an impressive
 
array of reference materials, including databases for Moody's,
 
Standard and Poor's, Dun & Bradstreet, the U.S. Yellow Pages,
 
Who's Who, and others; the statistical data bases of the
 
International Monetary Fund, the World Bank, the Food and
 
Agriculture Organization, the Organization for Economic
 
Cooperation and Development (OECD), and, in the United States,
 
the Bureau of Labor Statistics, the Department of Agriculture,
 
Donnelly, and Export Reports. Other data bases in the areas of
 
the U.S. Government, major U.S. Newspapers and wire services,
 
business, Research in Progress, agriculture, economics and
 
international organizations are also accessed. Research and
 
reference services are available on request which will search,
 

screen, assemble, and summarize information on any subject
 
relevant to AID's present concerns, although detailed value
 
added analysis is not within the purview or staff capacity of
 
the office. In addition, the Center conducts both an expert
 
search service and a quick reference service upon request.
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A further information service, the Economic and Social Data
 
Base (ESDB), is an automated computer system for the storage,
 
analysis and dissemination of economic and social statistical
 
data. The staff does analyze data and provide statistical
 
reports in response to specific information requests in this
 
area.
 

In the Evaluation area, CDIE is responsible for A.I.D.'s
 
central evaluation functions and provides guidance and
 
technical assistance in the application of lessons from
 
A.I.D.'s experience to project design and implementation, as
 
well as for overall policy development.
 

With all of this available, it might be thought that the
 
staff would be inundated with requests for information and for
 
assistance. In reality, the use is uneven from Mission to
 
Mission and from office to office. The demand, while
 
increasing, seems to grow exponentially as a user has
 
experience with the products and responses of the Center. CDIE
 
is identified more closely with evaluation even though the
 
actual demand by users is heavier on the information, research
 
and reference side.
 

Numerous Missions responded to the AID/W inquiry on CDIE
 
performance by cable. Several Mission Directors and former
 
Mission Directors were interviewed as well. The general
 
response was positive, depicting CDIE as responsive, relevant,
 
and prompt. The most frequently expressed comment focused on
 
the prompt manner in which the request was handled. A number
 
of Missions indicated frequent use of CDIE services and
 
characterized CDIE's function of serving as a central point for
 
obtaining information as an invaluable asset. Specific remarks
 
were also made concerning the importance and value of CDIE
 
materials in project design and strategy conceptualization. In
 
addition, special mention was made of the importance and
 
convenience of the diskette library materials. While the bulk
 
of comments focused on the information and research and
 
reference services of the Center, high marks were also given on
 
the overall quality of the Evaluation Handbook and the CDIE
 
Impact Evaluations.
 

Mission criticism was not overwhelming, but did in several
 
instances comment that some economic and social data
 
information is substantially out of date when received. One
 
Mission indicated that suggested revisions to this data are not
 
made. Several Missions indicated a need to be more selective
 
on the part of CDIE when providing responses and bibliographies
 
so as not to, in the words of one, 'drown' the Missions in
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paper and information. The most frequent concern expressed
 
highlighted a lack of sufficient publicity on the various
 
services and materials which CDIE has to offer. Some Missions
 
indicated they would like to be more involved in setting the
 
CDIE evaluation agenda. The comments made about CDIE are
 
fairly uniform from the smaller to the largest Missions. It
 
was interesting to note that the more use a Mission has made of
 
CDIE's services, the more positive is the response to CDIE.
 

On balance, the responses from USAID Missions indicate that
 
they are well served by CDIE in light of its limited staff and
 
budgetary resources. Out of the total of some 70 USAID
 
Missions, 66 have had some interaction with CDIE, and interest
 
is growing in MICRODIS and other computer system interchanges
 
as CDIE continues to upgrade its capacity in this area. There
 
was also generally favorable, although not overwhelmingly
 
positive, response on the part of the geographic Bureaus, where
 
the evaluation function appears to be much better known or
 
associated with CDIE than the information function.
 

The question of the contribution of CDIE's studies and
 
other outputs to the state-of-the-art must be looked at from
 
both the information and evaluation sides of the operation.
 
Consultations with other donors indicated that CDIE's
 
information system is a leader in its field among the donors.
 
The Canadian International Development Agency, the United
 
Nations and the World Bank are in various stages of plugging
 
into and emulating the CDIE system. The system developed by
 
CDIE is regarded as state-of-the-art by peer agencies, even
 
though some in the Agency believe that the system is being
 
constrained in some respects by lack of access to the latest
 
technology for information systems. The document storage and
 
retrieval system, and the information search and summary
 
systems truly have given-A.I.D. a memory--a memory that is
 
growing in its use by the Agency and yet still is greatly
 
under-utilized.
 

On the evaluation side, a good effort has been made to
 
insure the quality and relevance of CDIE studies. However,
 
evaluations by nature are retrospective. They look at what the
 
Agency has done in the past in order to gain insights into the
 
future. There is a tension between this aspect of evaluation
 
and the need for the Agency to use evaluation to look ahead in
 
its policy and program development.
 

There is, in addition, a timeliness issue. A year or two
 
is required to carry out a major evaluation, as well as a year
 
or more for publication, creating a serious time-lag factor.
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This must be addressed if the Agency and the development
 
community are to achieve the desirable rapid feedback on the
 
results of CDIE evaluations and studies.
 

V. ORGANIZATIONAL PLACEMENT AND RESOURCE ADEQUACY
 

At the time the information and evaluation functions were
 
combined within PPC in 1983, the Agency envisioned that this
 
reorganization would bring a more rational and coherent
 
organizational structure to these key functions. It was also
 
believed that the restructuring would help to insure that the
 
Agency's evaluation, information and economic and social data
 
functions would be better integrated into the PPC Bureau's
 
central programming, economic analysis and policy functions.
 
While PPC has made an effort to achieve some integration of the
 
various functions to improve the Agency's overall economic
 
analysis, planning and policy responsibilities, the results
 
leave room for improvement.
 

Within PPC's current organizational structure, the Office
 
of Policy Development and Program Review (PDPR) is the Agency's
 
central source of expertise, information and guidance on major
 
policy issues and options on U.S. economic assistance matters.
 
The Office of Economic Affairs (EA) provides the expertise,
 
information and policy guidance on international economic
 
policy issues and longer term world-wide economic and social
 
trends, and prov-ides in-depth analysis on developmental
 
problems. While these critical offices should be heavy users
 
of CDIE information, evaluation and data resources, this is not
 
the case. Rather, staff in these offices state that the kinds
 
of information being obtained and stored by CDIE are not the
 
right kinds of information needed or desired in their own
 
work. They further state that the-se data are often outdated
 
and are not stored in a usable form. Part of the problem
 
apparently is that much of CDIE's work deals with matters
 
past. As such, it is contended by these offices that CDIE is
 
not providing state-of-the-art material or the kinds of
 
information that these offices feel they need.
 

One of the problems hindering achievement of a more
 
functional integration of CDIE into the PPC Bureau has been the
 

physical isolation of CDIE which is located in Rosslyn,
 
Virginia. This has made it difficult to achieve the necessary
 

its
communication and interaction. CDIE has often operated on 

own with only general guidance on priorities for its work from
 

the Agency's senior management. If co-location of the various
 
CDIE offices is not possible in the near term, a greater effort
 
on the part of the Bureau will be required to overcome the
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adverse effects of this physical isolation and would seem to be
 
in order. This might include more frequent meetings and
 
interactions among these offices to exchange ideas and develop
 
common objectives.
 

Other options for the location of CDIE were explored and
 
included: (1) CDIE as a major office reporting directly to the
 
Administrator; (2) CDIE combined with the Policy Development
 
and Program Review Office in PPC; (3) movement of CDIE
 
evaluation functions to the geographic Bureaus; and (4)
 
establishment of CDIE within A.I.D. as a prestigious Center for
 
Development Studies, to include visiting fellows from academia
 
and elsewhere in the development community. This would include
 
long term training/study assignments for AID personnel. Each
 
of these options is discussed below.
 

The first option, that of establishing CDIE as a major
 
office reporting directly to the Administrator, is a popular
 
one for major corporations in the private sector. These
 
corporations have opted to place information and evaluation
 
functions near top management with a separate Vice-President to
 
cover such functions. This option offers the benefit of
 
placing considerable resources in 'the hands of top management
 
for use as a management tool thereby elevating the priority of
 
the function. From the perspective of Agency management,
 
however, such a move would add another staff supervision burden
 
to the Administrator's office. This could also result in
 
CDIE's being less of a service organization for the rest of the
 
Agency than it now is by isolating it at a higher level.
 

'Another option explored was that of combining CDIE with
 
PPC's PDPR Office. While this might overcome the present
 
problem of insufficient integration into the policy process,
 
this appears to be an extreme solution to a communication
 
problem for which there are other and preferable solutions.
 
CDIE is designed to be a service organization while PDPR is
 
viewed to function in more of a critical review role. While
 
CDIE should feed the policy process, its evaluation and
 
information systems work should remain independent from the
 
high pressure environment of a policy office.
 

A third option explored was that of decentralizing the
 
evaluation functions to the geographic Bureaus. This option
 
was recommended as a method of placing the evaluation function
 
closer to the Agency's operational decision makers.
 
Nevertheless, the geographic Bureaus generally have given a low
 
priority to allocation of direct-hire positions for evaluation,
 
except for the Asia and Near East Bureau. Dismantling an
 
office with central focus and critical mass and a global as
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well as a geographic focus would not appear to offer advantages
 
toward improving the Agency's evaluation functions but would
 
more than likely result in the Agency's giving a lower priority
 
to its evaluation functions.
 

An additional option explored was that of establishing a
 
Center for Development Studies. This option offers the
 
advantage of giving the Agency a development studies "think
 
tank" and holds out the attraction of drawing highly qualified
 
professionals from the academic community and the private
 
sector to spend excursion tours in the Agency. Such an
 
approach could strengthen the quality of the Agency information
 
and evaluation services, as well as its links with academia and
 
the private sector. It could also provide the Agency with an
 
opportunity to give its operational staff an in-house
 
sabbatical period to write and reflect on personal development
 
experiences. The down-side of this option is the substantial
 
additional cost it could entail for the Agency.
 

Based on this review, CDIE appears to be properly placed as
 
a separate office within PPC. Its lack of proximity to the
 
rest of PPC and the geographic Bureau should be improved. In
 
addition, CDIE should be better integrated within the overall
 
decision making apparatus of the PPC Bureau.
 

In regard to the question of the adequacy of staff and
 
financial resources, CDIE in 1985 went through an Agency
 
mandated staff reduction as a part of an overall Agency staff
 
reduction exercise. CDIE staff was reduced by 40%. The
 
evaluation side of CDIE was harder hit. Effectively, the
 
evaluation staff declined from a level of 28 full and part time
 
staff, to 9 full and part time employees. This large loss in
 
staff has been offset'slightly by the arrival of an Evaluation
 
Applications and Methods Contract (4 employees) with the 8(a-)
 
firm of Labat-Anderson. Without this contract, the methodology
 
support and special studies functions of CDIE would be in
 
serious difficulty.
 

The reduction has also had an impact on CDIE's evaluation
 
capability. Junior level positions have been dropped which has
 
resulted in professional staff performing far more
 
administrative and routine work than one would expect at the GS
 
13 and 14 levels. Field work has also been drastically
 
curtailed and contract employees, especially on the methods
 
side, have been used to take up some of the slack caused by the
 
direct hire cutbacks. Unfortunately, using contract employees
 
for the methodology work has left less money remaining for
 
impact type evaluations. These evaluations have been cut to
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about two topic series per year from an average of about four
 
in earlier years. CDIE has tried to compensate for these cuts
 
by increasing the number of desktop evaluations and special
 
studies, using both direct hire and contract employees. It has
 
become increasingly difficult for CDIE to obtain direct-hire
 
personnel for its evaluations due to the Agency's overall
 
reduction in personnel. Between one and two dozen of these
 
studies are done per year. The rationale has been that these
 
studies are cheap and can be done relatively quickly. Reports
 
on their quality have been mixed.
 

In contrast to this situation, the Development
 
Information side of CDIE over the same period has dropped from
 
11 to 9.4 full and part time direct hire positions. The cuts
 
in this area have been less severe since the Agency required a
 
basic core staff to maintain the basic data and information
 
systems. This small staff is further supplemented by two large
 
and two small contract operations. These four include a
 
Document and Information Handling Facility (25 contract
 
employees); a Research and Reference Service, including the AID
 
Library (18 contract employees); an Economic and Social Data
 
Service (5 contract employees); and a Technical Inquiry Service
 
(5 USDA RSSA employees). contract levels have remained about
 
the same for the development information contracts, although
 
the Document Information and Handling contract has dropped 10
 
positions. This reduction was necessary because costs were
 
escalating and CDIE was unable to come up with the additional
 
funds required to maintain these positions.
 

The demand for and supply of services from CDIE has been
 
growing dramatically in recent years and there appears to be a
 
high degree of satisfaction with the speed and quality of
 
service in the development information areas. However, CDIE
 
management indicates that the service is being pushed to the
 
limit now and that quality and performance will fall off as
 
demand increases further. Moreover, as the Agency increasingly
 
focuses its program on the problems and prospects of economic
 
growth, new types of demand will be created in the area of
 
search synthesis and presentation--areas in which the
 
development information side of CDIE is not well staffed at the
 
present.
 

With respect to the budget, at $4.3 million, it has held
 
fairly steadily in the face of substantial Agency cutbacks.
 
CDIE feels that an increased budget to about $5 million total
 
would: permit extension of outreach through workshops and
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conferences; increase quality control by permitting use of peer

review panels; allow the performance of more impact studies;
 
and facilitate acquisition of more effective hardware and
 
software. Currently, it appears that staffing is about right
 
for the budget levels provided. However, there is no question
 
that additional staff will be required if CDIE is to meet the
 
anticipated growth and demand for its services. Some of those
 
interviewed have expressed concern that CDIE should have more
 
Foreign Service personnel on its staff.
 

CDIE is a complex and multifaceted organization. It
 
engages in a broad range of services and activities. There are
 
many questions of opportunity costs and alternative uses of
 
staff and resources. These should be reviewed programmatically
 
and strategically by the Agency before substantive changes are
 
made. There clearly is room for improvement in the services
 
being provided but CDIE has shown professional growth and has
 
had a beneficial impact on the Agency and the development
 
community in general.
 

VI. CONCLUSIONS
 

CDIE appears to have a valid set of goals and objectives
 
and has made good progress toward achieving them. However, the
 
timing appears right for the Agency to consider more broadly

the strategic use of development information and to'give a
 
higher priority to the application of evaluation results.
 

CDIE's management has done a remarkable job of
 
integrating and upgrading the information, evaluation and
 
evaluation methodology units that now constitute the Center and
 
of giving them substance and firm direction. Agency memory,

data and information systems are in place and functioning
 
well. CDIE has provided leadership both internationally and
 
within the Agency in the information and evaluation fields.
 
Nonetheless, challenges still remain. Achievements in one area
 
seem to create needs and opportunities in others.
 

In both its information and evaluation functions, CDIE
 
has attempted to link more effectively into Agency policy

priorities. Yet, there still is room for improvement. Perhaps
 
most important is that Agency senior management should take a
 
more active role in setting evaluation and information
 
priorities than is presently the case.
 

CDIE has made a tremendous effort through publications,
 
syntheses, workshops, guidelines and networking to make the
 
Agency aware of its services and to have them usedin Agency
 
programs, especially in the field. Important inroads have been
 
made in some programs in which lessons learned frm experience
 
and the Agency's memory have been used very effectively.
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However there persists a perception that Missions are not
 
taking full advantage in program design of the information,
 
lessons and guidelines that CDIE has to offer, despite the'
 
requirement to do so set out in the Agency's handbooks.
 

The problem appears to be twofold. First, the Agency is
 
experiencing an information overload. Any service unit such as
 
CDIE faces a fiercely competitive information market. There is
 
a need to engage in fewer studies of higher priority and focus
 
on quality control, rapid turn-around time and face-to-face
 
dissemination and field utilization. Second, greater priority
 
should be given by the Agency to using the memory it has so
 
effectively put into place.
 

Despite this perception and problem, CDIE has been
 
effective in dissemination and marketing of its services.
 
Demand has increased overall by some 200% in the past four
 
years. The problem exists, however, that utilization is
 
uneven, increasing geometrically in the Missions that have been
 
"reached" while remaining very thin or non-existent in others.
 
This suggests a considerable latent demand in the field and
 
Washington Bureaus and gives urgency to the question of whether
 
CDIE can cope, within present budget and staff resources, with 
further marketing success. 

CDIE has created for the Agency a position of leadership
 
in the information and evaluation fields with the international
 
donors. Several major donors are trying to emulate the
 
combined information and evaluation approach pioneered by CDIE
 
and have become part of an information sharing, electronically
 
linked network promoted by CDIE. In evaluation, some have
 
followed CDIE's lead in the type of evaluation and evaluation
 
reporting they pursue. This leadership brings with it costs in
 
time, energy and resources as well as obvious benefits. It may
 
be time to consider cutting back on these activities.
 

CDIE has attempted to keep the Agency in the lead
 
technologically as well in terms of the rapidly improving
 
computer and software applications in information storage,
 
retrieval, analysis and presentation. However, there is
 
tension between this desire on CDIE's part and the Agency's
 
management focus on standardization of computer technology
 
choices.
 

Organizationally, there is a range of options as to how
 
CDIE might be reorganized or located differently within the
 
Agency. However, most of those interviewed appear comfortable
 
with the present arrangement in PPC, calling only for closer
 
integration within PPC and greater physical proximity to the
 
geographic bureaus.
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EXECUTIVE SUMMARY
 

The Health Office of the A.I.D. Science & Technology Bureau
 
manages a large and technically complex research and field
 
support program. Its responsibilities and workload increased
 
dramatically in 1985 when the Congress appropriated $85 million
 
additional funds for Child Survival. Today, the combination of
 
health, child survival and AIDS appropriations make health the
 
second larg4" Agency program. The Office plays a major role
 
in the planning, implementation and monitoring of that
 
initiative, in concert with the Child Survival Task Force,
 
regional bureaus and field missions. In early 1985 the Office
 
had 16 full-time equivalent (FTE) staff positions and a $24.8
 
million budget (OYB). In 1988 it has 20 FTE staff positions
 
and a $63.1 million OYB. To cope with the additional workload
 
the Office employs 18 additional (outside of ceiling) full and
 
part-time staff.
 

S The research projects (11) and field service projects (21) are
 
directed toward high priority health problems confronting LDCS,
 
focussed for the most part on "child survival" interventions.
 
Taken together, immunizations and diarrheal diseases receive
 
the great majority of the Office's time and money. Research is
 
applied rather than basic, with the exception of malaria
 
vaccine development, and field support projects are oriented
 
toward improving service delivery and impacts.
 

Office performance is considered to be good despite its heavy
 
workload. Research projects appear to be achieving their
 
objectives, although impacts of such projects are difficult to
 
assess. Field support project "clients", regional bureaus and
 
missions for the most part, express almost universal
 
satisfaction with the quality of services received.
 
Quantitatively, the project contractors have undertaken an
 
impressive number of assignments in almost all A.I.D.
 
countries. They have made a major contribution to expanding
 
and strengthening child survival programs around the world.
 
The Office is well regarded by its international agencies, and
 
A.I.D.
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The expanded role noted above has caused some strains within
 
the Office and with regional bureaus and missions. The most
 
significant ones are summarized below.
 

- The Office does not have enough full-time regular A.I.D. 
employees to manage the program at its current level. Some 
project officers (Cognizant Technical Officers) are unable to 
devote adequate time to monitoring their projects and 
contractors. The Office should not undertake new projects 
until adequate staff is available. 

- The program consumes a large proportion of A.I.D.'s total 
health/child survival budget (24% in FY89) (exclusive of 
special AIDs funds). Indeed, as A.I.D.'s Child Survival effort 
results in expanded mission bilateral projects, there may well 
be a competition between ST/H and the missions for funds. 

- Field support technical assistance has become highly 
concentrated in the ST/H contractors as a result of quality 
performance, efficiencies of centralized resources, and 
convenience of contract "buy-ins". But, regional bureaus are 
not full partners in the planning, development and 
implementation of those "field support" projects intended to 
meet their needs.
 

- The Child Survival Task Force has done an excellent job 
coordinating the Initiative, but has generated confusion about 
organizational responsibilities among regional bureau and ST/H 
staff. This has apparently contributed to the mediocre 
performance of the Health Sector Council. 

- It should be noted that a number of the projects in the 
Office portfolio, which have been regarded by regional bureaus 
as of lowest priority, have come into existence in response to
 
specific Congressional interests.
 

The Office objectives remain valid and performance is good, but
 
Agency management must consider carefully the appropriate scale
 
of effort the Office should strive for considering financial
 
and human resource constraints facing A.I.D. as a whole.
 

I. Introduction
 

In the Omnibus Continuing Resolution for fiscal year 1988,
 
Congress instructed A.I.D. to prepare reports assessing the
 
management and performance of several offices including that of
 
the Office of Health in the Directorate for Health, Bureau for
 
Science and Technology (ST/H). These reports were to assess,
 
inter alia, the validity of the goals and objectives of the
 
Office; how well those goals are being achieved; the
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performance of the Office in providing services, as
 
appropriate, to other bureau offices and/or to the Agency's
 
overseas Missions; and, given competing demands being placed on
 
overall Agency resources, whether appropriate personnel and
 
funding resources are being made available for the Office. As
 
further explained by the Senate Appropriations Committee, these
 
reports were to consider whether these offices "...are
 
achieving their stated objectives, whether these objectives can
 
be achieved more efficiently through an alternative
 
organizational structure, and whether, in fact, these
 
objectives remain valid in light of funding and personnel
 
limitations.,"
 

In terms of methodology, the team interviewed more than 45
 
people, reviewed the comments from more than 60 cables from
 
field missions, and reviewed a substantial mass of
 
documentation.
 

Background
 

A.I.D. has maintained a central office of health for many years
 
with the objective of supporting research and development on
 
technologies of importance to the developing countries, and
 
providing technical support to its missions and regional
 
bureaus. The Office was part of the Technical Assistance
 
Bureau and Development Support Bureau prior to 1981 when the
 
current Science and Technology Bureau was created.
 

During the 1970s the Office focussed on health sector
 
management and planning methodologies in order to assist A.I.D.
 
countries build their health delivery system institutional
 
infrastructures, identify priority health problems and allocate
 
resources to address them. Bio medical research was limited,
 
although the malaria vaccine research program which continues
 
today was begun then.
 

The orientation began to change in the early 1980s to a more 
disease-specific, and targetted field service program, 
commensurate with the development of focussed health program 
strategies being prepared by the regional bureaus and PPC. By 
1982/1983 A.I.D health officers had targetted infant mortality 
reduction as their primary objective, in line with prevailing 
primary health care goals of WHO and UNICEF and selected oral 
rehydration therapy, immunizations,nutrition and family 
planning as their preferred tools. Several ST/H field support 
projects were started during 1981-1983 to assist with that 
Agency-wide initiative (Primary Health Care Operations Research 
- 1981, MEDEX - 1983, Primary Health Care Technologies-
1983). A.I.D. adopted a Health Sector Policy in December 1982 
which defined these policy directions and introduced a new 
Health.Sector Strategy in May 1983 which provided guidelines 
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for the development of Bureau and country assistance programs.
 
This process led to definition of the Child Survival
 
initiative, in concert with WHO, UNICEF and others, and
 
resulted, in FY 1985, in appropriation by Congress of $85
 
million additional funds for this purpose. An Agency Child
 
Survival Task Force was created to coordinate and monitor the
 
Initiative, but the bulk of the operational workload at the
 
central level fell on the S&T Bureau Health Office.
 
Subsequently, the Agency also received significant funding
 
earmarked for AIDS activities. With the advent of the Child
 
Survival and AIDS funds, ST/H was dramatically changed. In
 
1984 the Office had 16 staff (FTE positions) and its operating
 
year budget (0YB) was $24.8 million. In 1988 it has 20
 
authorized (FTE) positions and 38 total staff, and $63.1
 
million OYB.
 

Office Objectives
 

Program direction for the Office is guided by a number of 
Agency statements of objectives, functions and 
responsibilities. The Team reviewed statements included in the 
FY 88 Congressional Presentation (CP) covering a) A.I.D's 
Health Objectives and b) Central Programs Functions, Handbook 
17 Statement of Functions for ST/H, and ST/H Statement of 
Responsibilities. They are consistent in their focus on a) 
development and adaptation of new technologies through 
research, b) application of research results through technical 
assistance to the field, and c) provision of technical 
coordination for A.I.D. 

Substantively, the FY 88 CP states the Agency's overall health
 
objectives as follows:
 

- Reduce infant and early child mortality and morbidity; 
- Ensure that gains are sustained; 
- Reduce maternal mortality and morbidity; 
- Develop new cost-effective technologies and improved 

systems for delivery of child survival services in
 
primary health care programs; and
 

- support other health interventions in LDCs where they 
are required.
 

The statements are consistent in their emphasis on technology
 
development and field support, and yet provide considerable
 
latitude for interpretation concerning relative priority and
 
specific subjects to be pursued. The Team assessed Office
 
performance against its three functions of research, field
 
support, and technical coordination.
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II. PERFORMANCE
 

A. Research & Technology Development
 

1. The research portfolio consists of 11 projects whose
 
life-of-project funding exceeds $200 million. Table 1 below
 
provides a complete list of the projects with their starting
 
and termination dates, principal contractors, funding and ST/H
 
project officer. The projects concentrated on a few high
 
priority subjects, mostly concerned with "child survival."
 
Several projects include many components, sub-projects, or
 
grantees, which complicate their management.
 

A rough analysis of the portfolio reveals that six projects are
 
devoted directly to problems confronting diarrheal disease and
 
immunization interventions of child survival programs in the
 
field. They are projects 5928, 5940, 5947, 5952, 5951.01
 
(Sub-project), and 5920. Three of them are devoted to
 
diarrheal disease control (5928,5940 and 5952), two deal with
 
immunizations (5947 and 5951.01) and one is concerned with
 
child survival service delivery systems across the board (5920).
 

Three other research projects .support child survival 
objectives, but less directly than the six projects cited 
above. They are 0453 (Malaria Immunity and Vaccine Research), 
5967 (Malaria Field Trials) and 5935 (Diatech). And two 
projects appear to be unrelated to the Agency's child survival 
strategy - 1126 (Tropical Disease Research) and 5957 
(Americares).
 

2. The Team found that the research portfolio corresponds
 
closely to the Office's (and Agency's) objectives. It is
 
tightly focussed, for the most part, on high priority field
 
problems and is mostly applied research which promises usable
 
results in relatively short time periods. Exceptions to the
 
first criterion are the TDR annual grant to WHO, and
 
Americares. The first is the Agency-wide policy of supporting
 
WHO, while Americares was in response to a special interest.
 
The malaria vaccine research program represents very long-term
 
basic research which contrasts greatly with the rest of the
 
portfolio.
 

3. Should A.I.D. be involved in basic research such as the
 
malaria vaccine research program? We encountered strong views
 
among persons interviewed and from reports,as to whether the
 
Office should continue to support the malaria vaccine research
 
program. In fact, the malaria vaccine activity introduces the
 
question as to whether AID should ever again attempt to
 
undertake long term basic research of this nature. Most
 
members of the Team would opt for not undertaking long term
 
basic research again. One member believed that A.I.D. should
 



- 6 

engage in supporting basic research on major LDC related
 
problems, but should find ways to reduce the direct management
 
burden of such involvement. Malaria vaccine research is basic
 
scientific research as distinct from applied research, and
 
poses a special opportunity as well as a significant concern.
 
As a serious LDC health problem it is a legitimate AID and CS
 
priority. With no U.S. domestic interest in malaria, it is not
 
appropriate for NIH attention. DOD interest is restricted to
 
temporary protection of healthy adult males. Consequently
 
malaria vaccine research is almost an international research
 
orphan. AID has invested or projected $89 million in vaccine
 
research as well as $5 million in field trials over the past
 
twenty years. Until recently (according to informed sources)
 
AID appeared to be on the verge of a breakthrough, but current
 
success is now estimated at from anywhere from two years to
 
indefinite. Concern-has been expressed whether AID should
 
persist in this area of basic research which takes
 
approximately $10.0 million annually from the ST/H budget.
 
Supporting termination would be (1) AID's lack of USDH
 
scientific personnel capable of managing basic research in
 
malaria vaccine, (2) indefinite time frame, (3) indefinite
 
funding required. Supporting continuation would be the (1)
 
huge investment in terms of time, money and expertise already
 
provided, (2) possible nearness of success, (3) scourge that
 
malaria is in terms not only of human health and suffering, but
 
in terms of hampered economic development and (4) lack, of
 
predominant interest in the problem by other health research
 
agencies. The team does not have the expertise to make a firm
 
recommendation, but concludes that malaria vaccine research
 
needs periodic (annual?) intensive progress review which
 
maximizes cooperative interaction with all USG and donor
 
entities involved in malaria vaccine research.
 

4. The research program is the product of extensive
 
interaction with U.S. and international experts in the fields
 
in which AID is involved, as well as of internal AID policy and
 
programmatic strategies. ST/H has sought and obtained guidance
 
for its research agenda from technical advisory groups which it
 
has sponsored or in which it participates, including the
 
following:
 

- NIH, Expanded Biomedical Research Opportunities in
 
Developing countries. An External advisory Panel recommended
 
approaches AID should take with respect to ARI, diarrheal
 
diseases parasitic diseases, and viral diseases. 12/82
 

- NAS (BOSTID), Establishing Priorities for New Vaccine
 
Development. 1982
 

- AID, Malaria Strategy Workshop. External experts 
encouraged AID to continue investing in vaccine research. 1983 
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- WHO, Advisory Committee on Medical Research (ACMR). 
Recommended health research strategy for supporting Health for 
All by the Year 2000. 1985 

- NIH (Institute of Medicine), New Vaccine Development 
Priorities. 1986 

- BOSTID, U.S. Capacity to Address Tropical Problems. 1986 

- Global Task Force on Child Survival. 1985 

- WHO, Advisory Groups on Diarrheal Disease Control Program 
and EPI Program. Ongoing
 

In addition to periodic guidance from the external advisory
 
groups cited above, the Office receives feedback from AID's
 
Research Advisory Committee (RAC) composed of about 20 outside
 
experts representing universities and private industry. Its
 
Panel on AID's Health Research Strategy met in October 1986 and
 
again in September 1987 to review the overall research
 
program. The conclusion of the second review was that
 
"...AID's health research program appears to be a vigorous and
 
productive one, whose principal resources are directed toward
 
important issues."
 

In fact the Panel identified only one project which it felt was 
of marginal value - Pediatric Chronic Diarrheal Disease (5940)
not because of the subject itself but because it was devoted to 
basic research at a single U.S. institution with little 
experience with developing country problems. This project was 
included in the Office's research program as a result of 
Congressional interest. 

The Team concurs with the RAC's overall assessment and found
 
that the research program is closely linked to the ST/H "field
 
support" projects and Mission health programs as well. Indeed,
 
we found that AID's field operations (Missions), technical
 
support (Regional Bureau and ST/H), and research (ST/H)
 
programs are focussed on the same set of priority health
 
problems characterized, for the most part, as child survival,
 
with increasing concentration on diarrheal and immunizable
 
diseases which impact primarily on infant and young child
 
mortality.
 

5. The research portfolio consumes approximately 55% of the
 
total Office budget, excluding AIDS funds. The RAC urged that
 
more funds be devoted to the ST/H research program, if
 
available. However, the Team feels that, given ST/H's other
 
important task of mission support, the current proportion of
 
ST/H funds devoted to research should not be increased.
 



- 8 -


One way to minimize this potential conflict is for ST/H to
 
design research projects which can collaborate with planned or
 
ongoing research programs supported by Mission projects,
 
thereby reducing the need for central funds to set up parallel
 
research projects. One team member cannot determine whether olk
 
not the current proportion of funds devoted to research in ST/H
 
should be decreased. This distribution should be a function of
 
the nature of the problem, the role of A.I.D. can play in the
 
larger arena of health science, and the extent to which
 
A.I.D.'s imvolvement focuses attention on a research agenda
 
particularly important to the LDCs. A.I.D.'s approach to
 
research should be integrated and involve both mission and
 
central capabilities. Where USAIDs are able to convince
 
recipients of bilateral assistance to participate financially
 
in these research efforts, the overall effort is strengthened.
 
There will be occasions, however, where S&T may have to bear
 
the largest share of overall research funding. This does not
 
alleviate the need for research coordination which must be ,
 
improved to ensure maximum return for the dollar. In addition
 
mission operational projects can provide vehicles for ST/H to
 
add research components. We understand that the PRICOR project
 
does this now. The Office should make a careful survey of
 
Mission-funded research and operational activities to identify
 
suitable candidates.
 

6. The eleven ST/H research projects are managed by one GS
 
career AID officer, one US Public Health Service officer on
 
loan from CDC, and two Interdepartmental Paricipating Agency
 
(IPA) experts on loan from Johns Hopkins University and State
 
of Maryland. The Office Director, RAC and this Team agree that
 
the research program management and staffing is a major problem
 
confronting the Office.
 

Problems include excessive workload for the Cognizant Technical
 
Officers (CTO) as the project officers are called, who all have
 
additional duties as well, unfamiliarity with AID procedures,
 
system and field programs (PHS and IPA), lack of clerical
 
assistance, and frequent turnover of CTOs. Despite agreement
 
on the nature and severity of the problem, the Office, RAC and
 
Team each offers different solutions. As part of a general
 
reorganization plan, the Bureau proposes to create a separate
 
Research Office which would have the effect of giving greater
 
stature to that function and obtain additional CTO positions
 
(AID and/or PHS) for technical experts. In contrast, the RAC
 
recommends that ST/H delegate much of the research project
 
management responsibility to U.S. universities. The Team
 
agrees with neither position and proposes instead that the
 
Office assign AID career health officers (FS and GS) as project
 
officers to manage the research projects, as it now does for
 
the field support projects, and retain non-career technical
 
experts to serve as resident staff advisors for the principal
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subject areas (diarrheal disease, immunizations and malaria).
 
The latter would assist with all Office projects in their
 
respective fields. This issue is discussed more fully in
 
Section III.
 

B. FIELD SUPPORT
 

1. Performance
 

a. The field support project portfolio is tightly focussed on 
the Agency's child survival priorities. The projects which 
provide services directly to the field are organized 
"categorically" or "vertically". Each of the following 
projects is devoted to one functional problem or intervention: 
WASH - water & sanitation, HEALTHCOM - communications, PRITECH 
- ORT, SUPPORT - ORS, , VBC - vector borne diseases, and 
AIDSTECH - AIDS. One project, REACH, addresses two subjects, 
immunization and health care financing. Each is implemented by 
a prime contractor and various sub-contractors. (See Table 1). 

The rest of the field support projects provide a variety of
 
services, or people to missions, ST/H or other entities (e.g.
 
Peace Corps) to help them pursue AID's child survival and AIDS
 
initiatives, for the most part. Projects which do not fit that
 
description are Asia-Pacific Public Health Management,
 
Development of International Linkages in Medical Education with
 
African and Caribbean Countries (Morehouse College), Milwaukee
 
International Health Training Center, and MEDEX. Those four
 
were all initiated by the Office in response to strong
 
Congressional support and all are scheduled to terminate in
 
1988 or 1989.
 

b. Field support project performance has been very good.
 
Regional bureau and mission representatives give high marks to
 
the technical performance of the consultants provided through
 
the ST/H field support projects. What criticism there has been
 
has centered almost exclusively on issues of planning and
 
arranging the services, and is directed at both the ST/H office
 
as well as the contractor. But, that criticism is remarkably
 
infrequent and mild considering the large number of assignments
 
performed, often under difficult circumstances. No
 
comprehensive record exists covering all of the projects, but
 
from a cursory review of reports, analysis of field cabled
 
comments and the Team interviews, it is apparent that the field
 
support projects have played a major role in planning,
 
designing and supporting implementation of a large number of
 
mission health projects. In fact, they have been associated in
 
some way with almost all of the current mission projects.
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c. Field support projects are diverse in their objectives and
 
types of services provided. Some are pro-active whereas others
 
are reactive, by design. Some provide long-term and short-term
 
services, whereas others provide only one or the other. Some
 
include a "research" or technology development component and
 
others do not. Although they all collect technical information
 
related to their subjects, only some are expected to actively
 
disseminate it. Table 2 below illustrates this diversity in
 
matrix form.
 

As a rule, the "proactive" projects are those which were
 
initiated to promote priority child survival interventions,
 
encourage missions to include them in bilateral projects, and
 
provide long-term technical services in some countries to
 
accomplish that end, if necessary. PRITECH, REACH and
 
HEALTHCOM fit that description. Reactive projects provide
 
short-term services for important but lower priority
 
interventions which are prominent in many missions' health
 
portfolios. WASH and VBC fit that description.
 

Although complaints from missions and regional bureaus are
 
.relatively few, they relate almost exclusively to the more
 
pro-active projects. Problems seem to arise over selection of
 
"emphasis countries" for long-term work, inability to respond
 
because of excess demand and lack of funds, difficulty in
 
identifying consultants in certain fields (health care
 
financing), and short turn-around time given by missions.
 

d. Agency initiatives in AIDS appear to be proceeding
 
coherently and expeditiously.
 

AIDS as health problem confronting A.I.D. burst into life in FY
 
86 with an initial funding of $2 million. Subsequently in FY
 
87 A.I.D. committed $17 million to the AIDS programs. In FY 88
 
Congress earmarked $30 million to continue AIDS prevention and
 
control programs. ST/H's responses was to create the AIDS
 
Technical Support Project (936-5972) which has two principal
 
components AIDSTECH and AIDSCOM. Both components are designed
 
to complement WHO activities and to assist LDC governments to
 
set up AIDS detection, control and prevention programs. Field
 
support is emphasized over research.
 

AIDS activities are coordinated-through the AIDS Working Group
 
which meets weekly and involves both S&T offices and regional
 
bureaus. Management of AIDSTECH resides in S&T Health, while
 
AIDSCOM management has been conferred on S&T Education.
 

A.I.D.'s creation of an S&T project and the establishment of
 
the Working Group have probably been the quickest possible
 
response to provide field support for this new health crisis.
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However, use of the working group coordinating concept needs to
 
be monitored to assure it is discontinued as soon as AIDS
 
activities have become incorporated into normal implementation
 
procedures.
 

e. The Office does not offer a field support
 
project/contractor for health services planning and management
 
generally, although that was the main emphasis of its program
 
prior to 1980. Persons interviewed in ST/H and the regional
 
bureaus feel generally that most planning and management
 
requirements are met through the existing projects in the
 
context of strenghening health systems to accomplish concrete
 
intervention-specific objectives. In addition, PRICOR is
 
analyzing these issues through its operations research work and
 
the Office makes available services of three Indefinite
 
Quantity Contractors (IQC) for health planning and delivery
 
systems consultant services. Furthermore, missions frequently
 
provide overall planning and management technical assistance
 
through their bilateral project contractors. The Team
 
concludes that those needs are being met satisfactorily through
 
present mechanisms.
 

f. AID health sector technical services have become highly
 
concentrated in the ST/H project contractors. The Team noted
 
that most of this work is now performed by consultants from the
 
five principal ST/H contractors and inquired about its
 
consequences. We found that performance has probably improved
 
as firms have specialized'in certain fields and response
 
capability is good. Furthermore, the contractors have used
 
numerous experts from many suppliers through extensive
 
sub-contract networks to do the work, thereby spreading the
 
work around and expanding the networks of experienced
 
consultant technicians. The growing use of contract "buy-in"
 
arrangements has greatly facilitated mission use of the central
 
projects and has contributed to this apparent concentration.
 
(See Section B.2.b below) Missions appear to be using IQCs
 
relatively infrequently, probably because the buy-in mechanism
 
is so attractive. The Team concludes that the apparent
 
concentration is the consequence of successful performance and
 
has actually strengthened the sector.
 

g. Mission demand for field support services has been strong.
 
Field demand for the direct service projects has exceeded
 
initial expectations and has prompted early start-up of
 
follow-on.projects in the cases of PRITECH and WASH II. REACH
 
and HEALTHCOM also expect to reach their funding limits ahead
 
of schedule. In general, ST/H funds have covered 50% to 70% of
 
the serv'ices during FY 1987 and FY 1988 and mission and
 
regional bureau "buy-ins" paid for the rest, a clear indicator
 
of field demand. For the f-ield support portfolio as a whole
 
buy-ins paid for 16%, 15% and 29% of the services provided in
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FY85, FY86-and FY87 respectively. Bureau management places
 
great importance on buy-ins as an indicator of the value
 
missions and regional bureaus place on ST/H services. The Team
 
agrees that it is valid as a rough indicator, but cautions that
 
while buy-ins serve the missions' interest in obtaining quality
 
expertise, they also respond to missions' needs for convenience
 
and the avoidance of delays which would be occasioned by new
 
competition for services.
 

The volume and purpose of field travel by ST/H staff is another
 
useful indicator of field demand for ST/H field support
 
services. Of an Office total of 691 TDY'days in FY 87, 297
 
days (43%) represented direct support to mission projects,and
 
missions paid 52% of the TDY costs of that portion. That
 
positive indicator of mission support for ST/H staff travel is
 
corroborated by complaints expressed by eight missions by cable
 
to the Management Assessment Team that ST/H field support
 
divisi-on staff do not visit them enough. They attribute the
 
problem to a perceived shortage of Operating Expense travel
 
budget.
 

Based on these two indicators (buy-ins and travel), the Team
 
concludes that mission demand for ST/H field support services
 
from both contractors and staff is strong. Missions are
 
willing to use their own OYB and OE budget funds to get it.
 

2. ST/H Relationships with Regional Bureaus
 

a. Good working relationships exist, despite occasional
 
conflicts.
 

The Office takes great pride in its "field support" project
 
portfolio, and cites as evidence that it is rightly focussed
 
and well managed the heavy demand for services and high
 
"buy-in" levels attained. The Team agrees that the projects
 
are providing a very valuable service to Missions and regional
 
bureaus and that ST/H has done an excellent job in developing
 
and managing the projects. Regional bureaus and Missions find
 
the projects to be very convenient and effective sources of
 
technical services. Therefore, although ST/H is utilizing a
 
surprisingly high percentage of total A.I.D. health and child
 
survival funds, (24% in FY89) there have been no complaints
 
from missions or regional bureaus. (However, as ST/H's
 
proactive efforts bear fruit and missions increase their
 
bilateral health/child survival projects, competition for
 
funding may emerge. In such event, we would expect ST/H's
 
share to decline to a more typical percentage.) Despite this
 
excellent performance, regional bureaus express some
 
dissatisfaction with the way in which ST/H plans and carries
 
out the "field support" function. They cite instances where
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they perceive that ST/H actually pursues its own "agenda" in
 
the name of offering field support and services. The Team
 
identified a number of such instances and looked into the
 
reasons for conflict.
 

In reality, "field support" misrepresents the nature of some of 
the projects and does not accurately reflect the basic policy 
of the SAA and previous Administrator. Their common objective 
for ST/H, as stated frequently in writing and verbally, has 
been to guide and direct regional bureaus and missions into 
certain specific programmatic and technical areas, most notably 
two of the "engines" of Child Survival - oral rehydration and 
immunizations. Consequently, ST/H "field support" projects 
providing those services were clearly designed to promote those 
Agency priorities in the field, and not just to respond to 
mission requests for support to their programs. 

Although the field and Administrator's objectives have not
 
really been at variance, numerous occasions for interpretation
 
and adaptation arise in order to meet needs of many national
 
programs around the world. In effect, the technical services
 
contractors have been used, in part, to implement or reinforce
 
the application of Agency policies where the normal Agency
 
actors have not been adequately responsive. The most dramatic
 
example of this is the Agency's attempt to introduce Oral
 
Rehydration Therapy programs in Africa. In response to the
 
Africa Bureau's inability to assign health officers to their
 
missions and initiate mission health projects which could
 
incorporate ORT interventions, the PRITECH project was designed
 
to initiate long-term ORT programs in Africa, operationally
 
independent of missions if necessary.
 

The fact is that while policy is made centrally, policy
 
implementation is decentralized. Where these are not
 
consistent, an ST/H project which is.implementing central
 
A.I.D. policy may well generate regional bureau dissatisfaction.
 

b. Concentration of technical support suppliers in ST/H has
 
given its contractors substantial influence over A.I.D.health
 
policies and field programs.
 

As a result of ST/H's successful performance in anticipating 
and /or responding rapidly to field demand for technical 
services (or to-Agency directive to promote services) the vast 
majority of short-term technical assistance, and a growing 
proportion of long-term services as well, is provided from ST/H 
contractors - PRITECH, REACH, HEALTHCOM, WASH, VBC. IQCs, 
which represent alternative sources of expertise, are much less 
widely used now because it is more convenient to use the ST/H 
suppliers. Figures for FY 85 showed 43 work orders for $1.8 
million, FY 86 showed 38 work orders for $2.1 million, while FY 



- 14 

87 dropped substantially to 17 work orders for $0.7 million.
 
Furthermore, regional bureaus are discouraged from establishing
 
their own contract suppliers because ST/H can meet most of
 
their needs more efficiently, given the increasingly liberal
 
"buy-in" provisions.
 

The concentration described above may be necessary a .. S 
appropriate to accomplish Agency ssi ) policy 
objectives. But, it changes the relative power and roles of 
the Bureaus, and has also fiven substantial influence over 
A.I.D.-wide health program policies to the ST/H contractors ' 
themselves. The team heard of instances where those 
contractors interpreted technical guidelines to Mission staffs 
and host country counterparts who were not in a position to 
judge the validity of the interpretations. The contractors
 
appear to be handling their responsibilities well, being
 
sensitive about overstepping their mandates. In fact, several
 
requested that their ST/H CTO's spend more time with them in
 
order to ensure close coordination. However, ST/H should make
 
sure that their contractors implement Agency directives and
 
guard against any inadvertent abuse of their growing
 
influence.
 

C. Technical Coordination
 

1. Health Sector Council and Agency Directorate
 

a. Background
 

Prior to 1981 health officers of the Development Support Bureau
 
and regional bureaus met periodically on an informal basis to
 
discuss technical and programmatic subjects of mutual interest.
 
In 1981 this coordination function was formalized by the
 
Administrator through the formation of a Health Sector Council,
 
chaired by the new Agency Director for Health and Population.
 
The Agency Directorate and Sector Council were to provide a
 
mechanism for the accomplishment of the Agency-wide role in
 
health which the Administrator wished the Bureau to play. The
 
Sector Council was to provide the Agency Director a regular
 
means for exercising his Agency-wide role, in collaboration
 
with the senior technical specialists of the regional bureaus,
 
PPC and external contacts.
 

A number of A.I.D. officers believe that the Agency Directors
 
have been playing a much larger internal-Bureau role than was
 
initially contemplated for them, while the Sector Councils have
 
dealt mostly with S&T Bureau business; that most of the issues
 
considere'd in the Sector Councils have presented the
 
opportunity for the regional bureau technical representatives
 
to comment on Science and Technology Bureau programs, but have
 
not served as an opportunity for consideration of issues
 
presented by regional bureaus.
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In September 1987 the ST/H office sought regional bureau
 
feedback on its performance in meeting its Agency-wide and
 
field support responsibilities. Several persons interviewed
 
said that the Office did not take the Sector Council mechanism
 
seriously enough and maximize its potential for achieving
 
cross-fertilization and coordination of Agency health
 
programs. They pointed out that the Child SurVival and AIDS
 
Task Forces were doing a better job. They added that the
 
Agency Director (also Health Office Director) was not using the
 
Sector Council mechanism to carry out his Agency-wide role.
 

b. Team Findings
 

Based on interviews and 'review of minutes of Council meetings,
 
the Team found that the Council mechanism has been used during
 
the past year, at least, to obtain regional bureau feedback and
 
concurrence on Office projects and activities, review
 
substantive topics of general interest,and to discuss
 
Agency-wide policy issues concerning primarily the Child
 
Survival initiative. Regional bureau representatives feel that
 
the Council meetings have served to improve coordination and
 
communication between them and ST/H, but has not been as
 
effective as it could be. They complained that meetings have
 
not been held regularly each month, but scheduled to meet the
 
needs and convenience of ST/H. While the meetings were
 
irregular, seven meetings were held during 1987.
 

The Team was advised that the function of the Health Sector
 
Council was complicated, and somewhat compromised, by the work
 
of the Child Survival Task Force which met periodically during
 
the past several years to coordinate the Child Survival
 
Initiative. Those meetings, chaired by the Deputy Assistant
 
Administrator of the Science & Technology Bureau, covered much
 
of the ground that the Sector Council would normally have
 
discussed in the absence of the Task Force and, in the view of
 
the Office Director, reduced the need for frequent Council
 
meetings.
 

Regional Bureau representatives also complained that ST/B
 
sometimes brings subjects to Council meetings on which they
 
seek regional bureau concurrence, without having given the
 
regional bureau people adequate time to study related material
 
and reflect on it. The regional bureau people suspect that
 
ST/H tries to extract concurrence to ST/H's proposals and
 
impose its will unfairly, in the name of urgency and AID
 
priorities. Although ST/H claims that they do not intend to
 
act in a directive manner, and that they want to work
 
collaboratively with regional bureaus, the experience as
 
perceived by some regional bureau representatives is
 
otherwise. On the other hand, the Office Director requested;
 
at the April 23, 1987 meeting, that regional bureau
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representatives propose agenda topics for discussion at
 
subsequent meetings. Based on the Team review of Council
 
meeting minutes, it must be concluded that the regional bureau
 
representatives have not done so.
 

The original conception of an Agency Director was one which
 
suggested a great deal of Agency representation and
 
coordination at international and domestic scientific fora and
 
a nominal amount of internal Bureau and Office management. The
 
Office Director was expected to attend to the internal workings
 
of the Office. In the case of the Agency Directorate and
 
Office of Health, which are identical and headed by the same'
 
person, the separate roles of Agency Director and Office
 
Director have become indistinguishable.
 

c. Conclusions
 

The Team concludes that the Council has played a valuable role
 
in increasing coordination and communication between the health
 
sector technicians in ST/H and regional bureaus, and provided a
 
formal mechanism for obtaining feedback on ST/H projects. But
 
it is not meeting the Administrator's original expectations
 
that it would provide the mechanism for the Health Agency
 
Director to exercise his "Agency-wide" leadership role. We
 
note that the Agency Directorate is not functioning as
 
originally contemplated and feel that that role is probably not
 
realistic given AID's decentralized management structure. But,
 
the Council is serving a very useful communication function.
 
We also observed an effort on ST/H's part to use the Council as
 
a means to collaborate with the regional bureaus in meeting
 
their common objectives, but with less than full success, as
 
noted above. Regional bureau representatives have not taken
 
initiative to make the Council meetings more useful to them by
 
bringing topics to it for discussion or proposing changes in
 
its structure or role.
 

The Council probably cannot be expected to be much more than it 
is at present because it is actually just one element in a 
spectrum of AID decision-making mechanisms - formal and 
informal. On the one hand considerable business is transacted 
daily between ST/H and regional bureaus on many subjects, 
including project-specific implementation, Agency-wide policy 
issues, personnel and ST/H new project development. Some of 
this represents preliminary work on subjects which are 
eventually dealt with formally at Council meetings. But, on 
the programmatic and resource allocation side, decisions are 
usually reserved as the prerogative of each bureau's top 
management, with involvement of their respective Program 
Offices. 
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2. Child Survival Task Force and AIDS Working Group
 

The task forces, while serving a very useful purpose, intrude
 
on ST/H's relations with the regional bureaus. The Child
 
Survival Task Force was set up in 1985 with the advent of the
 
Child Survival Initiative to coordinate its implementation
 
within AID and interact closely with the Congress and
 
international agencies. One of the S&T Bureau Deputy Assistant
 
Administrators was appointed Chairman. Regional bureau and S&T
 
Bureau persons interviewed agree that the Task Force was
 
instrumental in making the C.S. Initiative work as well as it
 
has. However, they also agree that it causes confusion about
 
leadership of the program, which appears to many to be split
 
between the DAA/ST and Agency Director (Office Director) for
 
Health. Furthermore the respective functions of Task Force
 
meetings and Health Sector Council meetings with respect to
 
child survival subjects is unclear. Some observers feel
 
strongly that the Task Force intervenes too much in the
 
operations of the Health Office. Its original mandate was to
 
"... coordinate and monitor implementation of the health and
 
nutrition projects funded by our additional Health and
 
Nutrition funds." It subsequently broadened its mandate to
 
take on a leadership role in successfully creating an
 
Agency-wide emphasis on child survival.
 

The Chairman advised the Administrator on February 19, 1988
 
that the Task Force's development work was largely complete and
 
that its principal concerns during 1988 will be implementation
 
and continuihg Congressional interests. He advised the Team
 
that the Task Force had accomplished its principal objectives.
 
In view of that, and the evidence of management and
 
communication problems currently associated with it, which
 
impinge upon ST/H's relations with the regional bureaus, the
 
Team concludes that the Task Force should be disbanded now.
 
The mechanisms required to sustain the Initiative are in place
 
and the Health Office, in collaboration with the regional
 
bureaus and PPC, is capable of coordinating its
 
implementation. Surely the Task Force's remaining task of
 
handling "continuing Congressional interests" can be handled by
 
ST/H in cooperation with PPC ahd LEG.
 

The new AIDS Working Group is also doing a commendable job
 
under great pressure. In light of the experience of the Child
 
Survival Task Force, the Team concludes that a target date
 
should be established for termination of the AIDS Working
 
Group. Only if mechanisms are not in place and programs are
 
not operating routinely at that time, should it be extended.
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3. Child Survival Information System
 

The Health Office is providing a valuable coordination function
 
for the Agency through its Health Information System Project.
 
The system is operated by a contractor as part of the
 
CSAP-Support Project (936-5951). The contract was initiated in
 
early 1984 to develop a data bank of information about USAID
 
Child Survival and other health projects, compile relevant
 
statistics on USAID countries and assist the ST/H Office with
 
various analytic tasks. An evaluation conducted during
 
December 1987 found that the data have been used for tracking
 
progress of USAID-funded health and child survival projects and
 
for planning and monitoring A.I.D.'s health programs
 
worldwide. Furthermore, the system (HIS) has provided all the
 
data for the annual Child Survival Reports to Congress. It is
 
being used by the regional bureaus for their own program
 
monitoring and planning purposes, and increasingly by outside
 
agencies, including the United Nations Water and Sanitation
 
System.
 

4. Technical and Policy Coordination with External
 
Organizations
 

Office staff participate actively in technical and policy fora
 
with external groups. On the technical side, the Office
 
Director and a large number of cognizant technical officers
 
(project managers) attend meetings with international and U.S
 
groups to discuss issues related to their projects, including
 
-coordination of similar efforts conducted by others.
 
Approximately half of the Office travel in 1987 was for that
 
purpose, in contrast to project implementation purposes per
 
se. The Office maintains close contact with the World Health
 
Organization, National Institutes for Health and Centers for
 
Disease Control units of the U.S. Health and Human Services 
Department, and universities with which it collaborates on a
 
number of activities.
 

On policy and programmatic issues the Office participates
 
heavily, directly and indirectly, in communications with
 
Congress about A.I.D.'s health and child survival program. We
 
were told that Office staff prepare numerous documents used in
 
communication with Congress, and sometimes participate directly
 
in such communications. This function appears to place a heavy
 
burden on the staff, taking time away from their project and
 
office management responsibilities. The Team noted that the
 
PPC Bureau had handled a large share of this responsibility in
 
previous years, before its staff was reduced.
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III. Management Issues
 

A. Staffing
 

1. Number of Office's authorized positions is inadequate. 

S&T Health is staffed with a bewildering variety of kinds
 
of employees. There are no fewer than 14 categories of
 
employees including full and part-time personnel. (See table
 
2) Some of these employees can function as full cognizant
 
technical officers (CTO's), others can't. Some are long term,
 
others may be gone on a moment's notice. The Team counts 38
 
employees, excluding two experts working on a "when available"
 
basis (WAE). This figure can be rendered obsolete at any time.
 

In terms of perspective, a comparative set of figures is
 
instructive. In FY 1985, ST/H had 16 FTE (full-time employee)
 
ceilings. There were, then as now, assorted other personnel.
 
ST/H's share of the S&T Bureau's FTE ceilings was 7.4%. The FY
 
85 funds assigned to ST/H for management (prior to the Child
 
Survival build-up) constituted 9.8% of all S&T funds. From
 
this perspective the ST/H office had reasonable numbers of
 
staff to match resources assigned. By FY 1988 (current) the
 
FTE allocation to ST/H had increased 25% to 20 ceilings (thoug
 
all are not currently filled) constituting 10.6% of all S&T
 
ceilings. The funding resources conferred on ST/H to .manage
 
have increased by 335% and now constitute 24.9% of all S&T
 
funds. While these comparisons are necessarily gross,
 
discounting the reality that some funds are merely "passed
 
through" to WHO, there is little doubt that the ST/H office is
 
being made responsible for more funds without commensurate
 
increase in staff. Hence, the proliferation of ad hoc 2I 
solutions, some quite innovative, to bring in additional people
 
not subject to ceilings.
 

2. CTO workload is heavy.
 

To address the workload, ST/H assigns a Cognizant Technical 
Officer (CTO) for each project (and, on occasion, subproject, 
see table 3). To cover the 29 existing projects in FY 1987, 
S&T identified 18 CTO's who each managed from.1 to 3 projects. 
While, on the face of it, this project workload may not appear 
excessive, effective performance depends heavily on such 
variables as: the nature of the project, the quality of the 
contractor, the number of subprojects, the number of buy-ins, 
the CTO's own A.I.D. implementation experience, the amount of 
travel funding available, etc. Furthermore, many CTO's have 
significant work requirements in interacting with US and 
international scientific bodies, participating in regional 
bureau activities, and, as the Agency's last repository of 
information on health, responding to ad hoc requests from 
Congress and the public. 
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Of specific interest in terms of CTOs is the unusually
 
heavy research portfolios carried by the research staff, 3/4's
 
of whom have only limited A.I.D. implementation experience.
 
.This heavy workload reduces the ability of these technical
 
specialists to interact technically with operations research or
 
field support type activities, whether in S&T or in the field.
 

3. CTO's do not travel to the field enough.
 

As noted in Sec. II.B.1 above, ST/H staff travel is a
 
chronic complaint. Field missions repeatedly urged ST/H
 
officers to visit and to provide technical advice to projects
 
in the mission's own portfolio. The team was advised that (a)
 
travel funds were inadequate and (b) staff time available for
 
travel was limited. In terms of funding resources, it may be
 
necessary for S&T management to re-examine priorities relating
 
travel funding to project management responsibilities. Also of
 
note, in FY 1987, ST/H officers traveling in support of mission
 
activities had 299 days of TDY spread among 11 officers. This
 
works out to one 3 week trip per year per active officer, a
 
fairly nominal figure. Much greater mission support could be
 
provided by either increasing the number of officers providing
 
field support and/or increasing the numbers of TDY days in the
 
field per officer, or both.
 

4. CTO's and Office management face potential accountability
 
problems.
 

In terms of accountability, each CTO is expected
 
(required?) to be knowledgeable about project progress'and
 
expenses. Travel to project sites is certainly essential to
 
assure that minimal financial responsibility is maintained.
 
While A.I.D. vulnerability assessments are not necessarily
 
impeccable indicators of potential fiscal mismanagement, it
 
should be noted that in the last vulnerability assessment (July
 
1985) ST/H was rated as a moderate risk (2nd highest category)
 
at a time when it had yet to assume significant increases in
 
funding from Child Survival and AIDs earmarks. The team was
 
informed that a vulnerability assessment (now called an
 
internal control risk assessment) was currently being
 
undertaken since June 1987 but had not yet been completed.
 

5. Non-career technical experts should not serve as project
 
officers (cognizant technical officers).
 

ST/H has followed a policy of recruiting highly qualified and
 
experienced technical specialists to serve as CTOs for the
 
projects in its research portfolio. This is seen as a means of
 
strengthening the Bureau's, and AID's technical capabilities
 
and helping to make it a leader in certain technical fields.
 
Because AID has very few such biomedical technical specialists
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among its career ranks ST/H has brought in many people from 
outside for short term assignments - usually two years. It has 
been very successful in attracting qualified persons from the 
U.S. Public Health Service, universities (IPAs, AAAS Fellows,
 
CS Fellows) and state government (IPA). At the present time
 
ST/H employs 11 such persons who are formally, or informally,
 
in charge of 12 projects, representing 82% of the research
 
portfolio and 41% of the total portfolio.
 

Based on its interviews with AID staff and ST/H contractors,
 
the Team identified a number of problems associated with the
 
Office's heavy reliance on the non-career technicians for
 
project management responsibilities.
 

a. They do not know the "AID system" and it takes a year or
 
more to really do so. By the time they are really part of the
 
system and working effectively within it they depart,
 

b. More time must be devoted to management/ administrative
 
aspects of the projects than to the truly technical aspects for
 
which they were hired. This is compounded by the fact that the
 
Office provides technical staff with very little
 
administrative/clerical support.
 

c. The practice may contribute to the poor communication and
 
technical interface between the research projects' staff and
 
field service projects' staff, who are career AID health
 
generalists for the most part. The research portfolio does not
 
appear to be feeding into the "field service" portfolio from
 
within the Office. Research findings are more likely to enrich
 
field service projects through networks external to the Office.
 

Conclusion: The Team concludes that all ST/H projects should
 
be managed'by AID career officers, with appropriate inclusion
 
of FS officers. We feel that many FS Health Officers with
 
field experience would do the job admirably, and would
 
appreciate opportunities to work closely with some of the most
 
exciting applied health research work being done in the world.
 
But, they could not do-the whole job alone. A small number of
 
highly qualified experts, such as have been used to date,
 
should be assigned by ST/H to serve as technical advisors to
 
all of the Office projects in their respective fields. For
 
example, a diarrheal disease expert should "backstop" the
 
ICDDR-B, ADDR, and WHO research projects and the PRITECH,
 
SUPPORT projects, and advise on ad hoc matters that arise
 
periodically. That arrangement would maximize their technical
 
contributions to the entire portfolio, and strengthen the field
 
and "AID system" synchronization of the research portfolio.
 
This arrangement would probably require additional FTE
 
positions for the Office, but reduce its dependence on
 
temporary, above ceiling employees to run its complex program.
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B. Office Structure
 

1. Office structure does not facilitate effective program
 
coordination.
 

The present office organization structure places excessive
 
burden on the Health Services Division to'a) design and manage
 
the highest priority field support projects (PRITECH, REACH,
 
HEALTHCOM, PATH and PRICOR), b) maintain liaison with all
 
mission programs, and c) perform ad hoc duties for the Office,
 
such as organize ICORT III. By contrast, the Vector and Water
 
Borne Disease Division is responsible for two projects (WASH
 
and VBC) which are completely field support in nature, and yet
 
they are not managed as part of the Health Services Division.
 
The other major project in the Vector and Water Borne Disease
 
Division(Malaria Vaccine Research) is very complex and should
 
be part of a research management unit.
 

The Epidemiological Research Group, popularly referred to as
 
the Research Division, manages several projects closely related
 
to the principal child survival interventions pursued by the
 
Health Services Division, but with very little communication
 
between them. Finally, the Child Survival Coordination unit,
 
which has 'played a useful role helping the Office handle the
 
many special requirements of the Child Survival Initiative, now
 
overlaps some of the functions of the Health Services Division
 
and is also managing some projects as well. It should be
 
integrated into the regular Office structure when the Child
 
Survival Task Force is disbanded, as recommended above.
 

2. The Office should be reorganized, joining all field service
 
projects and field liaison functions together and placing all
 
biomedical research activities together.
 

The Office of ST/H has been considering a reorganization for as
 
long as 18 months. The Bureau plan for the reorganization of
 
the Directorate of Health involves the creation of two Offices
 
within the Directorate of Health, one for Reasearch and one for
 
Field Support. Within each Office would be two or three
 
Divisions (as appropriate). (The Divisions would not, as of
 
the present, have sufficient staffing to justify their
 
receiving that name classification.) Each Office would have a
 
Director at the SES level.- While the Directorate has been
 
allocated four (4) additional FTE ceiling, two of these
 
ceilings would be utilized by creating the Office Director
 
positions. The remaining two FTE ceilings are expected to be
 
used for an additional CTO and an additional secretary.
 

Bureau management should make sure that reorganization will
 
alleviate current problems of overloaded project officers
 
(CTOs) and poor internal coordination between units.
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Unfortunately, the plan currently proposed by the Bureau would,
 
in the Team's opinion, exacerbate rather than alleviate, those
 
problems. Although that plan correctly places research in one
 
unit and services in another, it separates them
 
organizationally even more than now by elevating each to Office
 
status. We feel that could inhibit interdepartmental
 
communications even more and probably hurt prospects for
 
recruiting AID career health officers to manage research
 
projects as recommended above.
 

The addition of two high-level managers to serve as office
 
directors represents another serious flaw in the Bureau's
 
plan. Any new staff provided to this Office (Directorate) must
 
serve as project officers (CTOs) to ease the current serious
 
overload. Many persons interviewed by the Team (staff,
 
contractors, international agency officers) expressed serious
 
concern about the situation, and most field criticisms of the
 
Office reflect the same problem. The Team feels that CTOs are
 
already unable to stay as close to their respective projects
 
and contractors as they should in order to discharge their
 
project officer responsibilities properly. In fact, the Team
 
urges that no new projects be started which would place
 
additional management burden on CTOs and that the Office
 
actually reduce substantially the number of management units or
 
activities for which it is responsible.
 

The Team feels that creation of two health Offices might
 
generate even greater claims for scarce funds and staff, which,
 
given the high percentage of Agency health funds already
 
controlled by ST/H, and the possible and desirable increase in
 
mission bilateral programs competing for these funds, would be
 
a most unfortunate outcome.
 

Since 1985 the Agency has placed a very heavy management and
 
technical burden on the Health Office without providing a
 
commensurate increase of appropriate staff. The Office staff
 
themselves have contributed to the problem by continuing to
 
propose additional projects, albeit useful field support
 
resources (Maternal & Prenatal Care, Health Care Financing,
 
Epidemiological services). As noted below, the Office is in a
 
precarious situation in terms of carrying out its project
 
management responsibilities. It is in danger of letting
 
success get out of control. Consequently, Agency management
 
must take a hard look at what it wants from the Office, its
 
role vis-a-vis regional bureaus, and either increase its staff
 
and operating expense budget or cut back its program to match
 
the staff available.
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C. PROJECT IDENTIFICATION, DESIGN & APPROVAL PROCESS
 

Ideas for new projects seem to emerge from a variety of
 
sources, including informal staff brainstorming, perceived
 
demand from the field, discussion with regional bureau and
 
mission staff, political/management priorities, outside
 
experts, etc. This appears to be a normal and healthy process
 
which encourages creative thinking from a number of sources.
 
But,the project design steps which follow initial
 
identification of project ideas are equally important. A
 
rigorous design process is required to keep the portfolio
 
focussed on priorities and to produce projects which are
 
relevant and implementable.
 

The S&T Bureau has a formal project design procedure which
 
includes preparation of a Concept Paper, PID and Project Paper.
 
Concept papers are reviewed by the Senior Assistant
 
Administrator. If approved, a project team is to be formed,
 
including a member of ST/PO (Program Office), members of ST/H,
 
and sometimes representatives of other S&T offices, regional
 
bureaus, General Counsel and Contracts Management. A PID is
 
prepared for SAA approval, unless he had waived PID preparation
 
at the Concept Paper stage. That is often done for follow-on
 
projects but rarely for new projects. Regional bureau
 
representatives are consulted early in the process and cables
 
are sent to missions soliciting their views and expressions of
 
potential demand for proposed project services, including
 
estimated "buy-ins". Regional bureau inputs and concurrence
 
are sought for the Concept Papers, PIDS and PPs.
 

In practice, PIDs and Project Papers have been prepared for all
 
the recent "field support" projects, but for only some of the
 
research projects. Of the current ST/H total project portfolio
 
of 32 projects of which 6 were unsolicited proposals, PPs were
 
prepared for 14. ST/PO involvement has been minimal and,
 
although regional bureau people have been consulted throughout
 
the process, they have not participated as full team members.
 

Issues:
 

a. ST/H does not prepare Project Papers for all projects.
 
Because the Agency has found the project paper preparation and
 
review process to be a useful way to assure that all pertinent
 
issues are addressed, it seems appropriate for ST/H to follow
 
that process for all of its projects. Content and emphases of
 
project papers can be modified to meet the needs of particular
 
types of projects.
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b. The S&T Bureau reviews and approves project documents 
(Concept Papers, PIDs, PPs) seriatum rather than in a common
 
meeting format. Regional bureaus have found that the meeting
 
format for project review and approval purposes is useful
 
because it generates discussion of alternatives and critical
 
assessment of the proposals. Meetings permit representatives
 
of interested offices and bureaus to participate in the
 
decision-making process on an equal basis with the project
 
proponents. The process also serves to inform interested
 
offices about the projects. In view of regional bureau
 
comments to the Team about lack of opportunity to participate
 
in ST/H project design process, it would be prudent for ST/H to
 
hold project review and approval meetings where all parties
 
could express, and share, their views together. Sector Council
 
meetings are not appropriate for this function because Council
 
membership does not include all of the appropriate skills
 
required for project review. Furthermore, Council meetings are
 
intended for collegial discussions of technical subjects, and
 
formal review of project proposals should raise additional
 
programmatic and funding issues which transcend the Council
 
members areas of concern and/or expertise.
 

c. ST/H does not include regional bureau representatives on
 
project design teams. Although regional bureau representatives
 
are consulted on some project designs, especially "field
 
support" projects, they are.not brought into the design process
 
as formal participants. Now that many ST/H projects are
 
essentially USAID service projects, and the distinction between
 
"central" and "regional" projects is blurred, regional bureau
 
staff should participate actively in the design of many ST/H
 
projects. It is not enough for ST/H to consult with regional
 
bureaus about the design of their (ST/H) projects. Instead,
 
the projects should be regarded as joint projects and regional
 
bureau staff should be full partners in their
 
conceptualization, design, implementation and evaluation.
 
Differences of emphasis and technical content should be
 
resolved collaboratively through the design process. In fact,
 
regional bureaus have consciously refrained from establishing
 
regional technical support contracts through their own projects
 
because ST/H already has a project contractor in place to meet
 
their needs. ST/H has encouraged regional bureaus to rely on
 
their service projects in lieu of starting their own. The
 
WASH, VBC, PRITECH, REACH, HEALTHCOM projects are cases in
 
point.
 

d.. Project Development Officers (PDOs) do not participate in
 
design of ST/H projects. In fact, the S&T Bureau does not have
 
any PDOs. The Program Office is expected to play that role but
 
it is understaffed and inexperienced in project design. ST/H
 
has several CTOs with project design experience but they do not
 
play an Office-wide role. Ideally, S&T could create a PD
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capability to serve bureau-wide, but in any event, should
 
create a mechanism which will take advantage of the rigorous
 
project design and review system which is extant in the
 
regional bureaus. The Office should ensure that all of its
 
CTOs take the A.I.D. Project Design and Implementation course
 
(if they have not already done so) to increase their
 
understanding of the issues involved.
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EXECUTIVE SUMMARY 

The Health Office of the A.I.D. Science & Technology Bureau 
manages a large and technically complex research and field
 
support program. Its responsibilities and workload increased
 
dramatically in 1985 when the Congress appropriated $85 million
 
additional funds for Child Survival. Today, the combination of
 
health, child survival and AIDS appropriations make health the
 
second largets Agency program. The Office plays a major role
 
in the planning, implementation and monitoring of that
 
initiative, in concert with the Child Survival Task Force,
 
regional bureaus and field missions. In early 1985 the Office
 
had 16 full-time equivalent (FTE) staff positions and a $24.8
 
million budget (OYB). In 1988 it has 20 FTE staff positions
 
and a $63.1 million 0YB. To cope with the additional workload
 
the Office employs 18 additional (outside of ceiling) full and
 
part-time staff.
 

The research projects (11) and field service projects (21) are
 
directed toward high priority health problems confronting LDCS,
 
focussed for the most part on "child survival" interventions.
 
Taken together, immunizations and diarrheal diseases receive
 
the great majority of the Office's time and money. Research is
 
applied rather than basic, with the exception of malaria
 
vaccine development, and field support projects are oriented
 
toward improving service delivery and impacts.
 

Office performance is-considered to be good despite its heavy
 
workload. Research projects appear to be achieving their
 
objectives, although impacts of such projects are difficult to
 
assess. Field support project "clients", regional bureaus and
 
missions for the most part, express almost universal
 
satisfaction with the quality of services received.
 
Quantitatively, the project contractors have undertaken an
 
impressive number of assignments in almost all A.I.D.
 
countries. They have made a major contribution to expanding
 
and strengthening child survival programs around the world.
 
The Office is well regarded by its international agencies, and
 
A.I.D.
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The expanded role noted above has caused some strains within
 
the Office and with regional bureaus and missions. The most
 
significant ones are summarized below.
 

- The Office does not have enough full-time regular A.I.D. 
employees to manage the program at its current level. Some 
project officers (Cognizant Technical Officers) are unable to 
devote adequate time to monitoring their projects and
 
contractors. The Office should not undertake new projects
 
until adequate staff is available.
 

- The program consumes a large proportion of A.I.D.'s total 
health/child survival budget (24% in FY89) (exclusive of 
special AIDs funds). Indeed, as A.I.D.'s Child Survival effort 
results in expanded mission bilateral projects, there may well 
be a competition between ST/H and the missions for funds. 

- Field support technical assistance has become highly 
concentrated in the ST/H contractors as a result of quality 
performance, efficiencies of centralized resources, and 
convenience of contract "buy-ins". But, regional bureaus are 
not full partners in the planning, development and 
implementation of those "field support" projects intended to 
meet their needs.
 

- The Child Survival Task Force has done an excellent job 

coordinating the Initiative, but has generated confusion about 
organizational responsibilities among regional bureau and ST/H 
staff. This has apparently contributed to the mediocre 
performance of the Health Sector Council. 

- It should be noted that a number of the projects in the 
Office portfolio, which have been regarded by regional bureaus
 
as of lowest priority, have come into existence in response to
 
specific Congressional interests.
 

The Office objectives remain valid and performance is good, but
 
Agency management must consider carefully the appropriate scale
 
of effort the Office should strive for considering financial
 
and human resource constraints facing A.ID. as a whole.
 

I. Introduction
 

In the Omnibus Continuing Resolution for fiscal year 1988,
 
Congress instructed A.I.D. to prepare reports assessing the
 
management and performance of several offices including that of
 
the Office of Health in the Directorate for Health, Bureau for
 
Science and Technology (ST/H). These reports were to assess,
 
inter alia, the validity of the goals and objectives of the
 
Office; how well those goals are being achieved; the
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performance of the Office in providing services, as
 
appropriate, to other bureau offices and/or to the Agency's
 
overseas Missions; and, given competing demands being placed on
 
overall Agency resources, whether appropriate personnel and
 
funding resources are being made available for the Office. As
 
further explained by the Senate Appropriations Committee, these
 
reports wer4 to consider whether these offices "...are
 
achieving their stated objectives, whether these objectives can
 
be achieved more efficiently through an alternative
 
organizational structure, and whether, in fact, these
 
objectives remain valid in light of funding and personnel
 
limitations.'
 

In terms of methodology, the team interviewed more than 45
 
people, reviewed the comments from more than 60 cables from
 
field missions, and reviewed a substantial mass of
 
documentation.
 

Background
 

A.I.D. has maintained a central office of health for many years
 
with the objective of supporting research and development on
 
technologies of importance to the developing countries, and
 
providing technical support to its missions and regional
 
bureaus. The Office was part of the Technical Assistance
 
Bureau and Development Support Bureau prior to 1981 when the
 
current Science and Technology Bureau was created.
 

During the 1970s the Office focussed on health sector
 
management and planning methodologies in order to assist A.I.D.
 
countries build their health delivery system institutional
 
infrastructures, identify priority health problems and-allocate
 
resources to address them. Bio medical research was limited,
 
although the malaria vaccine research program which continues
 
today was begun then.
 

The orientation began to change in the early 1980s to a more
 
disease-specific, and targetted field service program,
 
commensurate with the development of focussed health program
 
strategies being prepared by the regional bureaus and PPC. By
 
1982/19B3 A.I.D health officers had targetted infant mortality
 
reduction as their primary objective, in line with prevailing
 
primary health care goals of WHO and UNICEF and selected oral
 
rehydration therapy, immunizationsnutrition and family
 
planning as their preferred tools, Several ST/H field support
 
projects were started during 1981-1983 to assist with that
 
Agency-wide initiative (Primary Health Care Operations Research
 
- 1981, MEDEX - 1983, Primary Health Care Technologies 
1983). A.I.D. adopted a Health Sector Policy in December 1982
 
which defined these policy directions and introduced a new
 
Health Sector Strategy in May 1983 which provided guidelines
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for the development of Bureau and country assistance programs.
 
This process led to definition of the Child Survival
 
initiative, in concert with WHO, UNICEF and others, and
 
resulted, in FY 1985, in appropriation by Congress of $85
 
million additional funds for this purpose. An Agency Child
 
Survival Task Force was created to coordinate and monitor the
 
Initiative, but the bulk of the operational workload at the
 
central level fell on the S&T Bureau Health Office.
 
Subsequently, the Agency also received significant funding
 
earmarked for AIDS activities. With the advent of the Child,
 
Survival and AIDS funds, ST/H was dramatically changed. In
 
1984 the Office had 16 staff (FTE positions) and its operating
 
year budget (OYB) was $24.8 million. In 1988 it has 20
 
authorized (FTE) positions and 38 total staff, and $63.1
 
million OYB.
 

Office Objectives
 

Program direction for the Office is guided by a number of
 
Agency statements of objectives, functions and
 
responsibilities. The Team reviewed statements included in the
 
FY 88 Congressional Presentation (CP) covering a) A.I.D's
 
Health Objectives and b) Central Programs Functions, Handbook
 
17 Statement of Functions for ST/H, and ST/H Statement of
 
Responsibilities. They are consistent in their focus on a)
 
development and adaptation of new technologies through
 
research, b) application of research results through technical
 
assistance to the field, and c) provision of technical
 
coordination for A.I.D.
 

Substantively, the FY 88 CP states the Agency's overall health 
objectives as follows: , 

- Reduce infant and early child mortality and morbidity;
 
- Ensure that gains are sustained;
 
- Reduce maternal mortality and morbidity;
 
- Develop new cost-effective technologies and improved
 

systems for delivery of child survival services in 
primary health care programs; and 

- support other health interventions in LDCs where they 
are required. 

The statements are consistent in their emphasis on technology
 
development and field support, and yet provide considerable
 
latitude for interpretation concerning relative priority and
 
specific subjects to be pursued. The Team assessed Office
 
performance against its three functions of research, field
 
support, and technical coordination.
 



II. PERFORMANCE 

A. Research & Technology Development
 

1. The research portfolio consists of 11 projects whose
 
life-of-project funding exceeds $200 million. Table 1 below
 
provides a complete list of the projects with their starting
 
and termination dates, principal contractors, funding and ST/H
 
project officer. The projects concentrated on a few high
 
priority subjects, mostly concerned with 'child survival."
 
Several projects include many components, sub-projects, or
 
grantees, which complicate their management.
 

A rough analysis of the portfolio reveals that six projects are
 
devoted directly to problems confronting diarrheal disease and
 
immunization interventions of child survival programs in the
 
field. They are projects 5928, 5940, 5947, 5952, 5951.01
 
(Sub-project), and 5920. Three of them are devoted to
 
diarrheal disease control (5928,5940 and 5952), two deal with
 
immunizations (5947 and 5951.01) and one is concerned with
 
child survival service delivery systems across the board (5920).
 

Three other research projects support child survival
 
objectives, but less directly than the six projects cited
 
above. They are 0453 (Malaria Immunity and Vaccine Research),
 
5967 (Malaria Field Trials) and 5935 (Diatech). And two 
projects appear to be unrelated to the Agency's child survival 
strategy - 1126 (Tropical Disease Research) and 5957 
(Americares). I
 

2. The Team found that the research portfolio corresponds
 
closely to the Office's (and Agency's) objectives. It is
 
tightly focussed, for the most part, on high priority field
 
problems and is mostly applied research which promises usable
 
results in relatively short time periods. Exceptions to the
 
first criterion are the TDR annual grant to WHO, and
 
Americares. The first is the Agency-wide policy of supporting
 
WHO, while Americares was in response to a special interest.
 
The malaria vaccine research program represents very long-term
 
basic research which contrasts greatly with the rest of the
 
portfolio.
 

3. Should A.I.D. be involved in basic research such as the
 
malaria vaccine research program? We encountered strong views
 
among persons interviewed and from reports,as to whether the
 
Office should continue to support the malaria vaccine research
 
program. In fact, the malaria vaccine activity introduces the
 
question as to whether AID should ever again attempt to
 
undertake long term basic research of this nature. Most
 
members of the Team would opt for not undertaking long term
 
basic research again. One member believed that A.I.D. should
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engage in supporting basic research on major LDC related
 
problems, but should find ways to reduce the direct management
 
burden of such involvement. Malaria vaccine research is basic
 
scientific research as distinct from applied research, and
 
poses a special opportunity as well as a significant concern.
 
As a serious LDC health problem it is a legitimate AID and CS
 
priority. With no U.S. domestic interest in malaria, it is not
 
appropriate for NIH attention. DOD interest is restricted to
 
temporary protection of healthy adult males. Consequently
 
malaria vaccine research is almost an international research
 
orphan. AID has invested or projected $89 million in vaccine
 
research as well as $5 million in field trials over the past
 
twenty years. Until recently (according to informed sources)
 
AID appeared to be on the verge of a breakthrough, but current
 
success is now estimated at from anywhere from two years to
 
indefinite. Concern'has been expressed whether AID should
 
persist in this area of basic research which takes
 
approximately $10.0 million annually from the ST/H budget.
 
Supporting termination would be (1) AID's lack of USDH
 
scientific personnel capable of managing basic research in
 
malaria vaccine, (2) indefinite time frame, (3) indefinite
 
funding required. Supporting continuation would be the (1)
 
huge investment in terms of time, money and expertise already
 
provided, (2) possible nearness of success, (3) scourge that
 
malaria is in terms not only of human health and suffering, but
 
in terms of hampered economic development and (4) lack of
 
predominant interest in the problem by other health research
 
agencies. The team does not have the expertise to make a firm
 
recommendation, but concludes that malaria vaccine research
 
needs periodic (annual?) intensive progress review which
 
maximizes cooperative interaction with all USG and donor
 
entities involved in malaria vaccine research.
 

4. The research program is the product of extensive
 
interaction with U.S. and international experts in the fields
 
in which AID is involved, as well as of internal AID policy and
 
programmatic strategies. ST/H has sought and obtained guidance
 
for its research agenda from technical advisory groups which it
 
has sponsored or in which it participates, including the
 
following:
 

- NIH, Expanded Biomedical Research Opportunities in
 
Developing countries. An External advisory Panel recommended
 
approaches AID should take with respect to ARI, diarrheal
 
diseases parasitic diseases, and viral diseases. 12/82
 

- NAS (BOSTID), Establishing Priorities for New Vaccine
 
Development. 1982
 

- AID, Malaria Strategy Workshop. External experts 
encouraged AID to continue investing in vaccine research. 1983 
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- WHO, Advisory Committee on Medical Research (ACMR). 
Recommended health research strategy for supporting Health for 
All by the Year 2000. 1985 

- NIH (Institute of Medicine), New Vaccine Development 
Priorities. 1986 

- BOSTID, U.S. Capacity to Address Tropical-Problems. 1986 

- Global Task Force on Child Survival. 1985 

- WHO, Advisory Groups on Diarrheal Disease Control Program 
and EPI Program. Ongoing 

In addition to periodic guidance from the external advisory
 
groups cited above, the Office receives feedback from AID's
 
Research Advisory Committee (RAC) composed of about 20 outside
 
experts representing universities and private industry. Its
 
Panel on AID's Health Research Strategy met in October 1986 and
 
again in September 1987 to review the overall research
 
program. The conclusion of the second review was that
 
'...AID's health research program appears to be a vigorous and
 
productive one, whose principal resources are directed toward
 
important issues."
 

In fact the Panel identified only one project which it felt was 
of marginal value - Pediatric Chronic Diarrheal Disease (5940)
not because of the subject itself but because it was devoted to 
basic research at a single U.S. institution with little 
experience with developing country problems. This project was 
included in the Office's research program as a result of 
Congressional interest. 

The Team concurs with the RAC's overall assessment and found
 
that the research program is closely linked to the ST/H "field
 
support" projects and Mission health programs as well. Indeed,
 
we found that AID's field operations (Missions), technical
 
support (Regional Bureau and ST/H), and research (ST/H)
 
programs are focussed on the same set of priority health
 
problems characterized, for the most part, as child survival,
 
with increasing concentration on diarrheal and immunizable
 
diseases which impact primarily on infant and young child
 
mortality.
 

5. The research portfolio consumes approximately 55% of the
 
total Office budget, excluding AIDS funds. The RAC urged that
 
more funds be devoted to the ST/H research program, if
 
available. However, the Team feels that, given ST/H's other
 
important task of mission support, the current proportion of
 
ST/H funds devoted to research should not be increased.
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One way to minimize this potential conflict is for ST/H to
 
design research projects which can collaborate with planned or
 
ongoing research programs supported by Mission projects,
 
thereby reducing the need for central funds to set up parallel
 
research projects. One team member cannot determine whether of
 
not the current proportion of funds devoted to research in ST/H
 
should be decreased. This distribution should be a function of
 
the nature of the problem, the role of A.I.D. can play in the
 
larger arena of health science, and the extent to which
 
A.I.D.'s imvolvement focuses attention on a research agenda
 
particularly important to the LDCs. A.I.D.'s approach to
 
research should be integrated and involve both mission and
 
central capabilities. Where USAIDs are able to convince
 
recipients of bilateral assistance to participate financially
 
in these research efforts, the overall effort is strengthened.
 
There will be occasions, however, where S&T may have to bear
 
the largest share of overall research funding. -This does not
 
alleviate the need for research coordination which must be
 
improved to ensure maximum return for the dollar. In addition
 
mission operational projects can provide vehicles for ST/H to
 
add research components. We understand that the PRICOR project
 
does this now. The Office should make a careful survey of
 
Mission-funded research and operational activities to identify
 
suitable candidates.
 

6. The eleven ST/H research projects are managed by one GS 
AID officer, one US Public Health Service officer on
 

loan from CDC, and two Interdepartmental Paricipating Agency
 
(IPA) experts on loan from Johns Hopkins University and State
 
of Maryland. The Office Director, RAC and this Team agree that
 
the research program management and staffing is a major problem
 
confronting the Office.
 

'career 


Problems include excessive workload for-the Cognizant Technical
 
Officers (CTO) as the project officers are called, who all have
 
additional duties as well, unfamiliarity with AID procedures,
 
system and field programs (PHS and IPA), lack of clerical
 
assistance, and frequent turnover of CTOs. Despite agreement
 
on the nature and severity of the problem, the Office, RAC and
 
Team each offers different solutions. As part of a general
 
reorganization plan, the Bureau proposes to create a separate
 
Research Office which would have the effect of giving greater
 
stature to that function and obtain additional CTO positions
 
(AID and/or PHS) for technical experts. In contrast, the RAC
 
recommends that ST/H delegate much of the research project
 
management responsibility to U.S. universities. The Team
 
agrees with neither position and proposes instead that the
 
Office assign AID career health officers (FS and GS) as project
 
officers to manage the research projects, as it now does for
 
the field support projects, and retain non-career technical
 
experts to serve as resident staff advisors for the principal
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subject areas (diarrheal disease, immunizations and malaria).
 
The latter would assist with all Office projects in their
 
respective fields. This issue is discussed more fully in
 
Section III.
 

B. FIELD SUPPORT
 

1. Performance
 

a. The field support project portfolio is tightly focussed on
 
the Agency's child survival priorities. The projects which
 
provide-services directly to the field are organized
 
"categorically' or 'vertically%, Each of the following

projects is devoted to one functional problem or intervention:
 
WASH - water & sanitation, HEALTHCOM - communications, PRITECH 
- ORT, SUPPORT - ORS, , VBC - vector borne diseases, and 
AIDSTECH - AIDS. One project, REACH, addresses two subjects, 
immunization and health care financing. Each is implemented by
 
a prime contractor and various sub-contractors. (See Table 1).
 

The rest of the field support projects provide a variety of
 
services, or people to missions, ST/H or other entities (e.g.
 
Peace Corps) to help them pursue AID's child survival and AIDS
 
initiatives, for the most part. Projects which do not fit that
 
description are Asia-Pacific Public Health Management,
 
Development of International Linkages in Medical Education with
 
African and Caribbean Countries (Morehouse College), Milwaukee
 
International Health Training Center, and MEDEX. Those four
 
were all initiated by the Office in response to strong
 
Congressional support and all are scheduled to terminate in
 
1988 or 1989.
 

b. Field support project performance has been very good.
 
Regional bureau and mission representatives give high marks to
 
the technical performance of the consultants provided through
 
the ST/H field support projects. What criticism there has been
 
has centered almost exclusively on issues of planning and
 
arranging the services, and is directed at both the ST/H office
 
as well as the contractor. But, that criticism is remarkably
 
infrequent and mild considering the large number of assignments
 
performed, often under difficult circumstances. No
 
comprehensive record exists covering all of the projects, but
 
from a cursory review of reports, analysis of field cabled
 
comments and the Team interviews, it is apparent that the field
 
support projects have played a major role in planning,
 
designing and supporting implementation of a large number of
 
mission health projects. In fact, they have been associated in
 
some way with almost all of the current mission projects.
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c. Field support projects are diverse in their objectives and
 
types of services provided. Some are pro-active whereas others
 
are reactive, by design. Some provide long-tern and short-term
 
services, whereas others provide only one or the other. Some
 
include a "research" or technology development component and
 
others do not. Although they all collect technical information
 
related to their subjects, only some are expected to actively
 
disseminate it. Table 2 below illustrates this diversity in
 
matrix form.
 

As a rule, the "proactive' projects are those which were
 
initiated to promote priority child survival interventions,
 
encourage missions to include them in bilateral projects, and
 
provide long-term technical services in some countries to
 
accomplish that end, if necessary. PRITECH, REACH and
 
HEALTHCOM fit that description. Reactive projects provide
 
short-term services for important but lower priority
 
interventions which are prominent in many missions' health
 
portfolios. WASH and VBC fit that description.
 

Although complaints from missions and regional bureaus are
 
relatively few, they relate almost exclusively to the more
 
pro-active projects. Problems seem to arise over selection of
 
'emphasis countries' for long-term work, inability to respond
 
because of excess demand and lack of funds, difficulty in
 
identifying consultants in certain fields (health care
. financing), and short turn-around time given by missions. 

d. Agency initiatives in AIDS appear to be proceeding
 
coherently and expeditiously.
 

AIDS as health problem confronting A.I.D. burst into life in FY 
86 with an initial funding of $2 million. Subsequently in FY 
87 A.I.D. committed $17 million to the AIDS programs. In FY 88 
Congress earmarked $30 million to continue AIDS prevention and 
control programs. ST/H's responses was to create the AIDS 
Technical Support Project (936-5972) which has two principal 
components AIDSTECH and AIDSCOM. Both components are designed 
to complement WHO activities and to assist LDC governments to 
set up AIDS detection, control and prevention programs. Field 
support is emphasized over research. 

AIDS activities are coordinated through the AIDS Working Group
 
which meets weekly and involves both S&T offices and regional
 
bureaus. Management of AIDSTECH resides in S&T Health, while
 
AIDSCOM management has been conferred on S&T Education.
 

A.I.D.'s creation of an S&T project and the establishment of
 
the Working Group have probably been the quickest possible
 
response to provide field support for this new health crisis.
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However, use of the working group coordinating concept needs to
 
be monitored to assure it is discontinued as soon as AIDS
 
activities have become incorporated into normal implementation
 
procedures.
 

e. The Office does not offer a field support
 
project-/contractor for health services planning and management
 
generally, although that was the main emphasis of its program
 
prior to 1980. Persons interviewed in ST/H and the regional
 
bureaus feel generally that most planning and management
 
requirements are met through the existing projects in the
 
context of strenghening health systems to accomplish concrete
 
intervention-specific objectives. In addition, PRICOR is
 
analyzing these issues through its operations research work and
 
the Office makes available services of three Indefinite
 
Quantity Contractors (IQC) for health planning and delivery
 
systems consultant services. Furthermore, missions frequently
 
provide overall planning and management technical assistance
 
through their bilateral project contractors. The Team
 
concludes that those needs are being met satisfactorily through
 
present mechanisms.
 

f. AID health sector technical services have become highly
 
concentrated in the ST/H project contractors. The Team noted
 
that most of this work is now performed by consultants from the
 
five principal ST/H contractors and inquired about its
 
consequences. We found that performance has probably improved
 
as firms have specialized in certain fields and response
 
capability is good. Furthermore, the contractors have used
 
numerous experts from many suppliers through extensive
 
sub-contract networks to do the work, thereby spreading the
 
work around and expanding the networks of experienced
 
consultant technicians. The growing use of contract "buy-in"
 
arrangements has greatly facilitated mission use of the central
 
projects and has contributed to this apparent concentration.
 
(See Section B.2.b below) Missions appear to be using IQCs
 
relatively infrequently, probably because the buy-in mechanism
 
is so attractive. The Team concludes that the apparent
 
concentration is the consequence of successful performance and
 
has actually strengthened the sector.
 

g. Mission demand for field support services has been strong.
 
Field demand for the direct service projects has exceeded
 
initial expectations and has prompted early start-up of
 
follow-on projects in the cases of PRITECH and WASH II. REACH
 
and HEALTHCOM also expect to reach their funding limits ahead
 
of schedule. In general, ST/H funds have covered 50% to 70% of
 
the services during FY 1987 and FY 1988 and mission and
 
regional bureau "buy-ins" paid for the rest, a clear indicator
 
of field demand. For the field support portfolio as a whole
 
buy-ins paid for 16%, 15% and 29% of the services provided in
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FY85, FY86 and FY87 respectively. Bureau management places
 
great importance on buy-ins as an indicator of the value
 
missions and regional bureaus place on ST/H services. The Team
 
agrees that it is valid as a rough indicator, but cautions that
 
while buy-ins serve the missions' interest in obtaining quality
 
expertise, they also respond to missions' needs for convenience
 
and the avoidance of delays which would be occasioned by new
 
competition for services.
 

The volume and purpose of field travel by ST/H staff is another
 
useful indicator of field demand for ST/H field support
 
services. Of an Office total of 691 TDY days in FY 87, 297
 
days (43%) represented direct support to mission projectsand
 
missions paid 52% of the TDY costs of that portion. That
 
positive indicator, of mission support for ST/H staff travel is
 
corroborated by complaints expressed by eight missions by cable
 
to the Management Assessment Team that ST/H field support
 
division staff do not visit them enough. They attribute the
 
problem to a perceived shortage of Operating Expense travel
 
budget.
 

Based on these two indicators (buy-ins and travel), the Team
 
concludes that mission demand for ST/H field support services
 
from both contractors and staff is strong. Missions are
 
willing to use their own OYB and OE budget funds to get it. 

2. ST/H Relationships with Regional Bureaus
 

a. Good working relationships exist, despite occasional
 
conflicts.
 

The Office takes great pride in its "field support" project
 
portfolio, and cites as evidence that it is rightly focussed
 
and well managed the heavy demand for services and high
 
"buy-in" levels attained. The Team agrees that the projects
 
are providing a very valuable service to Missions and regional
 
bureaus and that ST/H has done an excellent job in developing
 
and managing the projects. Regional bureaus and Missions find
 
the projects to be very convenient and effective sources of
 
technical services. Therefore, although ST/H is utilizing a
 
surprisingly high percentage of total A.I.D. health and child
 
survival funds, (24% in FY89) there have been no complaints
 
from missions or regional bureaus. (However, as ST/H's
 
proactive efforts bear fruit and missions increase their
 
bilateral health/child survival projects, competition for
 
funding may emerge. In such event, we would expect ST/H's
 
share to decline to a more typical percentage.) Despite this
 
excellent performance, regional bureaus express some
 
dissatisfaction with the way in which ST/H plans and carries 
out the "field support* function. They cite instances where
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they perceive that ST/H actually pursues its own "agenda" in
 
the name of offering field support and services. The Team
 
identified a number of such instances and looked into the
 
reasons for conflict.
 

In reality, 'field support' misrepresents the nature of some of 
the projects and does not accurately reflect the basic policy 
of the SAA and previous Administrator. Their common objective 
for ST/H, as stated frequently in writing and verbally, has 
been to guide and direct regional bureaus and missions into 
certain specific programmatic and technical areas, most notably 
two of the 'engines" of Child Survival - oral rehydration and 
immunizations. Consequently, ST/H "field support" projects 
providing those services were clearly designed to promote those 
Agency priorities in the field, and not just to respond to 
mission requests for support to their programs. 

Although the field and Administrator's objectives have not
 
really been at variance, numerous occasions for interpretation
 
and adaptation arise in order to meet needs of many national
 
programs around the world. In effect, the technical services
 
contractors have been used, in part, to implement or reinforce
 
the application of Agency policies where the normal Agency
 
actors have not been adequately responsive. The most dramatic
 
example of this is the Agency's attempt to introduce Oral
 
Rehydration Therapy programs in Africa. In response to the
 
Africa Bureau's inability to assign health officers to their
 
missions and initiate mission health projects which could
 
incorporate ORT interventions, the PRITECH project was designed
 
to initiate long-term ORT programs in Africa, operationally
 
independent of missions if necessary.
 

The fact is that while policy is made centrally, policy
 
implementation is decentralized. Where these are not
 
consistent, an ST/H project which is implementing central
 
A.I.D. policy may wellvgenerate regional bureau dissatisfaction.
 

b. Concentration of technical support suppliers in ST/H has
 
given its contractors substantial influence over A.I.D.health
 
policies and field programs.
 

As a result of ST/H's successful performance in anticipating 
and /or responding rapidly to field demand for technical 
services (or to Agency directive to promote services) the vast 
majority of short-term technical assistance, and a growing 
proportion of long-term services as well, is provided from ST/H 
contractors - PRITECH, REACH, HEALTHCOM, WASH, VBC. IQCs, 
which represent alternative sources of expertise, are much less 
widely used now because it is more convenient to use the ST/H 
suppliers. Figures for FY 85 showed 43 work orders for $1.8 
million, FY 86 showed 38 work orders for $2.1 million, while FY 
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87 dropped substantially to 17 work orders for $0.7 million.
 
Furthermore, regional bureaus are discouraged from establishing
 
their own contract suppliers because ST/H can meet most of
 
their needs more efficiently, given the increasingly liberal
 
'buy-in' provisions.
 

The concentration described above may be necessary and
 
appropriate to accomplish Agency (and Congressional) policy
 
objectives. But, it changes the relative power and roles of
 
the Bureaus, and has also fiven substantial influence over
 
A.I.D.-wide health program policies to the ST/H contractors
 
themselves. The team heard of instances where those
 
contractors interpreted technical guidelines to Mission staffs
 
and host country counterparts who were not in a position to
 
judge the validity of the interpretations. The -contractors
 
appear to be handling their responsibilities well, being
 
sensitive about overstepping their mandates. In fact, several
 
requested that their ST/H CTO's spend more time with them in
 
order to ensure close coordination. However, ST/H should make
 
sure that their contractors implement Agency directives and
 
guard against any inadvertent abuse of their growing
 
influence.
 

C. Technical Coordination
 

1. Health Sector Council and Agency Directorate
 

a. Background
 

Prior to 1981 health officers of the Development Support Bureau
 
and regional bureaus met periodically on an informal basis to
 
discuss technical and programmatic subjects of mutual interest.
 
In 1981 this coordination function was formalized by the
 
Administrator through the formation of a Health Sector Council,
 
chaired by the new AgencyDirector for Health and Population.
 
The Agency Directorate and Sector Council were to provide a
 
mechanism for the accomplishment of the Agency-wide role in
 
health which the Administrator wished the Bureau to play. The
 
Sector Council was to provide the Agency Director a regular
 
means for exercising his Agency-wide role, in collaboration
 
with the senior technical specialists of the regional bureaus,
 
PPC and external contacts.
 

A number of A.I.D. officers believe that the Agency Directors
 
have been playing a much larger internal Bureau role than was
 
initially contemplated for them, while the Sector Councils have
 
dealt mostly with S&T Bureau business; that most of the issues
 
considered in the Sector Councils have presented the
 
opportunity for the regional bureau technical representatives
 
to comment on Science and Technology Bureau programs, but have
 
not served as an opportunity for consideration of issues
 
presented by regional bureaus.
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In September 1987 the ST/H office sought regional bureau
 
feedback on its performance in meeting its Agency-wide and
 
field support responsibilities. Several persons interviewed
 
said that the Office did not take the Sector Council mechanism
 
seriously enough and maximize its potential for achieving
 
cross-fertilization and coordination of Agency health
 
programs. They pointed out that the Child Survival and AIDS
 
Task Forces were doing a better job. They added that the
 
Agency Director (also Health Office Director) was not using the
 
Sector Council mechanism to carry out his Agency-wide role.
 

b. Team Findings
 

Based on interviews and review of minutes of Council meetings,
 
the Team found that the Council mechanism has been used during
 
the past year, at least, to obtain regional bureau feedback and
 
concurrence on Office projects and activities, review
 
substantive topics of general interest,and to discuss
 
Agency-wide policy issues concerning primarily the Child
 
Survival initiative. Regional bureau representatives feel that
 
the Council meetings have served to improve coordination and
 
communication between them and ST/H, but has not been as
 
effective as it could be. They complained that meetings have
 
not been held regularly each month, but scheduled to meet the
 
needs and convenience of ST/H. While the meetings were
 
irregular, seven meetings were held during 1987.
 

The Team was advised that the function of the Health Sector
 
Council was complicated, and somewhat compromised, by the work
 
of the Child Survival Task Force which met periodically daring
 
the past several years to coordinate the Child Survival
 
Initiative. Those meetings, chaired by the Deputy Assistant
 
Administrator of the Science & Technology Bureau, covered much
 
of the ground that the Sector Council would normally have
 
discussed in the absence of the Task Force and, in the view of
 
the Office Director, reduced the need for frequent Council
 
meetings.
 

Regional Bureau representatives also complained that ST/H
 
sometimes brings subjects to Council meetings on which they
 
seek regional bureau concurrence, without having given the
 
regional bureau people adequate time to study related material
 
and reflect on it. The regional bureau people suspect that
 
ST/H tries to extract concurrence to ST/H's proposals and
 
impose its will unfairly, in the name of urgency and AID
 
priorities. Although ST/H claims that they do not intend to
 
act in a directive manner, and that they want to work
 
collaboratively with regional bureaus, the experience as
 
perceived by some regional bureau representatives is
 
otherwise. On the other hand, the Office Director requested,
 
at the April 23, 1987 meeting, that regional bureau ,
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representatives propose agenda topics for discussion at
 
subsequent meetings. Based on the Team review of Council
 
meeting minutes, it must be concluded that the regional bureau
 
representatives have not done so.
 

The original conception of an Agency Director was one which
 
suggested a great deal of Agency representation and
 
coordination at international and domestic scientific fora and
 
a nominal amount of internal Bureau and Office management. The
 
Office Director was expected to attend to the internal workings
 
of the Office. In the case of the Agency Directorate and
 
Office of Health, which are identical and headed by the same
 
person, the separate roles of Agency Director and Office
 
Director have become indistinguishable.
 

c. Conclusions
 

The Team concludes that the Council has played a valuable role
 
in increasing coordination and communication between the health
 
sector technicians in ST/H and regional bureaus, and provided a
 
formal mechanism for obtaining feedback on ST/H projects. But
 
it is not meeting the Administrator's original expectations
 
that it would provide the mechanism for the Health Agency
 
Director to exercise his "Agency-wide" leadership role. We
 
note that the Agency Directorate is not functioning as
 
originally contemplated and feel that that role is probably not
 
realistic given AID's decentralized management structure. But,
 
the Council is serving a very useful communication function.
 
We also observed an effort on ST/H's part to use the Council as
 
a means to collaborate with the regional bureaus in meeting
 
their common objectives, but with less than full success, as
 
noted above. Regional bureau representatives have not taken
 
initiative to make the Council meetings more useful to them by
 
bringing topics to it for discussion or proposing changes in
 
its structure or role.
 

The Council probably cannot be expected to be much more than it 
is at present because it is actually just one element in a 
spectrum of AID decision-making mechanisms - formal and 
informal. On the one hand considerable business is transacted 
daily between ST/H and regional bureaus on many subjects, 
including project-specific -implementation, Agency-wide policy 
issues, personnel and ST/H new project development. Some of 
this represents preliminary work on subjects which are 
eventually dealt with formally at Council meetings. But, on 
the programmatic and resource allocation side, decisions are 
usually reserved as the prerogative of each bureau's top 
management, with involvement of their respective Program 
Offices. 
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2. Child Survival Task Force and AIDS Working Group
 

The task forces, while serving a very useful purpose, intrude
 
on ST/H's relations with the regional bureaus. The Child
 
Survival Task Force was set up in 1985 with the advent of the
 
Child Survival Initiative to coordinate its implementation
 
within AID and interact closely with the Congress and
 
international agencies. One of the S&T Bureau Deputy Assistant
 
Administrators was appointed Chairman. Regional bureau and S&T
 
Bureau persons interviewed agree that the Task Force was
 
instrumental in making the C.S. Initiative work as well as it
 
has. However, they also agree that it causes confusion about
 
leadership of the program, which appears to many to be split
 
between the DAA/ST and Agency Director (Office Director) for
 
Health. Furthermore the respective functions of Task Force
 
meetings and Health Sector Council meetings with respect to
 
child survival subjects is unclear. Some observers feel
 
strongly that the Task Force intervenes too much in the
 
operations of the Health Office. Its original mandate was to
 
'...coordinate and monitor implementation of the health and
 
nutrition projects funded by our additional Health and
 
Nutrition funds.* It subsequently broadened its mandate to
 
take on a leadership role in successfully creating an
 
Agency-wide emphasis on child survival.
 

The Chairman advised the Administrator on February 19, 1988
 
that the Task Force's development work was largely complete and
 
that its principal concerns during 1988 will be implementation
 
and continuing Congressional interests. He advised the Team
 
that the Task Force had accomplished its principal objectives.
 
In view of that, and the evidence of management and
 
communication problems currently associated with it,-which
 
impinge upon ST/H's relations with the regional bureaus, the
 
Team concludes that the Task Force should be disbanded now.
 
The mechanisms required to sustain the Initiative are in place
 
and the Health Office, in collaboration with the regional
 
bureaus and PPC, is capable of coordinating its
 
implementation. Surely the Task Force's remaining task of
 
handling "continuing Congressional interests" can be handled by
 
ST/H in cooperation with PPC and LEG.
 

The new AIDS Working Group is also doing a commendable job
 
under great pressure. In light of the experience of the Child
 
Survival Task Force, the Team concludes that a target date
 
should be established for termination of the AIDS Working
 
Group. Only if mechanisms are not in place and programs are
 
not operating routinely at that time, should it be extended.
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3. Child Survival Information System
 

The Health Office is providing a valuable coordination function 
for the Agency through its Health Information System Project. 
The system is operated by a contractor as part of the 

CSAP-Support Project (936-5951). The contract was initiated in 
early 1984 to develop a data bank of information about USAID 
Child Survival and other health projects, compile relevant 
statistics on USAID countries and assist the ST/H Office with 
various analytic tasks. An evaluation conducted during 
December 1987 found that the data have been used for tracking 
progress of USAID-funded health and child survival projects and 
for planning and monitoring A.I.D.'s health programs
 
worldwide. Furthermore, the system (HIS) has provided all the
 
data for the annual Child Survival Reports to Congress. It is
 
being used by the regional bureaus for their own program
 
monitoring and planning purposes, and increasingly by outside
 
agencies, including the United Nations Water and Sanitation
 
System.
 

4. Technical and Policy Coordination with External
 
Organizations
 

Office staff participate actively in technical and policy fora
 
with external groups. On the technical side, the Office
 
Director and a large number of cognizant technical officers
 
(project managers) attend meetings with international and U.S
 
groups to discuss issues related to their projects, including
 
coordination of similar efforts conducted by others.
 
Approximately half of the Office travel in 1987 was for that
 
purpose, in contrast to project implementation purposes per
 
se. The Office maintains close contact with the World Health
 
Organization, National Institutes for Health and Centers for
 
Disease Control units of the U.S. Health and Human Services 
Department, and universities with which it collaborates on a 
number of activities. 

On policy and programmatic issues the Office participates
 
heavily, directly and indirectly, in communications with
 
Congress about A.I.D.'s health and child survival program. We
 
were told that Office staff prepare numerous documents used in
 
communication with Congress, and sometimes participate directly
 
in such communications. This function appears to place a heavy
 
burden on the staff, taking time away from their project and
 
office management responsibilities. The Team noted that the
 
PPC Bureau had handled a large share of this responsibility in
 
previous years, before its staff was reduced.
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III. Management Issues
 

A. Staffing
 

1. Number of Office's authorized positions is inadequate.
 

S&T Health is staffed with a bewildering variety of kinds
 
of employees. There are no fewer than 14 categories of
 
employees including full and part-time personnel. (See table
 
2) Some of these employees can function as full cognizant
 
technical officers (CTO's), others can't. Some are long term,
 
others may be gone on a moment's notice. The Team counts 38
 
employees, excluding two experts working on a "when available"
 
basis (WAE). This figure can be rendered obsolete at any time.
 

In terms of perspective, a comparative set of figures is
 
instructive. In FY 1985, ST/H had 16 FTE (full-time employee)
 
ceilings. There were, then as now, assorted other personnel.
 
ST/H's share of the S&T Bureau's FTE ceilings was 7.4%. The FY
 
85 funds assigned to ST/H for management (prior to the Child
 
Survival build-up) constituted 9.8% of all S&T funds. From
 
this perspective the ST/H office had reasonable numbers of
 
staff to match resources assigned. By FY 1988 (current) the
 
FTE allocation to ST/H had increased 25% to 20 ceilings (though
 
all are not currently filled) constituting 10.6% of all S&T
 
ceilings. The funding resources conferred on ST/H to manage
 
have increased by 335% and now constitute 24.9% of all S&T
 
funds. While these comparisons are necessarily gross,
 
discounting the reality that some funds are merely "passed
 
through' to WHO, there is little doubt that the ST/H office is
 
being made responsible for more funds without commensurate
 
increase in staff. Hence, the proliferation of ad hoc
 
solutions, some quite innovative, to bring in additional people
 
not subject to ceilings.
 

2. CTO workload is heavy.
 

To address the workload, ST/H assigns a Cognizant Technical
 
Officer (CTO) for each project (and, on occasion, subproject,
 
see table 3). To cover the 29 existing projects in FY 1987,
 
S&T identified 18 CTO's who each managed from 1 to 3 projects.
 
While, on the face of it, this project workload may not appear
 
excessive, effective performance depends heavily on such
 
variables as: the nature of the project, the quality of the
 
contractor, the number of subprojects, the number of buy-ins,
 
the CTO's own A.I.D. implementation experience, the amount of
 
travel funding available, etc. Furthermore, many CTO's have
 
significant work requirements in interacting with US and
 
international scientific bodies, participating in regional
 
bureau activities, and, as the Agency's last repository of
 
information on health, responding to ad hoc requests from
 
Congress and the public.
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Of specific interest in terms of CTOs is the unusually
 
heavy research portfolios carried by the research staff, 3/4's
 
of whom have only limited A.I.D. implementation experience.
 
This heavy workload reduces the ability of these technical
 
specialists to interact technically with operations research or
 
field support type activities, whether in S&T or in the field.
 

3. CTO's do not travel to the field enough.
 

As noted in Sec. II.B.1 above, ST/H staff travel is a
 
chronic complaint. Field missions repeatedly urged ST/H
 
officers to visit and to provide technical advi-ce to projects
 
in the mission's own portfolio. The team was advised that (a)
 
travel funds were inadequate and (b) staff time available for
 
travel was limited. In terms of funding resources, it may be
 
necessary for S&T management to re-examine priorities relating
 
travel funding to project management responsibilities. Also of
 
note, in FY 1987, ST/H officers traveling in support of mission
 
activities had 299 days of TDY spread among 11 officers. This
 
works out to one 3 week trip per year per active officer, a
 
fairly nominal figure. Much greater mission support could be
 
provided by either increasing the number of officers providing
 
field support and/or increasing the numbers of TDY days in the
 
field per officer, or both.
 

4. CTO's and Office management face potential accountability
 
problems.
 

In terms of accountability, each CTO is expected
 
(required?) to be knowledgeable about project progress and
 
expenses. Travel to project sites is certainly essential to
 
assure that minimal financial responsibility is maintained.
 
While A.I.D. vulnerability assessments are not necessarily
 
impeccable indicators of potential fiscal mismanagement, it
 
should be noted that in the last vulnerability assessment (July
 
1985) ST/H was rated as a moderate risk (2nd highest category)
 
at a time when it had yet to assume significant increases in
 
funding from Child Survival and AIDs earmarks. The team was
 
informed that a vulnerability assessment (now called an
 
internal control risk assessment) was currently being
 
undertaken since June 1987 but had not yet been completed.
 

5. Non-career technical experts should not serve as project
 
officers (cognizant technical officers).
 

ST/H has followed a policy of recruiting highly qualified and
 
experienced technical specialists to serve as CTOs for the
 
projects in its research portfolio. This is seen as a means of
 
strengthening the Bureau's, and AID's technical capabilities
 
and helping to make it a leader in certain technical fields.
 
Because AID has very few such biomedical technical specialists
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among its career ranks ST/H has brought in many people from 
outside for short term assignments - usually two years. It has 
been very successful in attracting qualified persons from the 
U.S. Public Health Service, universities (IPAs, AAAS Fellows,
 
CS Fellows) and state government (IPA). At the present time
 
ST/H employs 11 such persons who are formally, or informally,
 
in charge of 12 projects, representing 82% of the research
 
portfolio and 41% of the total portfolio.
 

Based on its interviews with AID staff and ST/H contractors,
 
the Team identified a number of problems associated with the
 
Office's heavy reliance on the non-career technicians for
 
project management responsibilities.
 

a. They do not know the "AID system" and it takes a year or
 
more to really do so. By the time they are really part of the
 
system and working effectively within it they depart.
 

b. More time must be devoted to management/ administrative
 
aspects of the projects than to the truly technical aspects for
 
which they were hired. This is compounded by the fact that the
 
Office provides technical staff with very little
 
administrative/clerical support.
 

C. The practice may contribute to the poor communication and
 
technical interface between the research projects' staff and
 
field service projects' staff, who are career AID health
 
generalists for the most part. The research portfolio does not
 
appear to be feeding into the "field service" portfolio from
 
within the Office. Research findings are more likely to enrich
 
field service projects through networks external to the Office.
 

Conclusion: The Team concludes that all ST/H projects should
 
be managed by AID career officers, with appropriate inclusion
 
of FS officers. We feel that many FS Health Officers with
 
field experience would do the job admirably, and would
 
appreciate opportunities to work closely with some of the most
 
exciting applied health research work being done in the world.
 
But, they could not do the whole job alone. A small number of
 
highly qualified experts, such as have been used to date,
 
should be assigned by ST/H to serve as technical advisors to
 
all of the Office projects in their respective fields. For
 
example, a diarrheal disease expert should "backstop" the
 
ICDDR-B, ADDR, and WHO research projects and the PRITECH,
 
SUPPORT projects, and advise on ad hoc matters that arise
 
periodically. That arrangement would maximize their technical
 
contributions to the entire portfolio, and strengthen the field
 
and "AID system" synchronization of the research portfolio.
 
This arrangement would probably require additional FTE
 
positions for the Office, but reduce its dependence on
 
temporary, above ceiling employees to run its complex program.
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B. Office Structure
 

1. Office structure does not facilitate effective program 
coordination. 

The present office organization structure places excessive
 
burden on the Health Services Division to a) design and manage
 
the highest priority field support projects (PRITECH, REACH,
 
HEALTHCOM, PATH and PRICOR), b) maintain liaison with all
 
mission programs, and c) perform ad hoc duties for the Office,
 
such as organize ICORT III. By contrast, the Vector and Water
 
Borne Disease Division is responsible for two projects (WASH
 
and VBC) which are completely field support in nature, and yet
 
they are not managed as part of the Health Services Division.
 
The other major project in the Vector and Water Borne Disease
 
Division(Malaria Vaccine Research) is very complex and should
 
be part of a research management unit.
 

The Epidemiological Research Group, popularly referred to as
 
the Research Division, manages several projects closely related
 
to the principal child survival interventions pursued by the
 
Health Services Division, but with very little communication
 
between them. Finally, the Child Survival Coordination unit,
 
which has played a useful role helping the Office handle the
 
many special requirements of the Child Survival Initiative, now
 
overlaps some of the functions of the Health Services Division
 
and is also managing some projects as well. It should be
 
integrated into the regular Office structure when the Child
 
Survival Task Force is disbanded, as recommended above.
 

2. The Office should be reorganized, joining all field service
 
projects and field liaison functions together and placing all
 
biomedical research activities together.
 

The Office of ST/H has been considering a reorganization for as
 
long as 18 months. The Bureau plan for the reorganization of
 
the Directorate of Health involves the creation of two Offices
 
within the Directorate of Health, one for Reasearch and one for
 
Field Support. Within each Office would be two or three
 
Divisions (as appropriate). (The Divisions would not, as of
 
the present, have sufficient staffing to justify their
 
receiving that name classification.) Each Office would have a
 
Director at the SES level. While the Directorate has been
 
allocated four (4) additional FTE ceiling, two of these
 
ceilings would be utilized by creating the Office Director
 
positions. The remaining two FTE ceilings are expected to be
 
used for an additional CTO and an additional secretary.
 

Bureau management should make sure that reorganization will
 
alleviate current problems of overloaded project officers
 
(CTOs) and poor internal coordination between units.
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Unfortunately, the plan currently proposed by the Bureau would, 
in the Team's opinion, exacerbate rather than alleviate, those 
problems. Although that plan correctly places research in one 
unit and services in another, it separates them 
organizationally even more than now by elevating each to Office 
status. We feel that could inhibit interdepartmental 
communications even more and probably hurt prospects for 
recruiting AID career health officers to manage research 
projects as recommended above. 

The addition of two high-level managers to serve as office
 
directors represents another serious flaw in the Bureau's
 
plan. Any new staff provided to this Office (Directorate) must
 
serve,as project officers (CTOs) to ease the current serious
 
overload. Many persons interviewed by the Team (staff,
 
contractors, international agency officers) expressed serious
 
concern about the situation, and most field criticisms of the
 
Office reflect the same problem. The Team feels that CTOs are
 
already unable to stay as close to their respective projects
 
and contractors as they should in order to discharge their
 
project officer responsibilities properly. In fact, the Team
 
urges that no new projects be started which would place
 
additional management burden on CTOs and that the Office
 
actually reduce substantially the number of management units or
 
activities for which it is responsible.
 

The Team feels that creation of two health Offices might
 
generate even greater claims for scarce funds and staff, which,
 
given the high percentage of Agency health funds already
 
controlled by ST/H, and the possible and desirable increase in
 
mission bilateral programs competing for these funds, would be
 
a most unfortunate outcome.
 

Since 1985 the Agency has placed a very heavy management and
 
technical burden on the Health Office without providing a
 
commensurate increase of appropriate staff. The Office staff
 
themselves have contributed to the problem by continuing to
 
propose additional projects, albeit useful field support
 
resources (Maternal & Prenatal Care, Health Care Financing,
 
Epidemiological services). As noted below, the Office is in a
 
precarious situation in terms of carrying out its project
 
management responsibilities. It is in danger of letting
 
success get out of control. Consequently, Agency management
 
must take a hard look at what it wants from the Office, its
 
role vis-a-vis regional bureaus, and either increase its staff
 
and operating expense budget or cut back its program to match
 
the staff available.
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C. PROJECT IDENTIFICATION, DESIGN & APPROVAL PROCESS
 

Ideas for new projects seem to emerge from a variety of
 
sources, including informal staff brainstorming, perceived
 
demand from the field, discussion with regional bureau and
 
mission staff, political/management priorities, outside
 
experts, etc. This appears to be a normal and healthy process
 
which encourages creative thinking from a number of sources.
 
But,the project design steps which follow initial
 
identification of project ideas are equally important. A
 
rigorous design process is required to keep the portfolio
 
focussed on priorities and to produce projects which are
 
relevant and implementable.
 

The S&T Bureau has a formal project design procedure which
 
includes preparation of a Concept Paper, PID and Project Paper.
 
Concept papers are reviewed by the Senior Assistant
 
Administrator. If approved, a project team is to be formed,
 
including a member of ST/PO (Program Office), members of ST/H,
 
and sometimes representatives of other S&T offices, regional
 
bureaus, General Counsel and Contracts Management. A PID is
 
prepared for SAA approval, unless he had waived PID preparation
 
at the Concept Paper stage. That is often done for follow-on
 
projects but rarely for new projects. Regional bureau
 
representatives are consulted early in the process and cables
 
are sent to missions soliciting their views and expressions of
 
potential demand for proposed project services, including
 
estimated "buy-ins'. Regional bureau inputs and concurrence
 
are sought for the Concept Papers, PIDS and PPs.
 

In practice, PIDs and Project Papers have been prepared for all
 
the recent "field support" projects, but for only some of the
 
research projects. Of the current ST/H total project portfolio
 
of 32 projects of which 6 were unsolicited proposals, PPs were
 
prepared for 14. ST/PO involvement has been minimal and,
 
although regional bureau people have been consulted throughout
 
the process, they have not participated as full team members.
 

Issues:
 

a. ST/H does not prepare Project Papers for all projects.
 
Because the Agency has found the project paper preparation and
 
review process to be a useful way to assure that all pertinent
 
issues are addressed, it seems appropriate for ST/H to follow
 
that process for all of its projects. Content and emphases of
 
project papers can be modified to meet the needs of particular
 
types of projects.
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b. The S&T Bureau reviews and approves project documents
 
(Concept Papers, PIDS, PPs) seriatum rather than in a common
 
meeting format. Regional bureaus have found that the meeting
 
format for project review and approval purposes is useful
 
because it generates discussion of alternatives and critical
 
assessment of the proposals. Meetings permit representatives
 
of interested offices and bureaus to participate in the
 
decision-making process on an equal basis with the project
 
proponents. The process also serves to inform interested
 
offices about the projects. In view of regional bureau
 
comments to the Team about lack of opportunity to participate
 
in ST/H project design process, it would be prudent for ST/H to
 

Shold 
 project review and approval meetings where all parties
 
could express, and share, their views together. Sector Council
 
meetings are not appropriate for this function because Council
 
membership does not include all of the appropriate skills
 
required for project review. Furthermore, Council meetings are
 
intended for collegial discussions of technical subjects, and
 
formal review of project proposals should raise additional
 
programmatic and funding issues which transcend the Council
 
members areas of concern and/or expertise.
 

c. ST/H does not include regional bureau representatives on
 
project design teams. Although regional bureau representatives
 
are consulted on some project designs, especially "field
 
support" projects, they are not brought into the design process
 
as formal participants. Now that many ST/H projects are
 
essentially USAID service projects, and the distinction between
 
"central' and 'regional" projects is blurred, regional bureau
 
staff should participate actively in the design of many ST/H
 
projects. It is not enough for ST/H to consult with regional
 
bureaus about the design of their (ST/H) projects. Instead,
 
the projects should be regarded as joint projects and regional
 
bureau staff should be full partners in their
 
conceptualization, design, implementation and evaluation.
 
Differences of emphasis and technical content should be
 
resolved collaboratively through the design process. In fact,
 
regional bureaus have consciously refrained from establishing
 
regional technical support contracts through their own projects
 
because ST/H already has a project contractor in place to meet
 
their needs. ST/H has encouraged regional bureaus to rely on
 
their service projects in lieu of starting their own. The
 
WASH, VBC, PRITECH, REACH, HEALTHCOM projects are cases in
 
point.
 

d. Project Development Officers (PDOs) do not participate in
 
design of ST/H projects. In fact, the S&T Bureau does not have
 
any PDOs. The Program Office is expected to play that role but
 
it is understaffed and inexperienced in project design. ST/H
 
has several CTOS with project design experience but they do not
 
play an Office-wide role. Ideally, S&T could create a PD
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capability to serve bureau-wide, but in any event, should
 
create a mechanism which will take advantage of the rigorous
 
project design and review system which is extant in the
 
regional bureaus. The Office should ensure that all of its
 
CTOs take the A.I.D. Project Design and Implementation course
 
(if they have not already done so) to increase their
 
understanding of the issues involved.
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0 Johns Hopkins 

Support 936-5953 05 12/91 2,973 1,973 Clay (CS) PATH 0.5 0.5 0.8 (CS) 
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S PRHITECHII 936-5969 87 92 Feinberg (65) MISH w/AED, etc .92 3.0 3.5 (CS) 

'ech. Adv. C.S. 
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Sprague (AIDSCOK) 

1eS) 
AED 

936-14A6 87 90 Pettigrew (s) Various 

WASHI!I 9Ub-5973 S Austin (s) TD 1.0 2.5 

HLiH. UNl. 916-5974 89 - 0.6 
HUH,rnl 

936-5966 8B 93 Tinier (89) 1ID 0.7 1.3 (CS) 
- 0.8 



S&T(H) - STAFFING TABLE 2 

USDH "SURPLUS" OUTSIDE CEILING 

CATEGORY GS FS PHS AD COMPLEMENT IPA PHS AAAS CS TOTALS 

Professional FT 
PT 

10 
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TABLE 3
 

S & T Health Cognizant, Technical Officers (CTO)
 

FIELD SUPPORT
 
LIFE OF PROJECT
 

PROJECT PROJECT NO. TERMINATING (LOP $'000)
 

1. Lloyd Feinberg
 

1. 	PRITECH I & II
 
(ORT)
 

I 936-5927.1 $44,700 
II 936-5969 

2. MEDEX	 '88 4,600 

3. PASA with CDC 936-5967.2	 '88 

2. Allen Randlov
 

1. REACH - project mgt 1/2 time 

) 	 2. Maternal and Prenatal Health 
Project Dev - 1/2 time 

3. Health Financing 936-5927.4 

3. Susan Abramson
 

1. REACH	 936-5927.3 

4. Robert Clay 

1. Healthcom 931-1018.1	 12,500 

2. ORT-HELP 936-5939 84-91	 7,300 

3. Support 936-5953	 2,973 

5. John Austin
 

1. WASH II 936-5942	 19,700 
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Clive 	Shiff 

1. VBC 936-5948	 19,880 

2. Americares 936-5957	 800 

3. TDR 931-1126	 40,300 

7. Tom Bender
 

1. Vaccine 936-5947	 7,430 

2. Malaria Field 936-5967	 5,000 

3. DiaTech 936-5935	 11,000 

8. Lin 

1. DDRP 936-5928	 18,025 

2. ADDR 936-5952	 12,500 

3. PED. CHR. DDRT 936-5940	 3,298 

Jim Heiby 

1. Malaria Vaccine 931-0453	 89,000 

2. PRICOR II 936-5920	 19,553 

3. 	Asia Pacific 
PH Management 936-5950 85-90 2,200 

10. Pam Johnson
 

1. CSAP - support 936-5951	 7,000 

2. NCIH	 936-0271 

3. 	Demo & Health 
Surveys 936-3023 2,625 

11. Eugene McJunkin
 

1. 	 Int. Linkages 
in Med Ed 936-5954 7/88 897 

- 2. Milwaukee IHTC 936-5958	 4/88 425 
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Janet Ice
 

1. 	 Health & Human N-A Annual
 
Svcs (RSSA) 936-5929
 

13. Jeffrey Harris
 

1. AIDS 936-5965	 5,000 

2. AIDS TECH 936-5972
 

14. V. Barbiero
 

1. Healthtech 936-5968	 2,500 

15. J. Terry
 

-	 1. TACS 
PASA with OIH 936-5970 2,000 

16. D. Sprague
 

& 1. AIDSCOM 936-5972
 

17. G. Pettigrew
 

1. IQCs	 936-1406 

18. Ann Tinker
 

1. 	Maternal/Prenatal
 
Health & Nut. 936-5966
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Office of Science Advisor
 

EXECUTIVE SUMMARY
 

I. Program Description
 

The Office of Science Advisor (SCI) was established in
 
1981 both to advise the Administrator and A.I.D. on a broad
 
range of' science and development issues and to manage several
 
programs of small grant support to U.S. and developing country
 
scientists.
 

The research program administered by SCI is funded 
separately from the mainline activities of the Science and 
Technology Bureau. While loosely focused on problems of 
interest to A.I.D., such as biomass conversion or biological 
diversity, the grants have been awarded based on criteria of 
innovative Thigh risk - high gain", start-up-types of research 
activities and have gone to research collaborators in 42 
countries. While a significant number of missions now support 
the program, it operates outside mission development strategies. 

SCI is also the focal point for A.I.D.'s most systematic 
relationship with the National Academy of Science's Board on 
Science and Technology in International Developement (BOSTID). 
SCI monitors the more directive and structured A.I.D. funded 
research program organized by the BOSTID. The relationship 
between the SCI and BOSTID program is currently under 
discussion. 

Since its establishment in 1981, SCI has managed about $85
 
million devoted to research grants and developing country
 
science support activities. A major evaluation of the program
 
is underway and will be completed in 1989.
 

II. Management Assessment Conclusion
 

A. Is the Office of Science Advisor achieving its stated
 
objectives?
 

The team generally concluded that the objective of
 
supporting innovative research had been achieved,
 
while the broader role of science advice and
 
leadership had been partially achieved.
 

B. How can these objectives be achieved more efficiently?
 

The team concluded that while overall management of
 
SCI's programs was of high quality, there was room
 
for improvement in the monitoring of grants, and more
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could be done to reduce management overhead and to
 
provide support and training services to science
 
collaborators. The current relationship with
 
NAS/BOSTID is under negotiation and better
 
integration of NAS's capabilities with A.I.D.'s
 
objectives should strengthen the program.
 

C. In the light of budget and personnel constraints, do
 
the objectives remain valid?
 

The team did not reach agreement on this issue. One
 
member concluded that regardless of the outcome of
 
the evaluation, support for this program should be
 
terminated as a "luxury A.I.D. can no longer
 
afford." Two team members believed that this was an
 
issue which should await the conclusions of the
 
evaluation and the restructured relationship with the
 
NAS. The fourth member concluded that the program
 
objectives remained valid and that A.I.D. support for
 
this type of U.S.-LDC collaborative scientific
 
research should be expanded, particularly with
 
respect to advanced developing countries.
 

Whatever the fate of the SCI Office, the role of A.I.D. in
 
the larger world of development related basic and applied
 
science needs a major examination and a clear statement of
 
overall strategy.
 

I. Background
 

The Office of Science Advisor (SCI) was established in 
1981 to administer a new Congressionally mandated Program of 
Scientific and Technology Collaboration (PSTC) between the U.S. 
and scientists in less developed countries. Congress in that 
year authorized $12 million to carry out that purpose. 

A major portion of the PSTC was a competitive research 
grants program, directly administered by the Office of the 
Science Advisor. Organized as a project called, Innovative 
Scientific Research (ISR - 936-5542), it has an authorized 
amount of $35 million through 1987, with annual requests to 
Congress hovering at $5 million. 

Also in 1981, the Agency provided a grant to the National
 
Academy of Science (NAS) to develop and administer a program of
 
research networks engaging LDC institutions in directed
 
research programs on subjects of interest and relevance to LDC
 
problems. The authorized amount through FY 88 was $36 million,
 
with annual funding at $4 million. This grant is under the
 
Applying Science and Technology to Development project
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(936-5538) and will expire in 1990. In its 1988 report, the
 
Congress limited funding to NAS to no more than $2 million this
 
year, unless the amount exceeding $2 million was matched by
 
other sources.
 

In 1985 a third major activity was developed in response
 
to a Congressional request to implement a new program of
 
collaborative science and technology projects between Israel
 
and developing countries. Through FY 87 almost $12 million in
 
grants have been committed to this effort under a U.S.-Israel
 
Cooperative Development Research (CDR) Program (936-5544).
 
Beginning in FY 1989, the program, renamed the U.S.-Israel
 
Cooperative Development Program will be changed to a grant by
 
A.I.D. to the Government of Israel foreign aid agency. The new
 
program will emphasize training and technical assistance, but
 
is likely to fund some research efforts as well.
 

In addition to the above major programs, the Office has
 
administered a program between A.I.D. and the American Academy
 
of the Advancement of Science (AAAS). This program brings
 
young research fellows to A.I.D., serving in most respects as
 
science consultants to offices in A.I.D./W. The program is
 
coordinated by the Science Advisor, although individual
 
requesting offices provide necessary funding. Begun in 1982
 
the program has placed 31 fellows in A.I.D. offices each for a
 
one year period.
 

II. Focus of This Report
 

This report is but one of nine studies requested by
 
Congress in FY 1988 focusing on the validity and management
 
effectiveness of key A.I.D. central offices. The Continuing
 
Resolution and Committee Report stated that it wanted to know
 
whether A.I.D. offices are achieving stated objectives, how
 
those objectives might be achieved more efficiently, and
 
whether, in the light of funding and personnel limitations, the
 
objectives remain valid, and how well offices in A.I.D.
 
Washington provide effective support for missions in the field.
 

Because the Office of Science Advisor is somewhat unusual
 
among the nine selected to be studied, a few sentences about
 
the relevance of the general terms of reference are necessary.
 

The Science office programs are not designed necessarily
 
to provide support to A.I.D. field missions. The general
 
purpose of the three programs has been to fund scientific
 
research involving LDC scientists collaborating with advanced
 
country scientists on problems of relevance to development.
 
While the three programs differ markedly in style and content,
 
they have this in common. They are also inviestigator
 
initiated and peer reviewed. As such, they involve a grant
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monitoring rather than contract management style of
 
- administration. The projects may be funded in countries where 
there is a very limited A.I.D. presence (Mexico) or where the 
.A.I.D. mission has only a very limited interest in developing 
programs of support for scientific research (e.g. Burma).
 

Nevertheless, SCI will not approve projects without the
 
concurrence of the A.I.D. field mission, and SCI makes an
 
effort to engage the field mission in the management of the
 
program. Therefore while not a criterion of success it is
 
nevertheless appropriate to examine the attitudes of the
 
missions toward the SCI office programs and to highlight some.
 
of the positive and negative effects of this relationship.
 
This will be addressed in detail in section IV.5 of this report.
 

III. Stated Objectives of the Office of Science Advisor
 

There are two elements to the Statement of Functions. One
 
pertains to the Director of the Office, who serves a special
 
role as Science Advisor, the other pertains to the function of
 
the Office (SCI) as it relates to the programs it manages and
 
to science and technology activities both in and outside A.I.D..
 

A. -The Science Office
 

The functional stat-ement requires that the Office:
 
provide leadership to A.I.D. and IDCA on matters 
relating to Science Policy. - 

coordinate U.S. government sponsored research 
related to applications of science and technology 
to development 
be knowledgeable about worldwide research and 
monitor A.I.D. funded research to ensure 
consistency with overall strategy 
be aware of new problems and recommend new avenues 
of research which might engage U.S. science 
oversee development of a "small'portfolio of 
innovative programs of research or other forms of 
science and technology cooperation beyond those 
undertaken or planned by other elements of the 
Agency." Stress is placed on innovative approaches 
aimed at key bottlenecks to development. 

As the report will demonstrate, the small portfolio of
 
innovative programs is the most significant emphasis of the
 
Science office staff.
 

B. The Science Advisor
 

- . advises the Director of IDCA and the Administrator 
of A.I.D. on policy matters relating to science and a technology 
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.	 serves as senior advisor on science and technology 
matters involving the bilateral program. 

.	 serves as liaison to and represents A.I.D. on a 
wide variety of national and international science 
fora, and represents A.I.D. before Congress and the 
public to explain the importance of science and 
technology in solving development problems 

.	 directs and supervises the Office and its programs. 

All reporting relationships are through the Senior 
Assistant Administrator for S & T. All authorizing and 
obligating documents must be signed by the Senior Assistant 
Administrator or delegated officials in the S & T bureau. The 
Office of Science Advisor relies heavily on the S & T Bureau 
for staff, logistics and administrative support. Nevertheless 
the Science Advisor sits on the A.I.D. Senior staff and the 
Office independently submits its request for funds as a 
separate office in the Congressional Presentation. 

For purposes of this assessment, the objectives of the
 
Office are reduced to three:
 

1. 	 the development and management of small grant
 
programs to support innovative scientific research
 

2. 	 coordination and oversight functions with other
 
national and international science programs and
 
activities
 

3. 	 provide leadership and advise on matters of science
 
and technology policy and programs to the
 
Administrator and to A.I.D. in general
 

This report focuses on the management effectiveness of the
 
Office within the framework of the terms of reference mandated
 
by the Congress. It does not deal with the scientific quality
 
or relevance of the research funded by the office. It does
 
assess the procedures by which the office takes those concerns.
 

IV. 	Assessment of the Grant Programs
 

A. The Progiam for Science & Technology Cooperation
 

1. BACKGROUND
 

The Innovative Scientific Research grants program is now
 
the major grant program directly managed by the Science
 
office. PSTC includes: (1) Innovative Scientific Research
 
(5542), (2) Strengthening of Capacity (5542), (3) Applying
 
Science and Technology to Development (5538), and (4) CDR
 
(5544). From 1981 through 1987 approximately $36-million
 
dollars had been obligated for 385 specific projects in
 
forty-four developing countries where there is or has been some
 
A.I.D. presence. Of the countries with the strongest programs,
 
Thailand stands out as the most successful with 41 projects
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since 1981. Other countries which have made good use of the
 
program include Nepal, the Philippines, Sri Lanka, Mexico and
 
Guatemala. Peru is rapidly emerging as the second most active
 
program participant with cumulative total of 14 grants through
 
1987.
 

The program makes rapid use of funds, with disbursements
 
through 1987 totalling approximately $23 million. At the
 
middle of FY 88, 132 projects had reached their terminal date,
 
although final documentation had been received on only 57
 
grants.
 

2. STANDARDS FOR THE INNOVATIVE PROGRAM
 

As the program has matured, knowledge of the ISR program
 
now appears widespread and proposal guidelines are clearly
 
understood, particularly in high use countries such as Thailand
 
and Peru. ISR program announcements have become increasingly
 
clear and focused on the six predetermined research modules.
 
These modules are:
 

1. 	 Biotechnology and immunology in human and/or animal
 
systems
 

2. 	 Plant Biotechnology
 
3. 	 Chemistry for World Food Needs
 
4. 	 Biomass Resources and Conversion Technology
 
5. 	 Biological Control of Human Schistosomes and of Plant
 

Crop Viruses
 
6. Diversity of Biological Resources
 

Program announcements make it clear that proposals will be
 
judged according to:
 

1. 	 Scientific merit/quality
 
2. 	 Relevance to international development
 
3. 	 Innovation
 
4. 	 Potential to enhance the capacity of developing
 

countries to conduct innovative research.
 

A review of project files over the eight year period shows
 
a progressive evolution of research focus by potential
 
grantees, although as might be expected scientists making
 
proposals from least developed countries and from those
 
countries where English is not as widespread still have
 
difficulty meeting the standards set out in the announcements.
 

3. SOLICITATION OF PROPOSALS
 

Response to SCI office ISR announcements has been very
 
high, rising to over 600 "pre-proposals" per annum in 1985.
 
The Science Office found this level of response too high, and
 
has endeavored to bring down the number of pre-proposals, now
 
stabilized at approximately 400 per year.
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The number and distribution of pre-proposals received in
 
the Science Office does not conform to any single explanation.
 
Analysis of proposals received from the Latin American region
 
shows Mexico leading the field with 313 submissions, while
 
Brazil with an equally strong scientific establishment
 
submitting only 50 proposals. Peru, a relatively poor country
 
has submitted 98 proposals in contrast to Ecuador with 39, of
 
which 23 were submitted in one year.
 

While a more lengthy investigation might reveal some
 
underlying predominant factors which promote a'high rate of
 
knowledge and activity around the offer of the PSTC grants, at
 
present it appears that a combination of factors are
 
operating. These include:
 

.	 as regular development budgets decline, mission 
interest increases in other assets available to 
them from central programs 

. the enthusiasm and support of the USAID mission or, 
in the Mexico case, the A.I.D. Representative 

. the existence of scientific talent and reasonably 
sophisticated scientific institutions in the LDC 

. previous scientific training in and connections 
with US research scholars and institutions. 

.	 interest of US scientists and science institutions 
in conducting research on problems affecting LDC 
development 

.	 the variability of the country ecosystem attracts 
scientific interest as in the case of Peru.
 

Regarding US interest, it is noteworthy that 113 of the
 
Principal Investigators are located in US institutions. Since
 
the first year or two of the ISR program, the balance has
 
shifted to a distribution in which two thirds of the grants are
 
made to LDC's and nearly all grants involve a significant
 
degree of interaction between the US and the LDC scientist.
 

SUB-CONCLUSION:
 

The Science Office has developed a basically effective
 
system for advertising and solicitation of grant proposals.
 
Faced with an embarrassment of riches, they have wisely cut
 
back on active promotion proposals. Yet, since the purpose of
 
the program is to promote new and innovative approaches, it
 
does not permit grant renewals or long term financing of mature
 
research regimes. Thus the Office must continue to place
 
emphasis on stimulating new potential grantees. From the
 
evidence it appears clear that having active support of
 
USAID mission staff is one means by which this can be done.
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4. THE GRANT SELECTION PROCESS
 

The Grant Selection Process, including ISR and CDR, is
 
well articulated and effectively managed. It does however,
 
consume 75% or more of the staff's time, according to estimates
 
of professionals in the Office. This may be appropriate, since
 
the heavy emphasis on a carefully structuredpeer review
 
process is the most important way to insure quality, and to
 
promote institutional capacity in the LDC. Through the peer
 
review process the potential grantee receives valuable feedback
 
and becomes accustomed to constructive and objective criticism
 
from peers. That the competition is international is an added
 
fillip to the successful grantee. As a Nepali scientist wrote
 
upon hearing that his proposal had been selected, "I would
 
consider A.I.D. funding as the milestone of my career."
 

USAIDs have the opportunity to screen pre-proposals before
 
forwarding them to A.I.D., although not all missions do this.
 
Another feature of the grant selection process is the large
 
number of scientists involved both within A.I.D. and the
 
science community interested in international development.
 

The peer review is organized into two formal reviews, one
 
at the pre-proposal stage and one at the "full proposal"
 
stage. When pre-proposals reach Washington, they are
 
distributed to the heads of sector councils for screening.
 
Some Agency Directors engage other experts, others do not, but
 
in all likelihood the pre-proposal screening process involves
 
about forty-five A.I.D. professionals in S & T and in the
 
regional bureaus. After pre-proposals have been screened and
 
many rejected, some 140 full proposals are invited. When these
 
arrive, the Science office organizes panels of outside experts
 
who agree to volunteer their time to review the proposals.
 

The most recent proposals were reviewed by 142 outside
 
scientists who gathered for three days in October 1987 at the
 
National Academy. All of these people volunteer their time.
 
Each panelist reviews two proposals and panelists join in final
 
recommendations and rankings.
 

After the peer review panel makes its recommendations, a 
letter goes from SCI to the grantee. Frequently this letter 
contains explicit provisos which the grantee must satisfy N 

before the award is given. The researcher's response is 
reviewed within A.I.D., by a senior staff member of the Office 
of the Science Advisor and the designate project officer or the 
Technical Support person assigned to backstop a mission based 
project. A review of the files indicates that failure to 
satisfy the terms of the provisos can and does lead to 
rejection of the proposal. If all is satisfactory, a contract 



-9

ordering document is prepared which incorporates the provisos
 
and, subject to a financial review by the contract office and
 
availability of funds, the grantee is on his or her way.
 

ANALYSIS OF PEER REVIEW PROCESS:
 

The process is well organized, with clearly developed 
protocols and evidence of well thought out preparation designed 
to encourage maximum participation and high quality results. 
In addition, outside reviews are done with minimal cost to the 
Agency. But there are costs and drawbacks to the process. It 
does absorb the bulk of two professional person years in the 
SCI office to manage this process, and engages all of the 
limited staff for a substantial portion of time. It does rely 
on volunteers, hence one has to depend on whom one can get and 
who lives within the region. The Washington area is blessed 
with an abundance of high quality scientific personnel, but the 
ability to institutionalize the process is limited by the 
voluntary nature of it. Some reviewers suggested in interviews 
that while they enjoyed participating in the process, and file 
letters indicate a high willingness to repeat, there is also a 
feeling that this review is in part an "eleemosynary" gesture 
and not quite as serious as their participation in, for 
example, NIH or NSF reviews. 

Another observation made by some reviewers was that the 
balance of objectives which include the develop d 
capacity building purposes, tended to force s 
between those goals and the criterion o "good 
Finally because of the need to achieve some distribution 
between and among modules and countries, a number of high 
quality proposals are rejected.
 

SUB-CONCLUSION:
 

It is fair to say that the review process is as exhaustive
 
and detailed as possible given staff time and resources
 
available. A more expensive process using honoraria and travel
 
funds to support a broader network of reviewers might produce
 
better results and could be more easily institutionalized at
 
lower direct management cost. On the other hand, the current
 
system has the important benefit of widespread engagement of
 
A.I.D.'s scientific and technically trained staff, and it puts
 
the SCI office into direct contact with a wide array of
 
Washington area scientific institutions, and, hence, increases
 
A.I.D.'s knowledge of and visibility to the larger scientific
 
community. Any changes in the management of the Peer Review
 
Process should retain this important benefit.
 

4 E'Vt 
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5. THE GRANT OVERSIGHT PROCES
 

While A.I.D. .regulations do require "management" of
 
grants in the sense of contract f roject management,
 
officers who accept responsibil for ISR grants do in fact
 
.get involved to a greater or lesser degree. The term monitor
 
is closer to the formal role, but management will be used to
 
refer to the de facto process. Once awards are made the grant
 
management becomes widely decentralized throughout the Agency,
 
and in the field. Substantive grant management is located in
 
one of three possible offices. First, SCI maintains control 
over a few grants. Second, and the most preponderant choice in
 
the early stages of the program, a grant manager is found in
 
the Science and Technology Bureau or in the Regional Bureaus.
 
Third, grants are managed in the USAIDs. When the USAID
 
manages a grant, a Technical Backstop person is officially
 
designated in A.I.D./W, usually in the S & T bureau.
 

Interviews with grant managers indicate a wide divergence
 
of views with regard to the value of the program, although on
 
balance the people who take on this responsibility do so
 
because they believe in the program and enjoy participating in
 
it. For some however it is clearly a burden which they would
 
rather not have, and one has to question in these situations
 
how much management is actually provided. Negative experiences
 
were more frequently reported from mission than from central
 
and regional bureaus. This was true even for those missions
 
which, on balance, saw merit in the program.
 

The quality of grant management in A.I.D./W, both in S'& T
 
and in the regional bureaus was mixed, but on balance very
 
good. Of six managers interviewed, five kept their own files,
 
followed up on correspondence, reviewed reports and
 
demonstrated substantial familiarity with the grants under
 
their purview. One manager stated he did not have time to pay
 
much attention to his PSTC portfolio. Time spent on SCI office
 
grant management was as high as ten percent per annum for
 
officers who seriously manage as many as ten grants. The
 
principal difficulty all A.I.D./W managers described was their
 
inability to find ways to visit the project sites, even as
 
add-ons to other official travel.
 

To expand the data base for determining how much of a
 
burden to the missions the program actually has become, the
 
team analyzed mission responses to a world wide omnibus request
 
for mission information and views on, inter alia, the Science
 
Office programs. Sixty-three missions responded to this
 
request, many with well thought out comments regarding PSTC
 
program activities. Three missions made negative comments
 
about the management burden but only two concluded firmly that
 
the PSTC program was not worth the effort. Another mission's
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negative view expressed in the cable was undercut by the
 
Mission Director's personally strong endorsement of the program
 
when interviewed in Washington and, his estimate that the
 
management burden was less than one half of the time of one FSN
 
employee. 

On the positive side of the ledger, ten missions indicated
 
strong positive support for mission involvement in the grants
 
program. These missions see the program as a small, but 
important, device to stimulate indigenous research in the LDCs,
 
to strengthen US-LDC linkages through collaborative science,
 
and a means by which the USAIDs broaden their own network of
 
contacts. One Mission Director observed that many of the
 
grants went to scientists who had been originally trained in
 
the U.S., and the grant program permitted them to apply their
 
skills in a collaborative research arrangement that would not
 
otherwi-se be funded by the host government. Several of these
 
missions did observe that efforts should be made to reduce the 
degree of administrative oversight necessary for these grants.
 

Another set of ten-missions expressed generally positive 
views, but were judged, on balance, to take a more neutral 
stance with regard to the overall importance of the program to
 
mission strategy.
 

hMore surprising than the low rate of negative comment from 
.the field was the high level of no comment-. Thirty nine of 
sixty-three missions reporting had nothing to say about the 
programs, although two of those missions, Kenya and Guatemala 
are'or have been fairly active participants.- This would
 
sluggest that it -is possible to run a Science Office program in 
a country without much involvement of the USAID. The evidence
 
of Brazil and Mexico, with four grants each, would indicate
 
that a lonely A.I.D./Rep is able to work out a management
 
system for handling the grants.
 

Clearly "management burdenw is a relative and highly 
subjective phenomenon. Missions enthusiastic about the program 
and which see it as an asset work out the management system 
appropriate to the benefits. Missions who do not perceive the 
program as relevant tend to make more of the management 
burden. Even enthusiastic supporters of the program state that 
the SCI office tends to underplay the amount of mission 
management attention needed. 

ANALYSIS OF MANAGEMENT: 

Based on a review of files, and discussions with actual
 
grant-managers as opposed to Mission and office leaders, the
 
following hypothesis seems to have some support. The objective
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management requirements for servicing a science grant are
 
highest when the grant is to an inexperienced Principle
 
Investigator located in an LDC with poor communications and
 
weak institutional support. The management burden is lowest
 
when the PI is a US scientist working with an experienced LDC
 
collaborator in a relatively accessible country. In this case
 
the grant manager is usually found in the S&T Bureau and has
 
easy access to A.I.D. and SCI office support systems.
 

The requirements of grant management varies greatly as 
suggested above. It includes helping the scientists travel, 
certifying vouchers, making advances and reimbursements, 
helping clear equipment through customs, interacting with the 
Science office on grant review and amendment processes and 
sometimes having to intercede in institutional squabbles which 
threaten the orderly progress of the research. Even the matter 
of financial accounting and management was a serious problem 
for mission Controllers who, until last year, had to keep 
separate accounts for SCI grants operating in their countries. 
Under a new system proposed and instituted by FM, financial 
management of grants at the mission level is fully integrated 
into mission accounting and disbursement systems. 

Because the grants are small, ranging from as low as
 
$10,000 to $150,000, A.I.D. and USG accounting and control
 
systems may seem excessively expensive. One solution missions
 
have found is to use FSN staff to provide grant management.
 
This appears to have worked very well in Thailand and in
 
Nepal. Another suggestion from one mission is for the SCI
 
office to develop a "SCI Grant Mini-Handbook:" which would
 
distill for missions the most effective management devices of
 
the program. Finally it would greatly facilitate management if
 
both SCI staff and technical backstop personnel from A.I.D./W
 
could visit grantees at least once during the three year term
 
of the grant, mainly in conjunction with other official travel.
 

In A.I.D./W grant management is relatively less
 
troublesome, although interviews with regional bureau personnel
 
discovered some concern that the work load associated with
 
grant management was becoming a burden. One officer, now
 
managing five grants, said that he was going to have to say
 
"no" to anymore. Interestingly SCI grant management has been
 
assigned to AAAS Fellows and may be one reason why that program
 
has become popular.
 

SUB-CONCLUSION:
 

Grant management costs vary widely depending on a number
 
of factors, but it is clear that substantial responsibilities
 
are incurred by grant managers, particularly in difficult field
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environments. Because A.I.D. systems require certain actions 
regardless of the size of the "project,' grant management is 
objectively more of a burden than SCI office likes to portray. 
Steps have been taken to reduce these costs and, at the Mission 
level, positive suggestions for improvement have been made. 
Theoretically, and according to Handbook 13 requirements, grant 
management should be a fairly low cost affair, but it appears 
that some mission controllers and contract officers demand 
greater USAID involvement than others. Supplementary 
management guidance by SCI office would help to reduce costs 
and "routinize" administration as much as possible. 

The "quality" of grant management depends largely on the 
knowledge and enthusiasm of the manager. SCI grant management 
is not a part of anyone's job description, but is more a labor 
of love. One technical officer regularly manages a portfolio 
of about ten 'grants, with a total value of over a million 
dollars. This officer remarked that SCI grant management is an 
enjoyable part of his work because it keeps him engaged with 
the substance of his science and uses his own scientific 
training more directly than do the large projects which he 
manages. Even "labors of love" can become tiresome and SCI 
needs to find more ways to insure that the quality of grant 
management in both A.I.D./W and in the field remains high. 

Grant management is also a burden for the Science Office,
 
the decentralized system not withstanding. Grant files are
 
kept in SCI as well as "official" files in the S&T Program
 
Office. A computerized data base has been set up and is
 
regularly maintained. A sampling of files indicates that all
 
grant files were systematically reviewed against a check off
 
list during 1987. Missing documents were identified and
 
located for the files. The burden of record keeping and file
 
management falls on three persons in the office, the secretary,
 
a program operations assistant and a senior officer who is
 
highly expert in computerized data management. Of course grant
 
management for SCI office employees goes beyond record keeping
 
and they frequently get involved with more substantive issues.
 
It is clear however that SCI has not focused as much energy on 
a more systematic approach to grant management as it has on the
 
grant allocation process. The decentralized system of grant
 
management has many positive features and should be retained.
 
As with any decentralized system, however, it needs a strong
 
core of system support and guidance which up to now, the SCI
 
Office has had difficulty in providing.
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6. PROGRAM MONITORING AND EVALUATION
 

Part of the core responsibilities of program management in
 
a decentralized system is oversight and evaluation. It is
 
through these processes that leadership knows whether the
 
decentralized system is performing as planned, whether results
 
are being achieved and broad policies are being followed.
 
Grant programs require special attention, since the theory
 
behind grants is a hands off approach to management. Thus
 
evaluation becomes even more important.
 

The Science Office has approached the evaluation and
 
monitoring issue in a number of ways. Project managers
 
themselves are primarily responsible for monitoring progress.
 
Now that many grants are terminating, project closeout
 
procedures become important. In this regard, it is troubling
 
to find that of the 132 completed grants, only 57 have final
 
reports.
 

At a level of analysis above the specific grant the
 
Science Office has taken several important steps towards
 
evolving a satisfactory evaluation process. First, SCI 
commissioned a "desk review" of one group of projects by an 
experienced senior scientist and former A.I.D. program manager 
for S&T. Next, SCI asked the Agency's Research Advisory 
Committee to review all the modules and the operations of the 
program. Currently, the Office is on stage two of a three 
stage eighteen month long intensive evaluation process. The 
results of this evaluation will be both evidence and judgment
 
about all aspects of the program, but with special emphasis on
 
the impact, quality and long term institutional consequences of
 
the grant programs.
 

ANALYSIS OF EVALUATION PROGRAM:
 

It is timely that an overall assessment of the quality and
 
impact of the Science Office grant program is underway. The
 
team's management assessment would have been strengthened
 
immeasurably if some of this work had already been completed.
 
Nevertheless, SCI has begun to benefit from the evaluation
 
process through better organization of the files and
 
computerized data base and through the opportunity to engage
 
well qualified AAAS Fellow to conduct part'of the evaluation.
 
The evaluation protocols, data collection instruments and basic
 
methodology have been well conceived and the Office has
 
consulted with constituent elements in A.I.D. including CDIE
 
for advice and guidance.
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SUB-CONCLUSION:
 

The seven year old program is undergoing a thorough
 
evaluation at the present time. However, the Office needs to
 
assure a workable monitoring and evaluation system, rather than
 
relying exclusively on episodic studies. Assuming that the
 
outcome of the present ongoing evaluation is positive and that
 
the Agency continues to support a science grants program,
 
further attention must be given to instituting a program
 
monitoring system which would allow the Science Office staff to
 
constantly upgrade their awareness of progress of the grant
 
program. The evaluation and monitoring system should
 
incorporate positive elements of the peer review system.
 

7. DISSEMINATION OF RESULTS.
 

An obviously important element in the process of
 
scientific inquiry and knowledge development is the extent to
 
which results are shared through publications, and through
 
scholarly colloquia.
 

An analysis was done of a sample of eleven of fifty four
 
completed PSTC projects to determine how active the grantees
 
were in publishing and disseminating results. 
encouraging: 

The results are 

Publications in peer reviewed journals, 
books, etc. 68 

Theses and dissertations 2 

Papers delivered at conferences 43 

This data suggests that PSTC grantees are active in scientific
 
fora and that results are being disseminated. As a matter of
 
policy the SCI office now requires that all grantees keep the
 
Office informed of publications activities.
 

As part of their effort to keep A.I.D. informed, the
 
Office regularly publishes a column in Front Lines, the A.I.D.
 
in-house newspaper.
 

SUB-CONCLUSION:
 

From the evidence it appears that both grantees and SCI do 
a reasonably good job of disseminating results of the 
scientific inquiry. 
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B. The NAS/BOSTID Program
 

1. BACKGROUND
 

The grant agreement between A.I.D./SCI and the National
 
Research Council of the National Academy of Sciences is
 
administered by the Board on Science and Technology in
 
International Development better known as BOSTID. This
 
agreement authorized up to $40 million to be spent in support
 
of programs and-services relating to expansion of collaborative
 
scientific inquiry on problems of interest to less developed
 
countries and to a lesser extent the United States. The
 
original 5 year grant was extended in 1983 to terminate in
 
1988, but was further extended to 1990. Requests for annual
 
increments of funding for the grant are included in the Science
 
Office's Congressional Presentation.
 

The distribution of funds available is as follows:
 

Millions of Dollars 

Research Grants 15.3 
Networking 8.7 
Core Support 11.0 

35.0 

Mission "buy-ins" 2.5 

In 1988 the Congress cut $2 million from the SCI office budget
 
and directed that cut to the BOSTID program. Thus beginning FY
 
89, there will be only one source of new grant funding in the
 
PSTC program. It has been decided to reorganize the program so
 
that all new grants will be made by A.I.D. beginning in FY 1989.
 

2. ELEMENTS OF THE BOSTID PROGRAM
 

The BOSTID program contains a separately managed grant
 
program supported by a high level of "networking' support from
 
NAS. The grants program is a structured, focused and somewhat
 
directive approach organized around specific research problems
 
relevant to developing countries. BOSTID assists grantees in
 
grant proposal preparation and provides considerable follow-up
 
and guidance to the grantees. In this sense the BOSTID program
 
is a more "corporate" approach to research than the PSTC
 
program.
 

The Core support program has been used to fund the BOSTID
 
peer review program, meetings of the Committee on Research
 
Grants, which ultimately decides on grant allocation, and
 
myriad other activities associated with grant administration by
 
the six person staff. The BOSTID also has an impressive
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publications program designed, for the most part, to bring
 
rather practical reports on scientific developments to the
 
attention of the larger development community. Some of these
 
reports have become "best-sellers" with production runs of
 
50,000 copies. The process of selection is an interactive one
 
between A.I.D. and BOSTID, with initiatives for studies coming
 
from both parties.
 

With the termination of the Grants activity due to
 
reduction of funds by Congress, BOSTID and SCI have begun a
 
process of renegotiating the relationship between A.I.D. and
 
the Academy which is exploring the possibilities of
 
incorporating BOSTID into the PSTC program. This process is
 
now underway and may be completed as early as April 1988.
 

ANALYSIS OF A.I.D.-BOSTID RELATIONSHIP:
 

One senior professional in SCI provides day to day
 
management of the BOSTID program, but in fact the major
 
parameters of the program have been set, and on occasion
 
altered by interaction between SAA/S&T and the President of the
 
National Academy of Science. The overall working relationship
 
at all levels has been described as good by parties on both
 
sides. As these relationships change with the renegotiation of
 
the grant, some of the differences between the BOSTID and SCI
 
approach to science grant programs may surface and cause
 
tension. As a grantee and premier non-governmental science
 
body, NAS will want to guard its freedom of action and program
 
autonomy. The SCI office quite naturally feels its ISR program
 
with its NIH style peer review system is best fitted to the
 
original mandate of Congress in setting up the Science
 
initiative.
 

The BOSTID program is a much more structured and directive 
program, the purpose of which is to focus research on knowledge 
gaps in a preselected problem or promising line of research. 
The PSTC program on the other hand is only loosely organized 
around such broad categories as biomass conversion. PSTC 
places far more emphasis on leading edge, innovative, high risk 
grant proposals with no pretense of funding an entire research 
regime. Interestingly, the BOSTID approach is much more 
congenial with the long term project approach of the Science 
and Technology Bureau than is the more free-wheeling ISR 
program. It may be appropriate for the Offices of Health and 
Agriculture to examine the possibility of integrating the more 
promising BOSTID research initiatives already underway in such 
areas as Acute Respiratory Infections in Children. These 
research networks do represent an asset of considerable value. 
This asset should not be abandoned without careful assessment 
of its future value to the development process. 
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SUB-CONCLUSION:
 

The SCI-BOSTID relationship has been positive and for the 
most part mutually reinforcing in the service of the shared 
goal of bringing collaborative science to bear on critical 
constraints to development while enhancing the capacity of LDC 
science institutions. The BOSTID program of networking and 
publications support is judged to be highly effective. These 
strengths should be harnessed to the purposes of the PSTC grant 
program. Moreover, the management by BOSTID of a peer review 
process more closely modeled on the present Science office 
system will permit the Science office to carry out other 
management, monitoring and evaluation functions more 
effectively than the office is now able to do. It is hoped 
that the negotiations between SCI and BOSTID will result in a 
strengthening of the United States' ability to retain its 
leadership in international science, and to more effectively 
influence science and technology.research agendas to focus on
 
critical problems of development.
 

C. 	The U.S.-Israel Cooperative Development Research
 
Program (CDR-936-5544)
 

Initiated in 1985 as part of a larger U.S.-Israel effort
 
to harness Israel's science and technology capacity with LDC
 
institutions, the program funded 81 collaborative research
 
projects in seven broad categories. Starting with the original
 
$2 million Congress appropriated for U.S. Israel cooperation,
 
the program has obligated $16 million for Israeli-LDC science
 
cooperation to date. Program administration has been handled
 
through the PSTC proposal review and grant management process.
 
The unique features of the process for CDR has been greater
 
flexibility with regard to subject matter and, in 1988, a
 
decision to raise the grant limit to $250,000.
 

ANALYSIS:
 

The ability of the SCI office in 1985 to absorb and manage 
the CDR program suggests that the Office systems for 
announcement review and assignment of management responsibility 
are flexible and appropriate for handling a larger program. 
The termination of the program appears to be unrelated to the 
quality of the research activities or to the efficacy of SCI 
office management. 
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SUB-CONCLUSION:
 

The idea of Israeli scientific cooperation with LDC
 
scientists is a good one, given the special experience and high
 
quality of Israeli science. In managing the program SCI
 
demonstrated the flexibility of the PSTC approach and its
 
ability to take on new tasks in very short order. Whether
 
A.I.D. needs to be involved in the management of scientific
 
relationships between Israeli and LDC scientists is a question
 
of higher policy, the answer to which has already been given.
 

V. 	 Assessment of Other Functions
 

A. 	 The American Association for the Advancement of
 
Science Fellows Program (AAAS Fellows).
 

Recognizing the need to establish linkages between 
scientists and the development agenda at an early stage in 
their career, the Science Advisor developed this program in 
collaboration with AAAS. The first Fellow came on board in 
1982. There are 10 Fellows serving FY 1988, of whom five are 
in the regional bureaus. Of the Fellows who have left the 
program, at least five have continued to be employed by A.I.D. 
either as Direct Hire or contract employees. Only one of the 
current Fellows is funded by the PSTC budget; the others are 
funded from the program budgets of the bureau to which the 
Fellow is assigned. There are requests for 19 Fellows for the 
FY 1989. 

ANALYSIS:
 

Interviews with Fellows and with their supervisors
 
indicate a high degree of mutual satisfaction with the Fellows
 
program. At relatively low cost, A.I.D. enjoys extremely high
 
quality scientific talent at a time when issues requiring
 
current knowledge of rapidly changing scientific methodologies
 
are becoming more important for Missions and Regional Bureaus.
 
Fellows did indicate-that they jealously guarded their role as
 
Science Fellows. Having the SCI Office and Advisor'as a point
 
of contact and support was deemed important to maintaining the
 
special status of this unique program.
 

SUBCONCLUSION:
 

The AAAS Fellows program has been surprisingly sudcessful,
 
reflecting a latent demand in the A.I.D. operational system
 
which heretofore had been unmet. So long as the special status
 
of these Fellows can be preserved the team believes the program
 
should enjoy the support of the Agency.
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B. Other Advisory and Support Functions
 

The Functional statement for the Science Office requires
 
the Office and the Advisor to provide leadership to the Agency
 
on matters of Science Policy, to coordinate US sponsored
 
research on matters related to development, to identify and
 
advocate new areas of research and to perform a wide range of
 
advisory and liaison functions with regard to the A.I.D. role
 
in a variety of national and international scientific networks
 
and establishments.
 

With regard to coordination and the identification of 
promising research opportunities, the PSTC program has been 
used by SCI to develop one of the most extensive network of 
contacts throughout A.I.D. of any technical office in A.I.D.. 
The organization of the peer review process and the constant 
interaction with the NAS/BOSTID program further broadens the 
SCI office network with the science community. The AAAS 
program enhances this interaction by infiltrating highly 
qualified young scientists into the operational bureaus and 
missions. Many of these Fellows serve a dual role of advisor 
and "educator," particularly with regard to the rapidly 
changing role of biotechnology in the "life" and agricultural
 
sciences.
 

Through core support to BOSTID, the SCI office has made 
available the considerable talent pool of the NAS to other 
parts of A.I.D.. There have been 16 "buy-ins' from other 
A.I.D. offices totalling nearly $2 million. For example,
 
BOSTID has provided support to the Thai mission's S&T for
 
Development project, the U.S. India S&T Initiative, the
 
Egyptian ASRT project and other mission based science
 
activities.
 

Staff of the SCI Office have participated in the
 
development of S&T strategy efforts, Mission based S&T
 
assessments and on Mission funded evaluations of science
 
related bilateral projects.
 

ANALYSIS:
 

At the level of the SCI office professional staff, it
 
appears that various grant programs have had the additional
 
consequence of providing the rationale and access points for
 
continuous interaction between scientific and program oriented
 
communities within and outside of A.I.D.. While there has been
 
some evidence that this has resulted in the expansion of a
 
program support and advisory role for the Office, the
 
limitations on staff and the demands of the grant review and
 
allocation process have been so great that the SCI staff have
 
been unable to do more than ad hoc efforts in this regard. It
 
is expected
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that one of the.issues to be addressed by the upcoming

negotiations between SCI and NAS is how best to have BOSTID 
become more aggressive and pro-active with respect to providing 
a broader range of advisory and support services to the field 
missions. 

The Senior Advisor and policy leadership role in A.I.D.
 
and between A.I.D. and other science entities, has been more
 
visibly played by the Senior Assistant Administrator for
 
Science and Technology than by the Science Advisor. This is
 
not to say that the Science Advisor has not been active in this
 
regard, nor that there has been significant conflict between
 
them. It is fair to say that the present Science Advisor has
 
focused his activity in the arena of technical scientific
 
leadership such as in the Biotechnology task force. The SCI
 
office and the SCI Advisor have contributed to the SAA's
 
ability to perform a leadership role and it is clear the SAA
 
values the -access and involvement which the SCI office provides
 
him.
 

SUB-CONCLUSION:
 

The basis for an increasingly pro-active technical 
advisory and support role for the SCI office has been created. 
There is increasing evidence that there is mission demand for 
such services, although SCI's ability to become a central 
supplier of support services has been limited, one possible 
arena for growth would be for SCI to develop a cross-cutting 
science support-advisory program. However, many, believing 
that SCI's justification as a separate entity is based solely 
on its grant program, would argue that this function of mission 
support may be more appropriately performed by the S&T Bureau 
consistent with mission support programs already run by S&T. 
These services can be structured in such a way that they 
reinforce rather than compete with traditional sectoral 
emphases of the current S&T Bureau portfolio. On the other 
hand, S&T's present sectorally focused support program makes it 
difficult to find an organizational home for a function with 
cuts across the various sectors. 

The Policy Advisory and leadership function in A.I.D. and
 
among US science institutions with interest and capacity in
 
development related research is one of growing importance for
 
A.I.D.. Strong, pro-active leadership is needed to use more
 
effectively A.I.D.'s considerable development talent, but
 
limited financial and scientific resources, to influence the
 
larager U.S. science agenda toward development purposes.
 
A.I.D., with the prbper strategy and institutional focus,
 
should be able to leverage other science establishments into
 
focusing on the subset of problems associated with developing
 
countries.
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VI. Staffing and Organizational Location of Functions
 

A. Staff 

The SCI Office has a current staffing assignment of 5.8 
full time equivalent positions. These include three senior 
GS-15 scientist/administrators, two program operations 
assistants and one secretary. The Science Advisor and Director 
of the office is on an Intergovernmental Personnel Act (IPA) 
appointment and does not count against the FTEP ceiling: nor 
does-the Program Officer, an experienced FSO in a "Deleted" 
position, the Assistant Program Officer who is on the Foreign 
Service Complement, and the AAAS Fellow who is supported by the 
PSTC program. Thus the total "de facto" staff of the SCI 
office is 9.8 persons. By FY 89 this will be back down to 7.8 
with the departure of the two FSO's. 

ANALYSIS:
 

Staff organization is suitably flexible; the organization
 
chart being an uncomplicated empty box. All personnel have
 
clearly defined functions, however,-and there appears to be a
 
high degree of commitment and morale in the office. The mix of
 
scientific experience and bureaucratic savvy is an effective
 
one. Moreover, the presence of skilled FSO program officer in
 
the office has positive benefits.
 

B. Organizational Location
 

The functions of the SCI office could be disaggregated and
 
assigned to other existing units in the Agency. For example,
 
the AAAS Fellows.program could be managed by the Personnel
 
Office's Management Training Division, the PSTC-NAS
 
relationship (the exact future of which is of course still
 
unclear) by the Science and Technology Bureau and the Advisory
 
and Leadership in Science function by Senior Assistant
 
Administrator, or, if meta-Bureau presence was required, an
 
Office of Science Advisor could report directly to the Agency
 
Administrator, rather than through the SAA for S&T.
 

Another possible change would be to move the entire
 
enterprise into the S&T Bureau. This would simply formalize
 
what people not too familiar with the Office believe is now the
 
case.
 

ANALYSIS
 

Since organizational change is always disruptive and, in
 
the first instance, reduces efficiency, the benefits must
 
obviously outweigh the costs. At the present time the SCI
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office enjoys the administrative and logistical support of the
 
S&T Bureau. SCI Office leadership does not seem to chafe under
 
the delegations of authority which leave most of the signature
 
authority in the position of the SAA/S&T. This may be because
 
both the SCI Advisor and the SAA/S&T have a very positive
 
working relationship.
 

The benefit of a separate but closely linked SCI Office is 
that it is able to present and defend to Congress a program of 
science support which is different from and additional to the 
resources provided to the S&T Bureau. It occupies a special 
niche in the development program. Given the sectoral 
organization of the S&T bureau, were SCI to be a part 'of the 
S&T bureau it is unlikely that the PSTC program would survive 
internal budgetary battles. It is more likely that it would be 
changed to more closely relate these monies to mission 
programs. A second benefit to a separate existence is that it 
provides a modicum of visibility of A.I.D.'s commitment to and 
interface with the broader science community. To the extent 
that A.I.D. leadership and the Congress desire that interface, 
a separate office seems appropriate. 

Locating the function of Science Advisor in a direct line
 
with the A.I.D. Administrator is attractive and might well
 
enhance the "Advisory" role of the incumbent. There are
 
drawbacks, however, to separating the advisory function from
 
the project management function. Having a program budget,
 
however small, does give the SCI office the basis for
 
supporting and initiating innovative programs such as PSTC and
 
the AAAS Fellows program. If the PSTC program were to be
 
terminated, the rationale for a separate Science Office would
 
substantially disappear.
 

SUBCONCLUSION:
 

The evidence indicates that the SCI office effectively
 
manages it current program, has high morale and has begun to
 
demonstrate the capacity to evaluate and reassess its
 
relationship to the Agency and to its function. While changes
 
in location, quantity and mix of staff may be appropriate in
 
the future, that decision should await the outcome of the
 
current impact evaluation and the negotiations with
 
NAS/BOSTID. Moreover the relationship between SCI and S&T has
 
reached a steady and at present mutually reinforcing state. No
 
Senior Officer in S&T strongly advocated 'change at this time,
 
and many felt the relationship was about right. Thus there
 
appears little compelling reason to change the situation, but 
the role, organization and function of the SCI office should be
 
reassessed at the beginning of the Fiscal Year 1990. The
 
Administrator would be well served by appointing an advisory
 
committee of senior A.I.D. officials and members of the science
 
community to direct such a reassessment and make
 
recommendations.
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VII. 	Final Conclusions
 

A. 	 Is the Office of Science Advisor Achieving
 
Its Stated Objectives?
 

The team concludes that:
 
- The objective of developing and managing an 

innovative program of small grants of collaborative 
science has been achieved. 

- The objective of broadening and deepening the 
interaction between A.I.D. and the Science community 
has been partially achieved; a strong basis for 
expanding that role is in place. 

- The function of providing policy advice and 
leadership has been partially achieved but in a low 
key fashion. This role has been more clearly assumed 
by the SAA/S&T Bureau. 

B. How Can These Objectives Be Achieved More Efficiently? 
- By negotiating a new relationship with NAS which more 

closely harnesses that institution's considerable 
capacity to the purpose and style of the PSTC program. 

- By SCI focusing greater attention on systematic 
management support (including better grant monitoring 
and evaluation systems) to A.I.D. bureau and field 
'missiongrant managers. 

- By A.I.D. devising more active programs of science 
support for field missions to assist them in the 
development and implementation of science strategies. 

C. In the Light of Funding and Personnel Limitations Do 
the Objectives Remain Valid? 

The issue of whether the objectives of the Science Office
 
remains valid depends on much more than available funding and
 
staff. At the current level of funding, the office staff is
 
appropriate. Both are adequate to carry out the purposes of
 
the program. Should funding for the PSTC program be eliminated
 
by Congress, then the main purpose of a separate SCI office
 
would disappear. A.I.D. might wish to retain a Science Advisor
 
under those circumstances, with a small budget to permit some
 
program flexibility.
 

When discussing this issue, it is important to keep in
 
mind the origin of the PSTC. It was the product of
 
Congressional interest in a more active US role in supporting
 
third world science, and in collaborative research between US
 
and LDC scientists. Congress established an "earmarked"
 
account to support that purpose, but rejected the proposed new
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institutional apparatus of a totally separate organization.
 
The .muchmore modest Office of the Science Advisor was
 
established to implement that program which draws on A.I.D. for
 
logistic and management support. Therefore in the instance of
 
the Science Office, the legislative history and current
 
Congressional interest is a determining factor in answering the
 
question of program validity.
 

Regardless of how well managed the program may be, there
 
is disagreement among team members as to the validity of
 
continuing the program. One member of the team would terminate
 
the program, whatever the results of the evaluation. He
 
acknowledges that research is important, and that some of the
 
research funded by this program may achieve significant
 
results. With greatly augmented funding and personnel levels
 
for A.I.D.'s activities, he would not oppose the continuation
 
of the program. However, given current and projected funding
 
and personnel levels, he believes that "trade-offs" must be
 
ruthlessly analyzed, and in so doing, he concludes that this
 
largely unfocussed, pure research activity comes up wanting.
 
He supports the applied research of the S&T Bureau which is
 
directed to A.I.D.'s program activities, and the research
 
activities and projects which are developed by missions to
 
achieve program objectives, but he believes that the SCI
 
program of random research is a "luxury" which the Agency can
 
no longer afford. Another member concluded that the PSTC
 
program was a good thing but should perhaps be run by NAS with
 
A.I.D. funding. A third view was to await the results of the
 
ongoing evaluation before any decisions -are Made regarding
 
PSTC. While agreeing with the third view, that the results of
 
the evaluation are important for making a decision on the PSTC
 
program, one member concluded that A.I.D.'s investment in
 
US-LDC science collaboration should be an important part of
 
A.I.D.'s development role, and likened the PSTC program to a
 
science "venture capital" fund. If successful, these projects
 
should be followed by mission based programs backed up by
 
A.I.D./W support systems.
 

Perceived through a different conceptual prism, the
 
Science Office began its life as an "add on" to A.I.D., with
 
purposes quite different from those of the main stream A.I.D.
 
programs. Over the seven year life of the Office, the PSTC has
 
begun to be perceived as an asset by many missions and in the
 
regional bureaus. While this is by no means a homogeneous
 
view, certainly countries in Asia and more recently in Latin
 
America have taken good advantage of the program. As A.I.D.
 
looks for ways to relate to Advanced Developing Countries the
 
SCI program may well offer one approach.
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EXECUTIVE SUMMARY
 

I. Program Description
 

The Office of Science Advisor (SCI) was established in
 
1981 both to advise the Administrator and A.I.D. on a broad
 
range of science and development issues and to manage several
 
programs of small grant support to U.S. and developing country
 
scientists.
 

The research program administered by SCI is funded 
separately from the mainline activities of the Science and 
Technology Bureau. While loosely focused on problems of 
interest to A.I.D., such as biomass conversion or biological 
diversity, the grants have been awarded based on criteria of 
innovative 'high risk - high gain", start-up-types of research 
activities and have gone to research collaborators in 42 
countries. While a significant number of missions now support
 
the program, it operates outside mission development strategies.
 

SCI is also the focal point for A.I.D.'s most systematic 
relationship with the National Academy of Science's Board on 
Science and Technology in International Developement (BOSTID). 
SCI monitors the more directive and structured A.I.D. funded 
research program organized by the BOSTID. The relationship 

SCI and BOSTID program is currently under
between thediscussion.
 

Since its establishment in 1981, SCI has managed about $85 
million devoted to research grants and developing country 
science support activities. A major evaluation of the program 
is underway and will be completed in 1989. 

II. Management Assessment Conclusion
 

A. Is the Office of Science Advisor achieving its stated
 
objectives?
 

-The team generally concluded that the objective of 
supporting innovative research had been achieved, 
while the broader role of science advice and 
leadership had been partially achieved. 

B. How can these "objectives be achieved more efficiently?
 

bTheteam concluded that while overall management of
 
SCI's programs was of high quality, there was room
 
for improvement in the monitoring of grants, and more
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could be done to reduce management 'overhead and to
 
provide support and training services to science
 
collaborators. The current relationship with
 
NAS/BOSTID is under negotiation and better
 
integration of NAS's capabilities with A.I.D.'s
 
objectives should strengthen the program.
 

C. In the light of budget and personnel constraints, do
 
the objectives remain valid?
 

The team did not reach agreement on this issue. One
 
member concluded that regardless of the outcome of
 
the evaluation, support for this program should be
 
terminated as a 'luxury A.I.D. can no longer
 
afford.* Two team members believed that this was an
 
issue which should await the conclusions of the
 
evaluation and the restructured relationship with the
 
NAS. The fourth member concluded that the program
 
objectives remained valid and that A.I.D. support for
 
this type of U.S.-LDC collaborative scientific
 
research should be expanded, particularly with
 
respect to advanced developing countries.
 

Whatever the fate of the SCI Office, the role of A.I.D. in
 
the larger world of development related basic and applied
 
science needs a major examination and a clear statement of
 
overall strategy.
 

I. Background
 

The Office of Science Advisor (SCI) was established in
 
1981 to administer a new Congressionally mandated Program of
 
Scientific and Technology Collaboration (PSTC) between the U.S.
 
and scientists in less developed countries. Congress in that
 
year authorized $12 million to carry out that purpose.
 

- A major portion of the PSTC was a competitive research 
grants program, directly administered by the Office of the 
-Science Advisor. Organized as a project called, Innovative 
'Scientific Research (ISR - 936-5542), it has an authorized 
amount,of $35 million through 1987, with annual requests to 
Congress hovering at $5 million.
 

Also in 1981, the Agency provided a grant to the National
 
Academy of-Science (NAS) to develop and administer a program of
 
research networks engaging LDC institutions in directed
 
-research programs on subjects of interest and relevance to LDC
 
problems. The authorized amount through FY 88 was $36 million,
 
with annual funding at $4 million. This grant is under the
 
Applying Science and Technology to Development project
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(936-5538) and will expire in 1990. In its 1988 report, the
 
Congress limited funding to NAS to no more than $2 million this
 
year, unless the amount exceeding $2 million was matched by
 
other sources.
 

In 1985 a third major activity was developed in response
 
to a Congressional request to implement a new program of
 
collaborative science and technology projects between Israel 
and developing countries. Through FY 87 almost $12 million in
 
grants have been committed to this effort under a U.S.-Israel
 
Cooperative Development Research (CDR) Program (936-5544).
 
Beginning in FY 1989, the program, renamed the U.S.-Israel
 
Cooperative Development Program will be changed to a grant by
 
A.I.D. to the Government of Israel foreign aid agency. The new
 
program will emphasize training and technical assistance, but
 
is likely to fund some research efforts as well.
 

In addition to the above major programs, the Office has
 
administered a program between A.I.D. and the American Academy 
of the Advancement of Science (AAAS). This program brings
 
young research fellows to A.I.D., serving in most respects as
 
science consultants to offices in A.I.D./W. The program is
 
coordinated by the Science Advisor, although individual
 
requesting offices provide necessary funding. Begun in 1982
 
the program has placed 31 fellows in A.I.D. offices each for a
 
one year period.
 

II. Focus of This Report
 

This report is but one of nine studies requested-by
 
Congress in FY 1988 focusing on the validity and management
 
effectiveness of key A.I.D. central offices. The Continuing
 
Resolution and Committee Report stated that it wanted to know
 
whether A.I.D. offices are achieving stated objectives, how
 
those objectives might be achieved more efficiently, and
 
whether, in the light of funding and personnel limitations, the
 
objectives remain valid, and how well offices in A.I.D.
 
Washington provide effective support for missions in the field.
 

Because the Office of Science Advisor is somewhat unusual
 
among the nine selected to be studied, a few sentences about
 
the relevance of the general terms of reference are necessary.
 

"The Science office programs are not designed necessarily
 
to provide support to A.I.D. field missions. The general


$ :--purpose-of the three programs has been to fund scientific 
research involving LDC scienti'sts collaborating with advanced 
country scientists on problems of relevance to development. 
While the three programs differ markedly in style and content, 
they have this in common. They are also inviestigator 
initiated and peer reviewed. As such, they involve a grant 
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monitoring rather than contract management style of
 
administration. The projects may be funded in countries where
 
there is a very limited A.I.D. presence (Mexico) or where the
 
A.I.D. mission has only a very limited interest in developing 

y programs of support for scientific research (e.g. Burma). 

Nevertheless, SCI will not approve projects without the 
concurrence of the A.I.D. field mission, and SCI makes an
 
effort to engage the field mission in the management of the
 
program. Therefore while not a criterion of success it is
 
nevertheless appropriate to examine the attitudes of the
 
missions toward the SCI office programs and to highlight some
 
of the positive and negative effects of this relationship.
 
This will be addressed in detail in section IV.5 of this report.
 

-

III. Stated Objectives of the Office of Science Advisor
 

There are two elements to the Statement of Functions. One
 
pertains to the Director of the Office, who serves a special
 
role as Science Advisor, the other pertains to the function of
 
the Office (SCI) as it relates to the programs it manages and
 
to science and technology activities both in and outside A.I.D..
 

A. The Science Office
 

The functional statement requires that the Office: 
. provide leadership to A.I.D. and IDCA on matters 
relating to Science Policy. 

.	 coordinate U.S. government sponsored research 
related to applications of science and technology 
to development 

.	 be knowledgeable about worldwide research and 
monitor A.I.D. funded research to ensure 
consistency with overall strategy 

. be aware of new problems and recommend new avenues 
of research which might engage U.S. science 

. oversee development of a "small portfolio of 
innovative programs of research or other forms of 

. science and technology cooperation beyond those 
undertaken or planned by other elements of the 
Agency.' Stress is placed on innovative approaches 
aimed at key bottlenecks to development. 

the report will demonstrate, the small portfolio of
 
innovative -programs is'the most significant emphasis of the
 
Science office staff. 

B. The Science Advisor
 

advises the Director of IDCA and the Administrator
 
of A.I.D. on policy matters relating to science and
 
technology
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.	 serves as senior advisor on science and technology 
matters involving the bilateral program. 

.	 serves as liaison to and represents A.I.D. on a 
wide variety of national and international science 
fora, and represents A.I.D. before Congress and the 
public to explain the importance of science and 
technology in solving development problems 
directs and supervises the Office and its programs. 

All reporting relationships are through the Senior
 
-Assistant Administrator for S & T. All authorizing and
 
obligating documents must be signed by the Senior Assistant
 
Administrator or delegated officials in the S & T bureau. The
 
'Office of Science Advisor relies heavily on the S & T Bureau
 
for staff, logistics and administrative support. Nevertheless
 
the Science Advisor sits on the A.I.D. Senior staff and the
 
Office independently submits its request for funds as a
 
separate office in the Congressional Presentation.
 

For purposes of this assessment, the objectives of the
 
Office are reduced to three:
 

1. 	 the development and management of small grant
 
programs to support innovative scientific research
 

2. 	 coordination and oversight functions with other
 
national and international science programs and
 

S.activities
provide leadership and advise on matters of science
 
and technology policy and programs to the
 
Administrator and to A.I.D. in general
 

This report focuses on the management effectiveness of the
 
Office within the framework of the terms of reference mandated
 
by the Congress. It does not deal with the scientific quality
 
or relevance of the research funded by the office. It does
 
assess the procedures by which the office takes those concerns.
 

IV. 	Assessment of the Grant Programs
 

A. The Program for Science & Technology Cooperation
 

.- 1.. BACKGROUND 

The Innovative Scientific Research grants program is now
 
the major grant program directly managed by the Science
 
office. PSTC includes: (1) Innovative Scientific Research
 
(5542), (2) Strengthening of Capacity (5542), (3) Applying
 

-. Science ,and Technology to Development (5538), and (4) CDR 
(5544).' From 1981 through 1987 approximately $36 million 

-dollars had been obligated for 385 specific projects in 
forty-four developing countries where there is or has been some 
A.I.D. presence. Of the countries with the strongest programs,
 
Thailand stands out as the most successful with 41 projects
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since 1981. Other countries which have made good use of the
 
program include Nepal, the Philippines, Sri Lanka, Mexico and
 
Guatemala. Peru is rapidly emerging as the second most active
 
program participant with cumulative total of 14 grants through
 
1987.
 

The program makes rapid use of funds, with disbursements
 
through 1987 totalling approximately $23 million. At the
 
middle of FY 88, 132 projects had reached their terminal date,
 
although final documentation had been received on only 57
 
grants. 

2. STANDARDS FOR THE INNOVATIVE PROGRAM 

As the program has matured, knowledge of the ISR program
 
now appears widespread and proposal guidelines are clearly
 
understood, particularly in high use countries such as Thailand
 
and Peru. ISR program announcements have become increasingly
 
clear and focused on the six predetermined research modules.
 
These modules are:
 

1. 	 Biotechnology and immunology in human and/or animal
 
systems
 

2. 	 Plant Biotechnology
 
3. 	 Chemistry for World Food Needs
 
4. 	 Biomass Resources and Conversion Technology
 
5. 	 Biological Control of Human Schistosomes and of Plant 

Crop Viruses 
6. 	 Diversity of Biological Resources 

Program announcements make it clear that proposals will be 
judged according to: 

1. 	 Scientific merit/quality 
2. 	 Relevance to international development
3. 	 Innovation
 
4. 	 Potential to enhance the capacity of developing
 

countries to conduct innovative research.
 

A review of project files over the eight year period shows
 
a progressive evolution of research focus by potential
 
grantees, although as might be expected scientists making
 
proposals from least developed countries and from those
 
-countries-where English is not as widespread still have
 
difficulty meeting the standards set out in the announcements.
 

3. SOLICITATION OF PROPOSALS 

Response to SCI office ISR announcements has been very
 
high, rising to over 600 "pre-proposals" per annum in 1985. 
The Science Office found this level of response too high, and
 
has endeavored to bring down the number of pre-proposals, now
 
stabilized at approximately 400 per year.
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The number and distribution of pre-proposals received in
 
the Science Office does not conform to any single explanation.
 
Analysis of proposals received from the Latin American region

shows Mexico leading the field with 313 submissions, while
 
Brazil with an equally strong scientific establishment
 
submitting only 50 proposals. Peru, a relatively poor country
 
has submitted 98 pr.oposals in contrast to Ecuador with 39, of
 
which 23 were submitted in one year.
 

While a more lengthy investigati6n might reveal some
 
underlying predominant factors which promote a high rate of
 
knowledge and activity around the offer of the PSTC grants, at
 
present it appears that a combination of factors are
 
operating. These include:
 

.	 as regular development budgets decline, mission 
interest increases in other assets available to 
them from central programs 
the enthusiasm and support of the USAID mission or, 
in the Mexico case, the A.I.D. Representative 
the existence of scientific talent and reasonably 
sophisticated scientific institutions in the LDC 
previous scientific training in and connections 
with US research scholars and institutions. 

.	 interest of US scientists and science institutions 
in conducting research on problems affecting LDC 
development 

.	 the variability of the country ecosystem attracts 
scientific interest as in the case of Peru.
 

Regarding US interest, it is noteworthy that 113 of the
 
Principal Investigators are located in US institutions. Since
 
the first year or two of the ISR program, the balance has
 
shifted to a distribution in which two thirds of the grants are
 
made to LDC's and nearly all grants involve a significant
 
degree of interaction between the US and the LDC scientist.
 

SUB-CONCLUSION: 

The Science Office has developed a basically effective
 
system for advertising and solicitation of grant proposals. 
Faced with -an embarrassment of riches, they have wisely cut
 
back on active promotion proposals. Yet, since the purpose of
 
the program is to promote new and innovative approaches, it
 
-does not permit grant renewals or long term financing of mature
 
-research regimes. Thus the Office must continue to place 

P-,- -emphasis on stimulating new potential grantees. From the
 
-f -evidence it appears clear that having active support of
 

-USAID mission staff is one means by which this can be done.
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4. THE GRANT SELECTION PROCESS
 

The Grant Selection Process, including ISR and CDR, is
 
well articulated and effectively managed. It does however,
 
consume 75% or more of the staff's time, according to estimates
 
of professionals in the Office. This may be appropriate, since
 
the heavy emphasis on a carefully structured peer review 
process is the most important way to insure quality, and to
 
promote institutional capacity in the LDC. Through the peer
 
review process the potential grantee receives valuable feedback
 
and becomes accustomed to constructive and objective criticism
 
from peers. That the competition is international is an added 
fillip to the successful grantee. As a Nepali scientist wrote 
upon hearing that his proposal had been selected, "I would 
consider A.I.D. funding as the milestone of my career." 

USAIDs have the opportunity to screen pre-proposals before
 
forwarding them to A.I.D., although not all missions do this.
 
Another feature of the grant selection process is the large
 

.number of scientists involved both within A.I.D. and the
 
science community interested in international development.
 

The peer review is organized into two formal reviews, one 
- at the pre-proposal stage and one at the "full proposal" 

stage. When pre-proposals reach Washington, they are
) -distributed to the heads of sector councils for screening. 

Some Agency Directors engage other experts, others do not, but 
in all likelihood the pre-proposal screening process involves 
about forty-five A.I.D. professionals in S & T and in the 
regional bureaus. After pre-proposals have been screened and 
many rejected, some 140 full proposals are invited. When these 
arrive, the Science office organizes panels of outside experts 
who agree to volunteer their time to review the proposals. 

The most recent proposals were reviewed by 142 outside
 
scientists who gathered for three days in October 1987 at the
 
National Academy. All of these people volunteer their time.
 

. Each panelist reviews two proposals and panelists join in final 
recommendations and rankings. 

After .the peer review panel makes its recommendations, a
 
letter goes from SCI to the grantee. Frequently this letter 
contains explicit provisos which the grantee must satisfy
 

.'before the award is given. The researcher's response is 
reviewed within A.I.D., by a senior staff member of the Office
 
of the.Science Advisor and the designate project officer or the
 
Technical Support person assigned to backstop a mission based 
project. A review of the files indicates that failure to
 
satisfy the terms of the provisos can and does lead to
 
rejection of the proposal. If all is satisfactory, a contract
 



ordering document is prepared which incorporates the provisos
 
and, subject to a financial review by the contract office and
 
availability of funds, the grantee is on his or her way.
 

ANALYSIS OF PEER REVIEW PROCESS:
 

The process is well organized, with clearly developed
 
protocols and evidence of well thought out preparation designed
 
to encourage maximum participation and high quality results.
 

.	 In addition, outside reviews are done with minimal cost to the 
Agency. But there are costs and drawbacks to the process. It 
does absorb the bulk of two professional person years in the 
SCI office to manage this process, and engages all of the 
limited staff for a substantial portion of time. It does rely 
on volunteers, hence one has to depend on whom one can get and 
who lives within the region. The Washington area is blessed 
with an abundance of high quality scientific personnel, but the 
ability to institutionalize the process is limited by the 
voluntary nature of it. Some reviewers suggested in interviews 
that while they enjoyed participating in the process, and file 
letters indicate a high willingness to repeat, there is also a 
feeling that this review is in part an "eleemosynary' gesture 
and not quite as serious as their participation in, for 
example, NIH or NSF reviews.
 

Another observation made by some reviewers was that the
 
balance of objectives which include the developmental and
 
capacity building purposes, tended to force some tradeoffs
 
between those goals and the criterion of "good science."
 
Finally because of the need to achieve some distribution
 
between and among modules and countries, a number of high
 
quality proposals are rejected.
 

SUB-CONCLUSION:
 

It is fair to say that the review process is as exhaustive
 
...and detailed as possible given staff time and resources
 

available. A more expensive process using honoraria and travel
 
funds to support a broader network of reviewers might produce
 
.better results and could be more easily institutionalized at
 
lower direct management cost. On the other hand, the current
 
system has the important benefit of widespread engagement of
 
A.I.D.'s scientific and technically trained staff, and it puts
 
the SCI office into direct contact with a wide array of
 

-- _-Washington -area scientific institutions, and, hence, increases
 
A.I.D.'.s knowledge of and visibility to the larger scientific
 

<community. Any changes in the management of the Peer Review
 
Process should retain this important benefit.
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.5. THE GRANT OVERSIGHT PROCESS
 

While A.I.D. regulations do not require "management" of
 
grants in the sense of contract oof project management,
 
officers who accept responsibility for ISR grants do in fact
 
get involved to a greater or lesser degree. The term monitor
 
is closer to the formal role, but management will be used to 
refer to the de facto process. Once awards are made the grant 
management becomes widely decentralized throughout the Agency,
 
and in the field. Substantive grant management is located in
 
one of three possible offices. First, SCI maintains control
 
over a few grants. Second, and the most preponderant choice in
 
the early stages of the program, a grant manager is found in
 
the Science and Technology Bureau or in the Regional Bureaus.
 
Third, grants are managed in the USAIDs. When the USAID
 
manages a grant, a Technical Backstop person is officially
 
designated in A.I.D./W, usually in the S & T bureau.
 

Interviews with grant managers indicate a wide divergence
 
of views with regard to the value of the program, although on
 
balance the people who take on this responsibility do so
 
because they believe in the program and enjoy participating in
 
it. For some however it is clearly a burden which they would
 
rather not have, and one has to question in these situations
 
how much management is actually provided. Negative experiences
 
were more frequently reported from mission than from central
 
and regional bureaus. This was true even for those missions
 
which, on balance, saw merit in the program.
 

The quality of grant management in A.I.D./W, both in S& T
 
and in the regional bureaus was mixed, but on balance very
 
good. Of six managers interviewed, five kept their own files,
 
followed up on correspondence, reviewed reports and
 
demonstrated substantial familiarity with the grants under
 
their purview. One manager stated he did not have time to pay
 
much attention to his PSTC portfolio. Time spent on SCI office
 
grant management was as high as ten percent per annum for
 
._officerswho seriously manage as many as ten grants. The
 
principal difficulty all A.I.D./W managers described was their
 
-inability to find ways to visit the project sites, even as
 
add-ons to other official travel.
 

'To expand the data base for determining how much of a
 
-burden to the -missions the program actually has become, the
 
team analyzed mission responses to a world wide omnibus request 
for mission information and views on, inter alia, the Science
 
Office ptograms. Sixty-three missions responded to this
 
request, many with well thought out comments regarding PSTC
 
program activities. Three missions made negative comments
 
about the management burden but only two concluded firmly that
 
the PSTC program was not worth the effort. Another mission's 
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negative view expressed in the cable was undercut by the
 
Mission Director's personally strong endorsement of the program
 
when interviewed in Washington and, his estimate that the
 
management burden was less than one half of the time of one FSN
 
,employee. 

On the positive side of the ledger, ten missions indicated
 
strong positive support for mission involvement in the grants
 
program. These missions see the program as a small, but
 
important, device to stimulate indigenous research in the LDCs,
 
to strengthen US-LDC linkages through collaborative science,
 
-and a means by which the USAIDs broaden their own network of
 
-contacts. One Mission Director observed that many of the
 
'grantswent to scientists who had been originally trained in
 
the U.S., and the grant program permitted them to apply their
 
skills in a collaborative research arrangement that would not
 
otherwise be funded by the host government. Several of these
 
missions did observe that efforts should be made to reduce the
 
degree of administrative oversight necessary for these grants.
 

Another set of ten missions expressed generally positive
 
views, but were judged, on balance, to take a more neutral
 
stance with regard to the overall importance of the program to
 
mission strategy.
 

More surprising than the low rate of negative comment from
 
the field was the high level of no comment. Thirty nine of
 
sixty-three missions reporting had nothing to say about the
 
programs, although two of those missions, Kenya and Guatemala
 
are or have been fairly active participants. This would
 
suggest that it is possible to run a Science Office program in
 
a country without much involvement of the USAID. The evidence
 
of Brazil and Mexico, with four grants each, would indicate
 
that a lonely A.I.D./Rep is able to work out a management
 
system for handling the grants.
 

Clearly 'management burden" is a relative and highly
 
subjective phenomenon. Missions enthusiastic about the program
 
;and which see it as an asset work out the management system
 
"appropriate to the benefits. Missions who do not perceive the
 
--program as relevant tend to make more of the management
 
burden. Even enthusiastic supporters of the program state that
 
the SCI office tends to underplay the amount of mission 
-management-attention needed.
 

IANALYSIS OF MANAGEMENT: 

Based on a review of files, and discussions with actual
 
grant managers as opposed to Mission and office leaders, the
 
following hypothesis seems to have some support. The objective
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management requirements for servicing a science grant are
 
highest when the grant is to an inexperienced Principle
 
Investigator located in an LDC with poor communications and
 
weak institutional support. The management burden is lowest
 
when the PI is a US scientist working with an experienced LDC
 
collaborator in a relatively accessible country. In this case
 
the grant manager is usually found in the S&T Bureau and has
 
easy access to A.I.D. and SCI office support systems. 

The requirements of grant management varies greatly as 
suggested above. It includes helping the scientists travel,
 
-certifying vouchers, making advances and reimbursements,
 
helping clear equipment through customs, interacting with the
 
Science office on grant review and amendment processes and
 
sometimes having to intercede in institutional squabbles which
 
threaten the orderly progress of the research. Even the matter
 
of financial accounting and management was a serious problem
 
for mission Controllers who, until last year, had to keep
 
separate accounts for SCI grants operating in their countries. 
Under a new system proposed and instituted by FM, financial
 
management of grants at the mission level is fully integrated
 
into mission accounting and disbursement systems. 

Because the grants are small, ranging from as low as
 
$10,000 to $150,000, A.I.D. and USG accounting and control
 
systems may seem excessively expensive. One solution missions
 
have found is to use FSN staff to provide grant management.
 
This appears to have worked very well in Thailand and in
 
Nepal. Another suggestion from one mission is for the SCI 
office to develop a "SCI Grant Mini-Handbook:" which would 
distill for missions the most effective management devices of
 
the program. Finally it would greatly facilitate management if
 
both SCI staff and technical backstop personnel from A.I.D./W
 
could visit grantees at least once during the three year term
 
of the grant, mainly in conjunction with other official travel.
 

In A.I.D./W grant management is relatively less
 
troublesome, although interviews with regional bureau personnel
 
discovered some concern that the work load associated with
 
grant management was becoming a burden. One officer, now
 
managing five -grants, said that he was going to have to say
 
'no' to anymore. Interestingly SCI grant management has been 
assigned to AAAS Fellows and may be one reason why that program
 
ias become popular.
 

SUB-CONCUUSION:
 

Grant management costs vary widely depending on a number
 
of factors, but it is clear that substantial responsibilities
 
are incurred by grant managers, particularly in difficult field
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environments. Because A.I.D. systems require certain actions
 
regardless of the size of the "project,' grant management is
 
objectively more of a burden than SCI office likes to portray.
 
.Steps have been taken to reduce these costs and, at the Mission
 
level, positive suggestions for improvement have been made.
 
Theoretically, and according to Handbook 13 requirements, grant
 
*management should be a fairly low cost affair, but it appears
 
that some mission controllers and contract officers demand
 
greater USAID involvement than others. Supplementary
 
management guidance by SCI office would help to reduce costs 
-and Iroutinize" administration as much as possible.
 

- The "quality" of grant management depends largely on the 
knowledge and enthusiasm of the manager. SCI grant management 
is not a part of anyone's job description, but is more a labor 
of love. One technical officer regularly manages a portfolio 
of about ten grants, with a total value of over a million 
dollars. This officer remarked that SCI grant management is an 
enjoyable part of his work because it keeps him engaged with 
the substance of his science and uses his own scientific 
-training more directly than do the large projects which he
 
manages. Even "labors of love" can become tiresome and SCI
 
needs to find more ways to insure that the quality of grant
 
management in both A.I.D./W and in the field remains high.
 

Grant management is also a burden for the Science Office, 
the decentralized system not withstanding. Grant files are 
'kept in SCI as well as "official" files in the S&T Program 
Office. A computerized data base has been set up and is 
regularly maintained. A sampling of files indicates that all 
grant files were systematically reviewed against a check off 
list during 1987. Missing documents were identified and 
located for the files. The burden of record keeping and file
 
management falls on three persons in the office, the secretary,
 
a program operations assistant and a senior officer who is
 
highly expert in computerized data management. Of course grant
 
management for SCI office employees goes beyond record keeping
 
'and they frequently get involved with more substantive issues.
 
It-is clear however that SCI has not focused as much energy on 
a more systematic approach to grant management as it has on the 

-,grant allocation process. The decentralized system of grant 
1- management has many positive features and should be retained. 
';-.As with any .decentralized system, however, it needs a strong 
-core of system support and guidance which up to now, the SCI 

-f' Office has had difficulty in providing. 
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6. PROGRAM MONITORING AND EVALUATION 

Part of the core responsibilities of program management in
 
a decentralized system is oversight and evaluation. It is
 
through these processes that leadership knows whether the
 
-decentralized system is performing as planned, whether results
 
are being achieved and broad policies are being followed.
 
Grant programs require special attention, since the theory
 
behind grants is a hands off approach to management. Thus
 
evaluation becomes even more important.
 

The Science Office has approached the evaluation and
 
monitoring issue in a number of ways. Project managers
 
themselves are primarily responsible for monitoring progress.
 
,Now that many grants are terminating, project closeout
 
procedures become important. In this regard, it is troubling
 
to find that of the 132 completed grants, only 57 have final
 
reports.
 

At a level of analysis above the specific grant the
 
Science Office has taken several important steps towards
 
evolving a satisfactory evaluation process. First, SCI
 
commissioned a 'desk review' of one group of projects by an
 
experienced senior scientist and former A.I.D. program manager
 
for S&T. Next, SCI asked the Agency's Research Advisory
 
Committee to review all the modules and the operations of the
 
program. Currently, the Office is on stage two of a three
 
stage eighteen month long intensive evaluation process. The
 
results of this evaluation will be both evidence and judgment
 
about all aspects of the program, but with special emphasis on 
the impact, quality and long term institutional consequences of 
the grant programs.
 

ANALYSIS OF EVALUATION PROGRAM:
 

It is timely that an overall assessment of the quality and
 
impact of the Science Office grant program is underway. The
 
team's management assessment would have been strengthened
 
immeasurably if some of this work had already been completed. 
Nevertheless, SCI has begun to benefit from the evaluation 
process through better organization of the files and
 
computerized data base and through the opportunity to engage
 
well qualified AAAS Fellow to conduct part-of the evaluation.
 
-The evaluation protocols, data collection instruments and basic 
methodology have been well conceived and the Office has
 
consulted with constituent elements in A.I.D. including CDIE
 
for advice and guidance.
 



-15-


E

I
 
t. 

F
 

r
 

r
 

2' 

k 

SUB-CONCLUSION:
 

The seven year old program is undergoing a thorough
 
evaluation at the present time. However, the Office needs to
 
assure a workable monitoring and evaluation system, rather than
 
relying exclusively on episodic studies. Assuming that the
 
outcome of the present ongoing evaluation is positive and that
 
the Agency continues to support a science grants program,
 
further attention must be given to instituting a program

monitoring system which would allow the Science Office staff to
 
-constantly upgrade their awareness of progress of the grant
 
program. The evaluation and monitoring system should
 
incorporate positive elements of the peer review system.
 

7. DISSEMINATION OF RESULTS.
 

An obviously important element in the process of
 
scientific inquiry and knowledge development is the extent to
 
which results are shared through publications, and through
 
scholarly colloquia.
 

An analysis was done of a sample of eleven of fifty four
 
completed PSTC projects to determine how active the grantees
 
were in publishing and disseminating results. 
encouraging: 

The results are 

Pub 
b 
lications in peer reviewed journals, 
ooks, etc. 68 

The ses and dissertations 2 

Pap ers delivered at conferences 43 

This dat a suggests that PSTC grantees are active in scientific 
fora and that results are being disseminated. As a matter of 
policy t he SCI.office now requires that all grantees keep the 
Office informed of publications activities. 

As part of their effort to keep A.I.D. informed, the
 
Office regularly publishes a column in Front Lines, the A.I.D.
 
:in-house ;newspaper. 

SUB-CONCLUSION:
 

From the evidence it appears that both grantees and SCI do
 
a reasonably good job of disseminating results of the
 

S--scientific inquiry. 

p 
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B. The NAS/BOSTID Program
 

1. BACKGROUND
 

The grant agreement between A.I.D./SCI and the National
 
- Research Council of the National Academy of Sciences is 

administered by the Board on Science and Technology in 
International Development better known as BOSTID. This 
agreement authorized up to $40 million to be spent in support 
of programs and services relating to expansion of collaborative 
scientific inquiry on problems of interest to less developed 
countries and to a lesser extent the United States. The 
original 5 year grant was extended in 1983 to terminate in 
1988, but was further extended to 1990. Requests for annual 
increments of funding for the grant are included in the Science 
Office's Congressional Presentation. 

The distribution of funds available is as follows:
 

Millions of Dollars
 

Research Grants 15.3
 
Networking 8.7
 
Core Support 11.0
 

35.0
 

Mission 'buy-ins" 2.5
 

In 1988 the Congress cut $2 million from the SCI office budget 
and directed that cut to the BOSTID program. Thus beginning FY 
89, there will be only one source of new grant funding in the 
PSTC program. It has been decided to reorganize the program so 
that all new grants will be made by A.I.D. beginning in FY 1989. 

2. ELEMENTS OF THE BOSTID PROGRAM
 

The BOSTID program contains a separately managed grant
 
program supported by a high level of "networking" support from
 
NAS. The grants program is a structured, focused and somewhat
 
-directive-approach organized around specific research problems
 
..relevant to developing countries. BOSTID assists grantees in
 
grant proposal preparation and provides considerable follow-up
 
and guidance to the grantees. In this sense the BOSTID program
 
is a more "corporate" approach to research than the PSTC
 

program.
 

'The Core support program has been used to fund the BOSTID
 
peer review program, meetings of the Committee on Research
 
Grants, which ultimately decides on grant allocation, and
 
myriad other activities associated with grant administration by
 
the six person staff. The BOSTID also has an impressive
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publications program designed, for the most part, to bring
 
rather practical reports on scientific developments to the
 
attention of the larger development community. Some of these
 
reports have become "best-sellers" with production runs of
 
50,000 copies. The process of selection is an interactive one
 
between A.I.D. and BOSTID, with initiatives for studies coming
 
from both parties.
 

With the termination of the Grants activity due to
 
reduction of funds by Congress, BOSTID and SCI have begun a
 
process of renegotiating the relationship between A.I.D. and
 
the Academy which is exploring the possibilities of
 
incorporating BOSTID into the PSTC program. This process is
 
now underway and may be completed as early as April 1988. 

ANALYSIS OF A.I.D.-BOSTID RELATIONSHIP:
 

One senior professional in SCI provides day to day 
management of the BOSTID program, but in fact the major 
parameters of the program have been set, and on occasion 
altered by interaction between SAA/S&T and the President of the 
National Academy of Science. The overall working relationship 
at all levels has been described as good by parties on both 
sides. As these relationships change with the renegotiation of 
the grant, some of the differences between the BOSTID and SCI 
approach to science grant programs may surface and cause 
tension.. As a grantee and premier non-governmental science 
body, NAS will want to guard its freedom of action and program 
autonomy. The SCI office quite naturally feels its ISR program 
with its NIH style peer review system is best fitted to the 
original mandate of Congress in setting up the Science 
initiative. 

The BOSTID program is a much more structured and directive
 
program, the purpose of which is to focus research on knowledge
 
gaps in a preselected problem or promising line of research.
 
The PSTC program on the other hand is only loosely organized
 
around such broad categories as biomass conversion. PSTC 
places far more emphasis on leading edge, innovative, high risk
 
-grant-proposals with no pretense of funding an entire research
 

-iregime. Interestingly, the BOSTID approach is much more
 
congenial with the long term project approach of the Science
 
-and Technology Bureau than is the more free-wheeling ISR
 
program. It may be appropriate for the Offices of Health and
 
..Agriculture to examine the possibility of integrating the more
 
promising BOSTID Tesearch initiatives already underway in such
 
areas as Acute Respiratory Infections in Children. These
 
research networks do represent an asset of considerable value.
 
This asset should not be abandoned without careful assessment
 
of its future value to the development process.
 



SUB-CONCLUSION:
 

The SCI-BOSTID relationship has been positive and for the
 
most part mutually reinforcing in the service of the shared
 
goal of bringing collaborative science to bear on critical
 
constraints to development while enhancing the capacity of LDC
 
science institutions. The BOSTID program of networking and
 
publications support is judged to be highly effective. These
 
strengths should be harnessed to the purposes of the PSTC grant
 
program. Moreover, the management by BOSTID of a peer review
 
process more closely modeled on the present Science office
 
system will permit the Science office to carry out other
 
management, monitoring and evaluation functions more
 
effectively than the office is now able to do. It is hoped
 
that the negotiations between SCI and BOSTID will result in a
 
strengthening of the United States' ability to retain its
 
leadership in international science, and to more effectively
 
influence science and technology.research agendas to focus on
 
critical problems of development.
 

C. 	 The U.S.-Israel Cooperative Development Research
 
Program (CDR-936-5544)
 

Initiated in 1985 as part of a larger U.S.-Israel effort
 
to harness Israel's science and technology capacity with LDC
 
institutions, the program funded 81 collaborative research
 
projects in seven broad categories. Starting with the original
 
$2 million Congress appropriated for U.S. Israel cooperation,
 
the 	program has obligated $16 million for Israeli-LDC science
 
cooperation to date. Program administration has been handled
 
through the PSTC proposal review and grant management process.
 
The 	unique features of the process for CDR has been greater
 
flexibility with regard to subject matter and, in 1988, a
 
decision to raise the grant limit to $250,000.
 

ANALYSIS:
 

The ability of the SCI office in 1985 to absorb and manage
 
the CDR program suggests that the Office systems for
 
announcement review and assignment of management responsibility
 
are flexible and appropriate for handling a larger program.
 
The termination of the program appears to be unrelated to the
 
quality of the research activities or to the efficacy of SCI
 
office imanagement.
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SUB-CONCLUSION:
 

The idea of Israeli scientific cooperation with LDC
 
scientists is a good one, given the special experience and high
 
quality of Israeli science. In managing the program SCI
 
-demonstrated the flexibility of the PSTC approach and its
 
ability to take on new tasks in very short order. Whether
 
A.I.D. needs to be involved in the management of scientific
 
relationships between Israeli and LDC scientists is a question
 
of higher policy, the answer to which has already been given.
 

V. 	 Assessment of Other Functions
 

A. 	 The American Association for the Advancement of
 
Science Fellows Program (AAAS Fellows).
 

Recognizing the need to establish linkages between
 
scientists and the development agenda at an early stage in
 
their career, the Science Advisor developed this program in
 
collaboration with AAAS. The first.Fellow came on board in
 
1982. There are 10 Fellows serving PY 1988, of whom five are
 
in the regional bureaus. Of the Fellows who have left the
 
program, at least five have continued to be employed by A.I.D.
 
either as Direct Hire or contract employees. Only one of the
 
current Fellows is funded by the PSTC budget; the others are
 
funded from the program budgets of the bureau to which the
 
Fellow is assigned. There are requests for 19 Fellows for the
 
FY 1989.
 

ANALYSIS:
 

Interviews with Fellows and with their supervisors
 
indicate a high degree of mutual satisfaction with the Fellows
 
program. At relatively low cost, A.I.D. enjoys extremely high
 
quality scientific talent at a time when issues requiring
 
current knowledge of rapidly changing scientific methodologies
 
are becoming more important for Missions and Regional Bureaus.
 
Fellows did indicate that they jealously guarded their role as
 
Science Fellows. Having the SCI Office and Advisor as a point
 
of contact -and support was deemed important to maintaining the
 
special status of this unique program.
 

.SUBCONCLUSION:
 

The AAAS Fellows program has been surprisingly successful,
 
reflectinga latent demand in the A.I.D. operational system
 
-which heretofore had been unmet. So long as the special status
 
of these Fellows can be preserved the team believes the program
 
should enjoy the support of the Agency.
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B. Other Advisory and Support Functions
[eb The Functional statement for the Science Office requires 
the Office and the Advisor to provide leadership to the Agency 
on matters of Science Policy, to coordinate US sponsored
 
research on matters related to development, to identify and
 
-advocate new areas of research and to perform a wide range of
 
advisory and liaison functions with regard to the A.I.D. role
 
in a variety of national and international scientific networks
 
and establishments.
 

With regard to coordination and the identification of
 
promising research opportunities, the PSTC program has been
 
used by SCI to develop one of the most extensive network of
 
contacts throughout A.I.D. of any technical office in A.I.D..
 
'The organization of the peer review process and the constant
 
interaction with the NAS/BOSTID program further broadens the
 
SCI office network with the science community. The AAAS
 
program enhances this interaction by infiltrating highly
 
qualified young scientists into the operational bureaus and
 
missions. Many of these Fellows serve a dual role of advisor
 
and "educator,l particularly with regard to the rapidly
 
changing role of biotechnology in the "life" and agricultural
 
sciences.
 

Through core support to BOSTID, the SCI office has made
 
available the considerable talent pool of the NAS to other
 
parts of A.I.D. There have been 16 "buy-ins" from other
 
A.I.D. offices totalling nearly $2 million. For example,
 
BOSTID has provided support to the Thai mission's S&T for
 
Development project, the U.S. India S&T Initiative, the
 
Egyptian ASRT project and other mission based science
 
activities.
 

Staff of the SCI Office have participated in the
 
development of S&T strategy efforts, Mission based S&T
 
assessments and on Mission funded evaluations of science
 
related bilateral projects.
 

ANALYSIS:
 

I" 

At the level of the SCI office professional staff, it 
appears that various grant programs have had the additional 
consequence of providing the rationale and access points for 
continuous interaction between scientific and program oriented 
communities'within and outside of A.I.D.. While there has been 
some evidence that :this has resulted in the expansion of a 
program support and advisory role for the Office, the 
limitations on staff and the demands of the grant review and 
allocation process have been so great that the SCI staff have 
been unable to do more than ad hoc efforts in this regard. It 
is expected 
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that one of the issues to be addressed by the upcoming
 
negotiations between SCI and NAS is how best to have BOSTID
 
become more aggressive and pro-active with respect to providing
 
a broader range of -advisory and support services to the field
 
missions.
 

The Senior Advisor and policy leadership role in A.I.D.
 
and between A.I.D. and other science entities, has been more
 
visibly played by the Senior Assistant Administrator for
 
Science and Technology than by the Science Advisor. This is
 
not to say that the Science Advisor has not been active in this
 
regard, nor that there has been significant conflict between
 
them. It is fair to say that the present Science Advisor has
 
focused his activity in the arena of technical scientific
 
leadership such as in the Biotechnology task force. The SCI
 
office and the SCI Advisor have contributed to the SAA's
 
ability to perform a leadership role and it is clear the SAA
 
values the -access and involvement which the SCI office provides
 
him.
 

SUB-CONCLUSION:
 

The basis for an increasingly pro-active technical
 
advisory and support role for the SCI office has been created.
r
 
There is increasing evidence that there is mission demand for
 
such services, although SCI's ability to become a central
 
supplier of support services has been limited, one possible
 
arena for growth would be for SCI to develop a cross-cutting
 
science support-advisory program. However, many, believing
 
that SCI's justification as a separate entity is based solely
 
on its grant program, would argue that this function of mission
 
support may be more appropriately performed by the S&T Bureau
 
consistent with mission support programs already run by S&T.
 
These services can be structured in such a way that they
 
reinforce rather than compete with traditional sectoral
 
emphases of the current S&T Bureau portfolio. On the other
 
hand, S&T's present sectorally focused support program makes it
 
difficult to find an organizational home for a function with
 
.cuts across the various sectors.
 

The Policy Advisory and leadership function in A.I.D. and
 
.- s'cience institutions with interest and capacity in
among US 
development related research is one of growing importance for 
A.I.D.. -Strong, pro-active leadership is needed to use more 
effectively A.I.D.'s considerable development talent, but 
:limited.financial and scientific resources, to influence the
 
larager"U.S. science agenda toward development purposes.
 
A.I.D., with the proper strategy and institutional focus,
 
should be able to leverage other science establishments into
 
focusing on the subset of problems associated with developing
 

6I 
-countries. 
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VI. Staffing and Organizational Location of Functions
 

A. Staff
 

The SCI Office has a current staffing assignment of 5.8
 
full time equivalent positions. These include three senior
 
GS-15 scientist/administrators, two program operations
 
assistants -and one secretary. The Science Advisor and Director
 
of the office is on an Intergovernmental Personnel Act (IPA)
 
appointment and does not count against the FTEP ceiling: nor
 
does-the Program Officer, an experienced PSO in a "Deleted"
 
position, the Assistant Program Officer who is on the Foreign

'Service Complement, and the AAAS Fellow who is supported by the
 
PSTC program. Thus the total "de factot staff of the SCI
 
office is 9.8 persons. By FY 89 this will be back down to 7.8
 
with the departure of the two FSO's.
 

ANALYSIS:
 

Staff organization is suitably flexible; the organization
 
chart being an uncomplicated empty box. All personnel have
 
clearly defined functions, however, and there appears to be a
 
high degree of commitment and morale in the office. The mix of
 
scientific experience and bureaucratic savvy is an effective
 
one. Moreover, the presence of skilled FSO program officer in
 
the office has positive benefits.
 

B. Organizational Location
 

The functions of the SCI office could be disaggregated and
 
assigned to other existing units in the Agency. For example,
 
the AAAS Fellows program could be managed by the Personnel
 
Office's Management Training Division, the PSTC-NAS
 
relationship (the exact future of which is of course still
 
unclear) by the Science and Technology Bureau and the Advisory
 
and Leadership in Science function by Senior Assistant
 
Administrator, or, if meta-Bureau presence was required, an
 
Office of Science Advisor could report directly to the Agency
 
Administrator, rather than through the SAA for S&T.
 

Another possible change would be to move the entire
 
enterprise into the S&T Bureau. This would -simply formalize
 
what people not too familiar with the Office believe is now the
 
case.
 

-ANALYSIS
 

Since organizational change is always disruptive and, in
 
the first instance, reduces efficiency, the benefits must
 
obviously outweigh the costs. At the present time the SCI
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* 	 office enjoys the administrative and logistical support of the
 
S&T Bureau. SCI Office leadership does not seem to chafe under
 
the delegations of authority which leave most of the signature
 
authority in the position of the SAA/S&T. This may be because
 
both the SCI Advisor and the SAA/S&T have a very positive
 
working relationship.
 

The benefit of a separate but closely linked SCI Office is
 
that it is able to present and defend to Congress a program of
 
science support which is different from and additional to the
 
resources provided to the S&T Bureau. It occupies a special
 
niche in the development program. Given the sectoral
 
organization of the S&T bureau, were SCI to be a part 'of the
 
S&T bureau it is unlikely that the PSTC program would survive
 
internal budgetary battles. It is more likely that it would be
 
changed to more closely relate these monies to mission
 
programs. A second benefit to a separate existence is that it
 
provides a modicum of visibility of A.I.D.'s commitment to and
 
interface with the broader science community. To the extent
 
that A.I.D. leadership and the Congress desire that interface,
 
a separate office seems appropriate.
 

Locating the function of Science Advisor in a direct line
 
with the A.I.D. Administrator is attractive and might well
 
enhance the 'Advisory" role of the incumbent. There are
 

however, to separating the advisory function from
 
the project management function. Having a program budget,
 
however small, does give the SCI office the basis for
 
supporting and initiating innovative programs such as PSTC and
 
the AAAS Fellows program. If the PSTC program were to be
 
terminated, the rationale for a separate Science Office would
 
substantially disappear.
 

.drawbacks, 


SUBCONCLUSION:
 

The evidence indicates that the SCI office effectively 
manages it current program, has high morale and has begun to 
demonstrate the capacity to evaluate and reassess its 
relationship to the Agency and to its function. While changes 
in location, quantity and mix of staff may be appropriate in 
the future, that decision should await the outcome of the 
current impact evaluation and the negotiations with 
NAS/BOSTID. 'Moreover the relationship between SCI and S&T has 
'reacheda steady and at present mutually reinforcing state. No 
Senior Officer in S&T strongly advocated change at this time, 
and many felt the relationship was about right. Thus there 
;appears-little compelling reason to change the situation, but 
the role, organization and function of the SCI office should be 
reassessed at the beginning of the Fiscal Year 1990. The 
Administrator would be well served by appointing an advisory 
committee of senior A.I.D. officials and members of the science 
community to direct such a reassessment and make 
recommendations. 
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I1. Final Conclusions
 

A. 	 Is the Office of Science Advisor Achieving
 
Its Stated Objectives?


EL 'The team -concludes that: 
. 

-The objective of developing and managing an 
-innovative program of small grants of collaborative
 
science has been achieved.
 
The objective of broadening and deepening the
 
interaction between A.I.D. and the Science community
 
has been partially achieved; a strong basis for
 

I expanding that role is in place. 
Ar .The function of providing policy advice and 

leadership has been partially achieved but in a low 
key fashion. This role has been more clearly assumed 
by the SAA/S&T Bureau. 

B. 	 How Can These Objectives Be Achieved More Efficiently?
 
By negotiating a new relationship with NAS which more
 

'9.	 
closely harnesses that institution's considerable 

r	 capacity to the purpose and style of the PSTC program. 

I.
By SCI focusing greater attention on systematic 
management support (including better grant monitoring 
and evaluation systems) to A.I.D. bureau and field 
mission grant managers. 

F 
-By A.I.D. devising more active programs of science 
support for field missions to assist them in the 
development'and implementation of science-strategies. 

C. 	 In the Light of Funding and Personnel Limitations Do
 
the Objectives Remain Valid?
 

The issue of whether the objectives of the Science Office
 
remains valid depends on -uch more than available funding and
 
staff. At the current level of funding, the office staff is
I 

...	 -Both-are-adequateto carry out the purposes of
7.appropriate.-

t .theeprogram.-.;Should funding for the PSTC program be eliminated
 

LS.7:by Copgress:, then the main purpose of a separate SCI office
 
:;wouldsdisappear. A.I.D. might wish -to retain a Science Advisor 

K -- under those.ncircumstances, with a -small budget to permit some 
,tprogram flexibility. 

1~  ...tWhen -discussing this issue, it is important to keep in 
4:s-mind the-'rigin -of -the PSTC. It was the product of 

CE 
'Congressional interest in a more active US role in supporting 
third tworld science, and in collaborative research between US 
and LDC scientists. Congress established an "earmarked" 
account to support that purpose, but rejected the proposed new 



-2
 
1-es, P -25

institutional apparatus of a totally separate organization.
 
The much more modest Office of the Science Advisor was
 
established to implement that program which draws on A.I.D. for
logistic and management support. Therefore in the instance of
 
the Science Office, the legislative history and current
 
-Congressional interest is a determining factor in answering the
 
question of program validity.
 

Regardless of how well managed the program may be, there 
is disagreement among team members as to the validity of 
continuing the program. One member of the team would terminate 
the program, whatever the results of the evaluation. He' 

.	 acknowledges that research is important, and that some of the 
research funded by this program may achieve significant 
results. With greatly augmented funding and personnel levels
 
for A.I.D.'s activities, he would not oppose the continuation
 
of the program. However, given current and projected funding
 
and personnel levels, he believes that "trade-offs" must be
 
ruthlessly analyzed, and in so doing, he concludes that this
 
largely unfocussed, pure research activity comes up wanting.
 
He supports the applied research of the S&T Bureau which is
 
directed to A.I.D.'s program activities, and the research
 
activities and projects which are developed by missions to
 
achieve program objectives, but he believes that the SCI
 
program of random research is a "luxury" which the Agency can
 
no longer afford. Another member concluded that the PSTC
 
program was a good thing but should perhaps be run by NAS with
 
A.I.D. funding. A third view was to await the results of the
 
ongoing evaluation before any decisions are made -regarding
 
PSTC. While agreeing with the third view, that the results of
 
the evaluation are important for making a decision on the PSTC
 
program, one member concluded that A.I.D.'s investment in
 
US-LDC science collaboration should be an important part of
 
A.I.D.'s development role, and likened the PSTC program to a
 
science "venture capital" fund. If successful, these projects
 
should be followed by mission based programs backed up by
 
A.I.D./W support systems.
 

Perceived through a different conceptual prism, the
 
Science Office began its life as an "add on" to A.I.D., with
 
purposes quite different from those of the main stream A.I.D.
 

..programs. Over the seven year life of the Office, the PSTC has
 
begun to be perceived as an asset by many missions and in the
 
-regionalbureaus. While this is by no means a homogeneous
 

.-view, certainly countries in Asia and more recently in Latin
 

.,Americahave taken good advantage of the program. As A.I.D.
 
-looks for ways to relate to Advanced Developing Countries the
 

,i:SCI program may well offer one approach.
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I, EXYECUTIVE SUNIRY 

8. 	 Bureau for Private Enterprise
 

The primary conclusion of the team is that the Private
 

Enterprise Bureau has operated a program (i.e. the Revolving Fund) 

parallel to the operating bureaus, and thus had not been adequately
 

integrated into the mainstream of A.I.D.'s operations. This is
 

evidenced by a communications gap between PRE and the operating 

bureaus which limits the Agency's effectiveness in reaching its goals , 

in private enterprise development. ITo bring about a more effective 

collaboration on the Agency's private sector goals, the team suggests 

a new role and a new set of relationships for PRE Bureau. They
 

suggest that PRE be given a stronger mandate to become a "center of
 

excellence" as a staff and service function within A.I.D. on private
 

enterprise matters. Within this mandate they suggest that the
 

Revolving Fund program be shifted from exclusive PRE control to a
 

"Board of Directors" in which the regional bureaus become equal
 

partners. A corollary is that field missions assume responsibility
 

for day-to-day management of the projects. ther general conclusions
 

reached by the team are that A.I.D.'s private sector initiative is
 

well established but uneven in application by the regional bureaus and
 

missions. PRE's performance against its objectives is generally rated
 

as good in the areas of Revolving Fund administration and provision of 

services to field missions. However, due to limited availability of
 

human resources -- particularly experienced private sector executives L/
 

- PRE has not been able to exert substantive leadership within the
 

Agency in matters of private enterprise program and policy reform.
 

The team also urged more effective links with other international
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I. EXECUTIVE SUMMARY
 

II. INTRODUCTION
 

A. BACKGROUND
 

Historically, the private enterprise theme has been woven
 

throughout the U.S. foreign assistance program. The Marshall
 

Plan focussed on reinvigorating private enterprise throughout
 

war-torn Europe. In 1961, the Humphrey amendment to the Foreign
 

Assistance Act stated that the foreign assistance program should
 

promote private rather than public sector development, and
 

explicitly encouraged the promotion of private cooperatives and
 

credit unions. Thus, the Alliance for Progress in Latin America
 

was characterized by intermediate credit programs and other
 

small business development activities.
 

In 1981, the A.I.D. Administrator designated the Private
 

Sector as one of the "Four Pillars' of Agency activity, and
 

established the Bureau for Private Enterprise (PRE) to promote
 

the use of private enterprise mechanisms through the foreign
 

assistance program. Simultaneously, other bureaus within
 

A.I.D. also explored how their programs might utilize private
 

mechanisms for implementation.
 

The A.I.D. emphasis on private enterprise has coincided
 

with growing rpnngnitinn -mong internai-onal donors and
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among LDC governments themselves, that public resources will
 

never be sufficient to sustain adequate rates of growth in the
 

developing countries. There is great disillusion over the
 

failure of public enterprises to fulfill their roles as
 

efficient producers. An estimated 70% of the LDC debt burden
 

is due to the inefficient operation of -state owned entities
 

which have failed in their mission and continue to require
 

subsidies which generate large budget deficits. At the same
 

time, developing countries are characterized by large informal
 

sectors comprised of people who have been frozen out of
 

remunerative economic opportunities by excessive government
 

control. A.I.D.'s emphasis on the private sector is based on
 

the realization that free, open and competitive markets serve
 

as engines of development. The incentive they provide extends
 

to all levels of people within society, and motivates them to
 

save, to invest and to produce. This reliance on market-based
 

growth creates new imperatives for donors such as A.I.D. and
 

the World Bank.
 

B. General conclusions
 

The assessment team reviewed each of the organizational
 

components of the PRE bureau - their programs, personnel, and 

accomplishments. The team assessed PRE against the original
 

expectations, as well as the current more limited objectives
 

reflected in organizational practice.
 

Underlying the individual findings is one superordinate
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conclusion: PRE, set up as a separate entity in the A.I.D.
 

structure, has operated a parallel program which has not been
 

integrated adequately into the mainstream of A.I.D.'s
 

operations. The result is a gap in communications between PRE
 

and the operating bureaus and field missions which does today,
 

and will in the future, limit the Agency's effectiveness in
 

reaching its goals in private enterprise development. This was
 

demonstrated many times: as the Regional bureaus, and too many
 

of the field missions, acknowledged they were not familiar with
 

the programs and resources of PRE; and as PRE personnel
 

admitted not understanding and knowing the details of the
 

country strategies and programs. Indeed, the team was concerned
 

to find no single source of information in the Agency
 

concerning private sector programs and projects, or even the
 

proportion of Agency resources devoted to private enterprise
 

activities.
 

The team therefore concluded that not enough effort has 

been made by both parties - the regional bureaus and PRE - to 

collaborate on making the private enterprise initiative work 

better. We believe this is due to an inherent defect in the way 

PRE was established in the A.I.D. structure, and to a wide 

spread feeling that PRE is a temporary phenomenon which may 

soon be abolished and "out of our hair". Both problems are
 

susceptible to solution in the short term.
 

PRE's organizational position is characterized by an
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inherent conflict of roles. It is constituted both as a line
 

bureau with its own financing portfolio, and as a staff and
 

service bureau for the Agency. The impM.aive o eohS law
 

We observe that
 

PRE management regards the Revolving Fund (RF) as its priority
 

program, and has allocated to it the lion's share of operating
 

and program funds.
 

We suggest that top Agency management make clear the
 

direction and priorities which it expects from all components
 

of the Agency with respect to the private enterprise initiative.
 

As part of this process we suggest that a new role and a new
 

set of relationships be established for PRE.
 

A new role for PRE should take the following shape.
 

--	 Shift the revolving fund out of the exclusive control 

of PRE and into the mainstream of the Agency's 

operating programs through a "corporate-type" 

structure of senior Agency management. 

--	 Give PRE a broad new mandate to become a "center of 

excellence" as a staff and service function within 

A.I.D. on matters pertaining to the private
 

enterprise sector. Under this mandate, PREwould:
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1. Provide leadership by serving as an intellectual 

focal point for Agency experience on a broad range of 

private enterprise issuese such as priv tization, 

financial marke development, tr e promotion, micro

enterprise, innovati in stment techniques, 

guaranty funds, i stment p otion, debt-equity, 

capital fl t, private mechanisms f health 

de ery, population, agricultural marketing, etc. 

PRE could utilize the Agency's Private Sector 

Council, which it chairs, to bring together Agency 

expertise on these sectoEa- issues T -44m=alzo 

utilize current contract mechanisms for "state of the 

arts" analysis of A.I.D. and other donor programs. 

2. Bring talented private sector expertise to the 

whole Agency's private enterprise policy and 

programming process. A.I.D. should be able to make 

use of a variety of devices: the I.E.S.C. could 

provide'experienced executives in many different 

fields of the private sector for short term 

application to specific Agency problems and issues. 

We propose that the Agency establish 5 - 10 'Private 

Sector Counselor" positions for I.E.S.C. volunteers.
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3. Continue to administer the -technical services 

contracts as a service to the Bureaus and 

missions, while strengthening the current trend 

toward greater collaboration. PR ' performance 

should be judged on the nt to which the field 

missions and regi bureaus E's expertise 

and servi s. 

4. Expand coordination with the U.S. private
 

sector and with other donors such as the World
 

Bank.
 

This mandate is designed to restore communication and 

collaboration between the different components of the Agency. 

Furthermore, it will encourage the operating missions to 

take hold of an innovative resource -- the revolving fund, 

or its successor guaranty -- as a new, flexible development 

resource. It is time to move it from the incubator of PRE to 

the mainstream operating programs. 

C. Scope and Methodology
 

This assessment covers the management and operation of
 

the programs of A.I.D.'s Bureau for Private Enterprise
 

(PRE), excluding those of the Office of Housing and Urban
 

Development, which operates independently of PRE. Our
 

review covered the goals and objectives of PREj their
 

relationship to A.I.D.'s overall goals and those of other
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A.I.D. organizational units; the extent of progress toward
 

those objectives; the sufficiency of personnel and financial
 

resources allocated to PRE and the effectiveness with which
 

they are being managed. In assessing these general issues,
 

the team focused on each of the major activities currently
 

managed by PRE in support of their overall objectives.
 

The findings and conclusions of this report are based
 

on three sources of data: documentation, personal
 

interviews and comments solicited by cable from A.I.D. field
 

missions.
 

Documentary evidence included basic Foreign Assistance
 

legislation, A.I.D. policy papers, speeches made by A.I.D.
 

management, Congressional Presentations., functional
 

statements, program and administrative expense budgets,
 

staffing patterns, personnel records, management reviews,
 

project reports and contracts, audit reports, project files
 

including project descriptions and authorizations and
 

project evaluation reports. We had no difficulty in finding
 

and obtaining whatever documentation we needed for the
 

review.
 

The assessment team conducted interviews with over 100
 

people, drawn from the following categories:
 

-- present and former PRE Bureau professional staff 
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other AJD tf n THe 3qgqnfor rogr~ama 

geog~phc bteps, and General Counsel's ortre-

--	 contractor and grantee officers 

--	 A.I.D. mission directors and other field staff 

--	 officials of other organizations, including IBRD, 

OPIC, GAO, NSC etc. 

rIUCdt u2 reardt~-Cn:speciric;IayPE-spportd toctm e4. 

Comments from interviewees and cables from the field were
 

forthcoming and frequently candid. Necessarily, the team is
 

required to make judgements and recommendations. These are
 

our own responsibility, of course, but we feel they are
 

based on the soundest data and information possible to
 

obtain within the time and resources available.
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III. 	 PRINCIPAL FINDINGS
 

1. 	 A.I.D's Private Sector Initiative is well established
 

throughout the Agency. PRE is only a part, albeit an
 

important part, of the Initiative.
 

The Initiative's impressive strength, breadth and
 

momentum is evidenced by the increased funding allocated to
 

private enterprise programs worldwide, the integration of
 

private sector criteria in planning and evaluating programs
 

and projects, the emphasis on private enterprise in staffing
 

and training functions, and a palpable level of commitment
 

on the part of many of the officers we interviewed.
 

Management attention can now be focused on building on this
 

excellent beginning, and on PRE's role in the next phase of
 

the Initiative.
 

PRE's programs represent only a fraction of the
 

Agency's Private Sector programs and projects. The regional
 

bureaus invest about five times more than PRE in Private
 

Sector projects, in addition to resources in policy reform.
 

PRE has-played a key role in providing services and
 

promoting innovation throughout the mainstream of field
 

activities.
 

2. 	 PRE's role needs to be enhanced to provide leadership
 

by serving as an intellectual focal point for Agency
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experience on a broad range of private enterprise
 

issues, as well as program and policy matters. PRE
 

should serve as a central point for compiling and
 

analyzing the Agency's experience in private enterprise
 

programs, as well as that of other donors including the
 

World Bank.
 

Initially, PRE was expected to exert a leadership role
 

in policy-making concerning the content and direction of the
 

Agency's private sector activities. PRE has not been able
 

to play this role because of the resistance of the other
 

Bureaus and offices of the Agency, and because of small
 

staff size and a limited ability to attract and retain
 

qualified, creative talent, both from within A.I.D. and from
 

the private sector. PRE has collaborated with PPC and other
 

bureaus in the formulation of broad private sector policy.
 

There is a serious leadership and information gap in 

the Agency in the private enterprise area, broadly defined 

as both a mechanism and as an end in terms of building 

broad-based, indigenous private enterprise. PRE constitutes 

the only organizational entity capable of,pulling together 

Agency-wide experience among missions, regional bureaus and 

central bureaus in areas such as privatization inancial 

market development, trade promotion, ro-enterprise, 

innovative investment techni es, guaranty funds, investment 

promotion, debt-equit , capital flight, private mechanisms 

for health deli ry, population, agricultural marketing, 
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etc. PRE could utilize the Agency's Private Sector
 

m 

Council, which it chairs, to bring together Agency expertise
 

on these sectoral issues. It can also utilize current
 

contract mechanisms for "state of the arts" analysis of
 

A.I.D. and other donor programs.
 

During the course of our review, it became evident that
 

there was not a designated point within A.I.D. for
 

accumulating information about the Agency's private
 

enterprise programs. There is much to be gained from closer
 

contact with A.I.D programs and other donors in private
 

enterprise. PRE is the logical organizational unit to carry
 

out these related functions.
 

3. PRE's current objectives are clear and consistent with
 

A.I.D.'s overall goals. However, staffing and funding
 

constraints have limited PRE's focus to five key
 

programs plus training.
 

While early objectives included a "partnership" with
 

U.S. and LDC private enterprise, since 1984, PRE's actual
 

focus has been on the growth of indigenous private enterprise
 

in LDC's as a cost-effective means of achieving broad-based,
 

self-sustaining economic growth and development. Owing to
 

limited staff and funding, as well as the need to work
 

collaboratively with mainstream Agency offices and missions,
 

PRE's objectives have narrowed to a limited management
 

fr-ne liirrent- nrnqr-wc -na nhjiivPs 
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include: 

- facilitating policy reform by providing the field 

missions with contract technical services; 

- through the Revolving Fund, building an investment

portfolio of innovative small/ medium business models
 

for replication;
 

- strengthening capital markets through contract 

technical services to field missions in policy,
 

strategy and program design;
 

- providing contract technical services to Governments 

wishing to privatize state-owned enterprises; 

- training of Agency employees in private enterprise 

skills and providing support to the I.E.S.C. 

4. 	 PRE has successfully introduced innovations in A.I.D.'s
 

private enterprise programs, primarily as a provider of
 

private enterprise-related technical services.
 

PRE's objectives call for the Bureau to be an innovator
 
in introducing new concepts and new means of supporting
 

A.I.D.'s private enterprise initiative. PRE has established
 

a reputation as an intermediary, if not the original source
 

of expertise, in three general areas relatively new to
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A.I.D. programs. The Center for Privatization is recognized 

as a qualified source of expertise. The Financial Markets 

Project and the Private Enterprise Development Support 

Project are increasingly focussing on synthesizing Agency 

experience and concentrating on services in key sectoral 

areas. The Revolving Fund has introduced new financing 

techniques to increase the flow of resources to small and 

medium business. 

5. 	 PRE staff contains insufficient experienced private
 

sector executives.
 

Part of the problem PRE and the Agency face in
 

implementing the Private Sector Initiative is the lack of
 

people with solid private sector experience who command
 

credibility among the operating managers of the Agency and
 

with the private sector and host governments. The Regional
 

Bureaus and Field Missions would be eager to tap such skills
 

if they were available through PRE. The team realizes the
 

difficulties inherent in hiring needed talent from the
 

private sector within the constraints of the public
 

personnel system. We propose that A.I.D. make further use
 

of the I.E.S.C. in a program to provide short term
 

volunteers to serve as "Private Sector Counselors" as
 

described in section . The Presidents Commission on 

an and direct requests to CEO ,of
 

American companies could also provide high level talent 

fn - to-n -r rifir nhI et-iver TI i- nnt n r -- rV t-n 
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recruit career staff for all of these talents.
 

A well articulated program of perhaps a dozen people at 

any one time serving varying - but limited - periods of A.I.D. 

service would constitute an important resource not now 

available to the Agency. 

This recruiting effort cannot be handled by the per

sonnel department; success will require high level leader phip
 

within A.I.D. to attract executive skills that could make a
 

difference in A.I.D. operations. Obviously, PRE could exercise
 

this kind of leadership on behalf of the Agency. However, this
 

would require reconsideration of the organization, role and
 

staffing of PRE.
 

6. 	 More complete integration of PRE programs with the rest of
 

A.I.D. is required, but will require organizational
 

changes.
 

PRE's technical service programs, as well as the Revolving
 

Fund, should be better integrated with the pro- grams of the
 

field missions. This would require a realign-yent of the
 

relationship between PRE and the geographic bureaus and field
 

missions. This realignment would eliminate
 

the current confusion between line and staff roles.
 

7. 	 PRE's technical service contracts have provided an
 

important support function to field missions and other
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bureaus. A communications gap evidenced by the uneven
 

use of these services needs to be bridged with
 

targetted travel to the field, improved working
 

relationships with regional bureaus and broader Agency
 

input into the PRE programming process.
 

PRE's three service contracts have provided an important
 

resource to field missions and A.I.D./W bureaus, both
 

regional and central. Demand for these services has
 

expanded, resulting in additional budgetary allocations and
 

buy-in authority. Field missions confirmed the value of
 

these services to the team.
 

The Private Enterprise Development Support Project has
 

responded to over 40 requests ranging from private sector
 

assessments to trade and investment promotion, micro

enterprise guaranty mechanisms and debt-equity.
 

The Financial Markets Project, which focuses on
 

measures to mobilize domestic capital has provided services
 

to 25 field missions, including 16 financial market surveys.
 

The Privatization Project, which established the Center
 

for Privatization, has provided expert advisory services to
 

over 30 governments.
 

The team found that many missions were not aware of the
 

availability of these services, or their relevance to less
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developed country problems. Africa has utilized these
 

services less than other regions. Better communications,
 

including carefully targetted travel and field input into
 

the PRE programming process, could enhance the impact of
 

these services.
 

8. 	 From Revolving Fund resources, PRE has successfully 

managed the build-up of a portfolio of $60 million. 

The Private Sector Revolving Fund is a program of loans
 

and guarantees to private sector firms in developing
 

countries conducted in parallel with regional Bureaus and
 

field missions programs. As a new fund with less than four
 

years of operating experience, the Fund has originated $60
 

million in near market rate investments with the LDC private
 

sector which comply with legislative criteria.
 

9. 	 The Revolving Fund has introduced new financing
 

techniques that need to be incorporated into the
 

mainstream of A.I.D. programs.
 

The Fund has developed risk-sharing arrangements
 

(collateral accounts and loan set-offs) that have proved to
 

be effective techniques for inducing private commercial
 

banks to broaden their lending to non-traditional sectors
 

and borrowers, i.e., smaller and riskier borrowers. It has
 

pioneered A.I.D. activity in the areas of venture capital
 

and trade financing and has generally accelerated the
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introduction of private commercial banks into the A.I.D.
 

target areas. We believe it is time for the field missions
 

to take responsibility for the utilization of the Fund as a
 

resource in their programs.
 

10. 	 Under current organizational arrangements, PRE/I needs
 

more staff to manage the Revolving Fund..
 

The assessment team concluded that presently PRE/I is
 

not staffed to do an adequate job of managing the Fund
 

portfolio within the established organizational framework.
 

A new organizational form, outlined below, would spin off
 

most design, implementation and monitoring responsibility to
 

field missions. unless and until such organizational
 

changes are made, additional staff resources and operating
 

expense travel support are needed to maintain effective
 

management.
 

11. 	 The Revolving Fund should be incorporated into the
 

mainstream of A.I.D.'s private enterprise programs.
 

A new form of organization is required to achieve this
 

objective with respect to the Revolving Fund as well as
 

the proposed Guaranty Authority.
 

PRE has recently made a determined effort to involve
 

field missions in Revolving Fund projects. The present
 

organizational structure whereby PRE is both a line and a
 

staff bureau makes difficult the full integration of this
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resource into the mainstream A.I.D. programs, We suggest
 

that A.I.D. incorporate the Fund or its successor Guaranty
 

Authority under the direction of a Board of Directors
 

consisting of the regional bureaus and PRE. This structure
 

would give the field missions and regional bureaus a way of
 

"buying-in" to the objectives of the Fund. The corollary of
 

course will be that field missions will have to propose
 

projects for the Fund and accept implementation
 

responsibility.
 

12. 	 The training course, Role of the Private Sector in
 

Development (RPSD) has made a positive contribution to
 

A.I.D.'s Private Sector Initiative, and should be
 

expanded. Additional impact could be achieved if
 

Mission Directors and other senior officers were
 

required to attend a modified RPSD.
 

A.I.D. officers who have attended the two-week RPSD
 

course have been highly positive in their evaluation of it.
 

The course should be expanded, with more emphasis on
 

acquisition of technical skills. A shorter course, suitably
 

modified and targeted for Mission Directors, has the
 

potential to accelerate the process of translating A.I.D.'s
 

private enterprise policy emphasis into field programs.
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IV. PRE Bureau Objectives and Overall Progress
 

A. Summary
 

- PRE has evolved a consistent, although limited, set 

of objectives for the Bureau, and these are well integrated 

with A.I.D.'s overall goals. 

- PRE's success in fulfilling its objectives has been 

mixed. 

PRE has not been able to play an effective
 

leadership role in policy, policy reform, or the
 

content and direction of P.E. projects;
 

PRE has produced some innovative ideas and
 

initiatives for A.ID.'s private enterprise
 

programs; the Center for Privatization, Financial
 

Markets Development and the Revolving Fund are
 

illustrative;
 

ey eSfse iEscts are valued and 
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PRE management has succeeded in infusing the
 

Bureau with a field service orientation. However,
 

communication with field missions and regional
 

bureaus still needs improvement;
 

Establishment of a "partnership" between U.S. and
 

LDC private enterprise, an early emphasis in
 

A.I.D.'s Private Sector Initiative, has met with
 

very limited success. Current efforts are more
 

encouraging.
 

B. Current Policy and Objectives
 

Current A.I.D. policy on private enterprise development
 

is codified in A.I.D.'s Private Enterprise Development
 

Policy Paper issued by the Bureau for Program and Policy
 

Coordination in March 1985, which superseded both the PRE
 

bureau Policy Paper of May 1982 and PPC's Policy Paper
 

issued in 1982. The revised Paper focuses squarely on the
 

LDC'S. The goals are:
 

"- to encourage LDCs to open their economies to a 

greater reliance on competitive markets and private 

enterprise in order to meet the basic human needs of 

their poor majori- ties through broadly-based 

self-sustained economic growth; and 
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"- to foster the growth of productive, self-sustaining 

income and job producing private enterprises in 

developing countries." 

The paper further states that
 

"The overriding intent of A.I.D.'s private enterprise
 

policy is to promote the establishment of a climate 

conducive to LDC private sector activity; it is not 

intended primarily to finance the establishment of 

individual business entities per se. The two pronged 

objective, to reach the ultimate goal of growth, is the 

establishment of viable, competitive markets, and the 

expansion of private enterprise in LDCs." 

The Policy Paper does not set priorities, since these
 

decisions were "to be made at the mission strategy, program
 

and project levels." It assigns "principal" responsibility
 

for carrying out the policy to A.I.D. field missions and
 

regional bureaus.
 

Since 1984, there is reasonable consistency in
 

statements of PRE's broad overall goal, i.e. 'to provide 

support for the establishment and growth of indigenous 

private enterprises in LDCs as a cost effective means of 

achieving broad-based, self-sustaining economic growth and 

development. ... As the Agency's focal point for promoting 

Tnr nnnmir arnwt-h -nd 8 velnnment t-hrough nriva-p Ane-Pr
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prise mechanisms, PRE works closely with regional bureaus
 

and country missions to help develop strategies and programs
 

which will incorporate private initiative in U.S. A.I.D.
 

missions' development programs." (Fy 1985 Congressional
 

Presentation, Feb. 1984)
 

Current PRE program documents, the Central Program
 

Strategy Statement (CPSS), the FY 1987-88 Action Plan and
 

the FY 1989 Congressional Presentation (CP), are consistent
 

with one another and with agency goals as stated in earlier
 

documents. According to the FY 1989 CP, PRE "provides
 

ideas, direct investments, guidance and expert assistance to
 

A.I.D. and its missions to achieve self-sustaining,
 

equitable economic growth...." To do so, PRE has focused on:
 

- facilitating policy reform to improve business 

climates; 

- building an investment portfolio which provides 

innovative models for replication; 

- strengthening capital markets; 

- privatizing state-owned and controlled enterprises; 

- providing skills training in both developing 

countries and within A.I.D." 
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B. Overall Performance
 

PRE sees itself in three roles: leader, service

provider and innovator.
 

In terms of leadership, the assessment team encountered
 

considerable skepticism throughout A.I.D./W that PRE had
 

played more than an incidental leadership role in promoting
 

private enterprise as a means of achieving economic growth.
 

A number of persons observed that PRE's credibility and
 

influence would be substantially enhanced if PRE were able
 

to attract into public service a business person of
 

established prominence, capability and vision. Others, both
 

in central and regional bureaus, felt that PRE offered
 

little in the way of policy guidance or private
 

enterprise-related services that the bureaus could not
 

provide. Many conceded that PRE contributed as part of a
 

collaborative team effort.
 

Skeptical views on PRE's leadership role may flow from
 

bureaucratic turf considerations and inadequate knowledge of
 

central bureau functions, the team notes that PRE has had
 

inadequate staff and resources to serve as leader in either
 

policy or program matters. Furthermore, PPC Bureau has
 

retained overall responsibility for policy within the Agency,
 

and field missions and regional bureaus were explicitly given
 

the leadership role in the policy guidelines. Thus, PRE
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reference to leadership is inaccurate in most instances. PRE
 

can provide leadership only to the extent that it promotes
 

innovation through investments and services, and .often other
 

A.I.D. offices will claim credit for these activities.
 

The team also found that the Private Sector Initiative
 

is firmly established in A.I.D., and that Agency leadership
 

at all levels had been active and effective in promoting the
 

initiative. The creation of PRE symbolized A.I.D.'s intent
 

in respect to private enterprise and served as a catalyst to
 

the regional bureaus. PRE's role in developing the Private
 

Sector in Development Training course, and other programs,
 

has also contributed to the progress. At any rate, the
 

initiative has received impetus from other sources.
 

As innovator, PRE has -a4ehad limited success. As one
 

overseas mission said, "We believe PRE functions well as a
 

'think tank', and this mission has benefited from their
 

skills in this area.". The Center for Privatization
 

provides A.I.D. with a means of supporting divestiture
 

efforts which it never had before. The Center's recognized
 

and growing expertise lends substance to the "center of
 

excellence" concept people sometimes use to describe their
 

idea of the essence of PRE's role in the private enterprise
 

initiative. Although less well established, PRE's Financial
 

Markets Development Project has the potential to become
 

A.I.D.'s recognized and preferred source for financial
 

markets expertise. In addition, the Revolving Fund appears
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to have been used to demonstrate creative means of coaxing
 

LDC financial institutions to venture into more risky,
 

small-to-medium business loan arrangements. The most recent
 

mode of innovative effort is the U.S. Trade/Tech Project
 

which is planned to expand technology-based trade and colla

boration between U.S. and LDC private enterprises. On the
 

other hand, PRE has hardly devised new roles for private
 

enterprise in delivery of A.I.D.'s program in sectors such
 

as health and agriculture.
 

The assessment team believes that PRE should continue
 

to be in the forefront of A.I.D.'s efforts to develop new
 

means of encouraging the expansion of indigenous private
 

enterprise. Once established, these can be spun off to the
 

regional bureaus. However, in order for PRE to fulfill this
 

role, A.I.D. needs to ensure that the bureau maintains the
 

required level of leadership, expertise, communication and
 

encouragement of creative thinking by resourceful people.
 

After a decidedly independent start, PRE has earned a
 

respected and appreciated role as provider of services to
 

A.I.D.'s field missions. Initially, PRE operated its
 

programs, especially the Revolving Fund, independently of,
 

and indeed with some disfain for, the field missions.
 

Undoubtedly this compromised PRE's position with the
 

regional bureaus and missions and delayed integration of its
 

programs with the A.I.D. mainstream. That situation has
 

slowly turned around. Discussions with PRE personnel
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indicate that service to the field and collaboration with
 

field programs are basic tenets for present operations.
 

Some problems and issues remain. Some missions are not
 

aware of the range of services PRE can provide, and the
 

means of obtaining them. Although PRE has worked on
 

"marketing" the bureau's "products", a communications gap
 

persists. There also appears to be a substantial area of
 

redundancy between PRE and the regional bureaus, as
 

discussed in Section VI.
 

C. "Partnership" with U.S. Private Enterprise
 

Initially, PRE's major objectives included
 

establishment of a "partnership" between U.S. and LDC
 

private enterprise which was expected to result in
 

significant flows of capital, management and technology to
 

LDC private enterprise through mutually beneficial
 

arrangements. It is not clear how much effort was devoted
 

to achieving this objective, but it apparently met with
 

little success in its first area of concentration, the
 

Caribbean Basin. In 1986, the locus for the partnership
 

activity was transferred to the Office of Private Sector
 

coordinator, attached to the Administrator's Office.
 

Recently, the staff of two and fuhctions of the Private
 

Sector Coordinator were transfered to PRE, operating within
 

the Assistant Administrators Office. There are encouraging
 

signs of activity in Egypt, with two U.S. firms already
 

committed to investments and a significant number of others
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at various pre-investment stages.
 

To the best of our knowledge, A.I.D.'s investment 

promotion activities have not been successful in the past. 

The early signs of reversal in that pattern in Egypt 

therefore warrant careful watching, to make sure they are
 

real and replicable. If so, A.I.D. and PRE will need to
 

consider the extent to which the U.S. government should
 

continue to support such initiatives, including the level of
 

resources A.I.D. should allocate to the effort, whether and
 

how these activities should be organized within PRE and
 

their relationship to the respective regional Bureaus and
 

field missions.
 



V. Organization and Staffing
 

A. Summary
 

- PRE's present organizational structure appears suitable 

to achieve the Bureau's current objectives; 

- Mixture of staff and line (i.e. the Revolving Fund) 

functions has caused problems; new organizational forms are 

required; 
-21

- Staffing is inadequate to meet current objectives, the 

Revolving Fund (PRE/I) and policy development (PRE/PR) being 

the major points needing reinforcement; 

- Staff turnover has been high; 

- The next phase of the Private Sector Initiative will 

require A.I.D. to reach out more imaginatively into the U.S. 

private sector for experienced private enterprise personnel 

willing to fill time limited, non-career appointments. Agency 

management and PRE both have a role to play. 

B. Current Situation
 



PRE is currently organized into five offices: 1) the
 

Office of the Assistant Administrator (with a three-person
 

administrative support staff), 2) the Office of Program
 

Review (PRE/PR), 3) the Office of Investment (PRE/I), 4) the
 

Office of Program Development (PRE/PD), and 5) the Office of
 

Housing and Urban Programs. The latter operates indepen

dently of PRE except for administrative and program
 

operations support and is not included in the scope of this
 

assessment. Excluding housing and urban programs, PRE is
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authorized 36 positions of which ten are allocated to
 

clerical and administrative support functions.
 

The Project Development was added in 1985, when the
 

project function was separated out of the Program Office.
 

The Office of Investment has existed since establishment of
 

PRE.
 

in broad terms, PRE/PR is responsible for policy and
 

program formulation and program resource allocation and
 

control; PRE/PD is responsible for designing and imple

menting technical assistance projects and grant activities;
 

PRE/I handles the revolving fund and would be responsible
 

for the Loan Guarantee Fund to be established.
 

The main functions of the offices are as follows:
 

The Program Office (PRE/PR):
 

- operates with PPC and other offices and bureaus in 

formulation of A.I.D. private enterprise policies
 

and programs;
 

- assists AA/PRE in formulating PRE objectives and 

guidelines, allocating resources and presenting
 

program to agency and congress;
 

- administers evaluation program. 
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The Project Development Office (PRE/PD):
 

- designs and manages projects which facilitate the 

efforts of A.I.D. to expand indigenous private 

enterprise activities of the developing countries; 

- identifies, develops, and implements new 

initiatives to facilitate the use of private 

enterprise in delivery of the A.I.D. economic 

assistance program; 

- in cooperation with A.I.D. geographic bureaus, 

suggests new opportunities and approaches to 

assist the host country private sector. 

The Investment Office (PRE/I):
 

- explores developmentally oriented investment 

opportunities in selecting developing nations; 

- develops new and innovative developmentally 

oriented approaches for private enterprise 

investments, etc.
 

- identifies for AA/PRE new investment projects for 

the bureau. 
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If properly staffed and managed, this organizational
 

structure appears well suited to meet the bureau's
 

objectives.
 

There appear to be some problems, however.
 

PRE/I operates essentially independent of PRE/PD
 

and PRE/PR. Opportunities for coordination,
 

collaboration, and synergism are being missed.
 

There appears to be insufficient staff to carry
 

out PRE's present responsibilities, let alone the
 

addition of the newly approved Loan Guarantee
 

Authority. This observation was pervasive, not
 

only from PRE officers but from inherently
 

skeptical sources such as the I.G. The critical 

shortages appear to be administration of the
 

Revolving Fund and PRE/PR's policy development
 

function.
 

Recruitment and retention of staff have been
 

difficult. Position designations and the assigned
 

grades have seriously inhibited recruitment, as
 

has the perception that PRE does not exercise a
 

strong leadership role. We were told that
 

rigidities associated with designation of office
 

chief positions as "G", civil~service, rather than
 

"F", foreign service, affect the grades at which
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subordinate positions can be classified.
 

There has been a relatively high rate of turnover among
 

PRE professional staff. In each year but one from 1983 to
 

1987, 25% to 33% of the staff left the Bureau. In four of
 

the same five years, the average tenure of those employees
 

leaving was less than two years. Of the 25 employees
 

leaving during that period, twelve were Administratively
 

Determined (A.D.); eleven were foreign service officers and
 

only were two civil- service employees. In addition to the
 

usual factors entering into rapid turnover, e.g. grade
 

classification, leadership and general working conditions,
 

staff vs geographic bureau, etc., PRE has been affected by
 

the common perception that it is a "temporary" bureau, and
 

by the fact that a relatively high proportion of PRE
 

positions are A.D. 's -o poittrappotnes.
 

To be fully effective, PRE must be able to attract and
 

hold creative, well-qualified individuals. Possible
 

measures include:
 

- A thorough reexamination of the grade structure, 

to be carried out by an examiner able to
 

understand the innovative and complex nature of
 

PRE's professional mandate;
 

- Retention of some degree of flexibility in terms 



-32

of A.D. positions. This is desirable in order to
 

access special kinds of expertise and experience
 

from the private sector;
 

- Judicious use (in addition to that already made by 

PRE administrative staff) of contracting 

- approaches to extend the usefulness of A.I.D. 

Direct Hire staff, including PRE/I. 

Designation of several positions as "F", Foreign
 

Service. In addition to providing flexibility in
 

attracting personnel, this would enable A.I.D. to
 

expand the process of assigning to PRE its Private
 

Enterprise, Project Development and other officers
 

who rotate to Washington between overseas tours.
 

over time, this would strengthen the officer cadre
 

as well as PRE relationships with other Bureaus.
 

B. Private Enterprise Staffing: Special Needs
 

PRE has operated generally within the usual parameters
 

of public service personnel systems. This has been adequate
 

for the present scope and nature of PRE's service-delivery
 

functions, although the investment function has been forced
 

to resort to AD appointments to attract experienced staff.
 

For the next phase of the Private Sector Initiative, A.I.D.
 

and PRE will need to reach out much more imaginatively into
 

the U.S. private sector to augment the existing pool of
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talent. With a few exceptions, PRE's staff does not include 

business leaders with the stature to command credibility 

within the Agency's councils and elements of the private 

sector, and to provide the vision to carry the Private 

Sector Initiative forward. Even at staff levels, it is not 

realistic to expect a government agency to attract and 

retain the full range of expertise necessary to support a 

private enterprise effort as substantial as A.I.D.'s is 

becoming. The question is: How can A.I.D. obtain the 

caliber of leadership and technical expertise to continue 

the momentum already established? 

The team realizes there are many difficulties inherent
 

in acquiring the needed talent from the private sector,
 

especially within the constraints of the public personnel
 

system. There are other instruments available, however,
 

including the I.E.S.C., the President's Commission on
 

Personnel Interchange, and given the commitment of top
 

management to the Initiative, direct requests to CEOs to
 

provide the talent required, even for limited periods of
 

time.
 

It may not always be necessary to recruit these talents for
 

a career. A well articulated program of perhaps 10-12
 

people serving varying but limited periods of time with
 

A.I.D. could make a difference if imaginatively deployed.
 

This cannot be a recruiting effort by the personnel
 

department; success will require a focus on high level
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leadership within the Agency that will be able to attract 

the kinds of people that could make a difference in A.I.-D. 

operations; and see to it that they are deployed in helping 

A.I.D./W focus on the resolution of issues in the use of 

Private Enterprise mechanisms in A.I.D. programs as well as 

assist regions and USAIDS in special problem areas. 

Obviously, a Bureau for Private Enterprise would be an 

option - though not the only one - to exercise this kind of 

leadership. However, if this course is chosen, we would 

suggest donsideration of the organization, role and staffing 

of PRE. As the existing organization is constituted, it may 

not be suited to perform as a true center of leadership and 

excellence in private sector matters. 

3(0 
C. 	 Private Enterprise Role of Other Bureaus and Field 

Missions - Policy, Program and Staffing 

In terms of financial and human resources, PRE
 

represents only a fraction of the effort A.I.D. has put into
 

its Private Sector Initiative. A brief description of
 

private enterprise activities in other parts of the agency
 

is useful to put this report in a broader and more accurate
 

context. We made no attempt to assess, the quality of what
 

other Bureaus are doing. There are, however, a few areas of
 

effort where the respective roles of PRE and other
 

organizational units are not clearly drawn or where
 

coordination needs to be strengthened.
 



-35-

The Bureau for Program and Policy Coordination plays
 

the leading role in formulating A.I.D.'s overall private
 

enterprise policy. Nevertheless, PRE can contribute through
 

a collaborative role. It appears, however, that PRE has,
 

made a limited contribution. PRE attributes this in part to
 

a shortage of personnel and an inadequate grade structure.
 

We tend to agree. PRE is presently attempting to remedy the
 

situation by allocating the top slot in its Program Office
 

to an economist, leaving day to day supervision of the
 

office to a Deputy Office Director. That is a dubious
 

solution, but one which seems forced on the bureau by the
 

personnel system.
 

Responsibility for development of Agency policy and
 

strategy for micro-enterprise remains with the Bureau for
 

Science and Technology, in the Office of Rural and
 

Institutional Development. The question of whether this
 

activity should be moved to PRE has been raised in the past
 

and was resolved in favor of S&T. There is a logical
 

rationale for not placing responsibility for
 

micro-enterprise development in the Private Enterprise
 

Bureau. It appears that in its present site in S&T, the
 

function has established a reputation of excellence in
 

product and service throughout the Agency. Given this
 

situation, there seems little to be gained by altering the
 

present organizational pattern. However, we think that
 

increased levels of collaboration and information exchange
 

between PRE and the micro-enterprise unit in S&T would have
 

mutual
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benefits throughout A.I.D.'s programs.
 

Regional bureaus have integrated the private sector
 

initiative into their own policy/planning processes to
 

varying, but significant, extents. In Latin America, most
 

missions have prepared Private Sector Strategy Statements
 

which give the sector more comprehensive treatment than is
 

possible within the structure of the overall Country
 

Development strategy Statements. Review and analysis of
 

this strategy, plans and progress then occurs in Washington
 

at the annual Action Plan meeting. The Africa Bureau has
 

issued a regional Policy and Strategy document, and many of
 

the major field missions are now in the process of drawing
 

up country strategy statements. In Asia/Near East, private
 

sector policy and strategy are integrated with the CDSS and
 

Action Plan processes.
 

The regional bureaus have also staffed and organized
 

themselves in keeping with the increased emphasis on the
 

private sector. Both Latin America and Africa have
 

established Private Enterprise Staffs at the office level,
 

reporting directly to respective Assistant Administrators.
 

The Asia/Near East Bureau has established a separate
 

division within its Office of Project Development. Many
 

country and regional missions have established positions for
 

Private Enterprise Officers, and the number of Private
 

Enterprise Officers on duty in A.I.D. has increased from 49
 

in 1983 to 74 in March 1988. The largest increase occurred
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in the Foreign Service cadre, which rose from 15 to 31 over
 

this period.
 

Measuring the extent and growth of A.I.D.'s financi-al
 

commitment to private enterprise presents formidable
 

definitional and, statistical problems, which evidently have
 

not yet been resolved. We were able to locate only one set
 

of time series data, which indicates that funding for
 

private enterprise projects grew from about 8% of total
 

Development Assistance obligations in FY 1985 to a projected
 

14% in FY 1989. A contractor employed by A.I.D., working
 

only with FY 1985 data and using various definitions, found
 

.that up to 48.6% of A.I.D.'s expenditures in that year were
 

private sector related, including funds for policy reform.
 

Although there is a lack of consistent financial data
 

in A.I.D.'s support for private enterprise programs, the
 

little data that does exist is consistent with the team's
 

overall impression that A.I.D.'s Private Sector Initiative
 

is well established. The team's comments on PRE's narrower
 

role should, therefore, be read in the context of what we
 

see as considerable strength, breadth and momentum in
 

A.I.D.'s Private Sector Initiative'writ large.
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VI. The Revolving Fund - PRE's Office of Investment 

A. Evolution of PRE's Investment Program.
 

PRE's investment program began in fiscal year 1982 with
 

loans to financial institutions in Thailand, Kenya, and Peru.
 

The objectives during this start-up period included broad
 

geographic distribution of projects and reliance on standard
 

A.I.D. loan instruments - negotiated at market-oriented terms 

and conditions. Ten loans were issued during 1982-83. The 

majority involved intermediate financial institutions, though 

some provided direct financing to projects which contained 

co-financing features. Successes during this period included 

loans to the Siam Commercial Bank, and the Kenya commercial 

Bank which induced these institutions to expand their credit 

activities to include small and medium scale enterprises 

(SMSEs) in rural areas. These loans achieved their own
 

development objectives, and resulted in follow-on projects
 

by the local A.I.D. missions.
 

The Private Sector Revolving Fund (PSRF) was established
 

by Section 108 of the Foreign Assistance Act on November 14,
 

1983 to "assist the development of the private sector in
 

developing countries and to engage the United States private
 

sector in that process." The legislation stipulated that
 

revolving fund loan projects:
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(a) 	benefit small and medium-sized enterprises and
 

cooperatives;
 

(b) 	involve only private entities, generally entities
 

with no state ownership or control;
 

(c) 	provide a rate of return "at or near the
 

prevailing interest rate paid on Treasury
 

obligations of similar maturity at the time of
 

obligat[ion";
 

(d) 	be innovative, financially viable and capable of
 

stimulating the local private sector to undertake
 

similar projects on its own
 

(e) 	be not more than $3 million for any one project; 

(f) 	could not provide more than 50 percent of the
 

financial support for any one project, and a
 

"substantial portion" of such support must come
 

from host country sources;
 

(g) 	not more than 20 percent of the assets of the
 

revolving fund may be used in any one country.
 

The PSRF was designed to support the Agency's Private
 

Sector Initiative by serving as an investment research
 

center to develop and demonstrate ways A.I.D. could invest
 

directly in the LDC private sector, and apply the dual
 

criteria of commercial viability and developmental impact.
 

The Fund has made investments at or near market rates in
 

private businesses and intermediate financial institutions
 

(IFIs) without host government guarantees. It was
 

capitalized at $60 million over four years with the mandate
 



-40

of operating as a self-sustaining Fund authdrized to grow to
 

$100 million. Interest, fees and repayments of principal are
 

redeposited in the revolving fund and may be used to finance
 

new projects.
 

PRE/I has concentrated on testing and refining two 

basic approaches for direct investments -- direct loans to 

establish industries, and loans or loan guarantees to 

private inter- mediate financial institutions (IFI, or 

banks) in developing countries for on-lending to small and 

medium sized businesses. 

The primary emphasis has been on IFI projects (84% of
 

the current portfolio). This is appropriate given the
 

limited staff and the difficulty of identifying and
 

implementing direct business loans. It is also appropriate
 

because it builds an institutional capacity within IFIs to
 

continue lending to A.I.D.'s target group. However, the IFI
 

mechanism is easier for field missions to replicate. Thus,
 

PRE concluded that direct investments can sometimes have a
 

useful impact and help to position local A.I.D.s with key
 

elements of the private sector community. Their future use
 

should be limited to situations where they form an essential
 

component of the comprehensive private sector strategy of a
 

particular A.I.D. Mission.
 

Guarantees have proven to be a valuable mechanism in
 

countries where banks possess the liquidity to make loans,
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but are reluctant to bear the risks. The Fund provides a
 

guaranty to financial institutions, which utilize their own
 

resources to make loans to indigenous small and medium 

businesses. This experience has demonstrated the importance
 

of focusing projects on narrow objectives, e.g. addressing
 

the needs of small businesses for working capital and trade
 

finance.
 

B. Office Staffing (PRE/I)
 

The Office of Investment has the responsibility for
 

originating new PSRF investments and for managing the
 

portfolio. It also handles standard A.I.D. program and
 

administrative requirements in connection with the Revolving
 

Fund, (i.e. preparation of Congressional Prelsentation, ABS
 

documentation, IG and GAO audits, recruitment of Investment
 

Office staff, response to unsolicited U.S. business
 

proposals and congressional inquiries on behalf of
 

constituent business).
 

To carry out these responsibilities, PRE/I has had a
 

maximum of five full-time professionals, consisting of the
 

Office Director, three investment officers and one
 

implementation/ project monitoring officer.
 

Except for the Office Director, all of the staff has
 

been recruited from the private sector, and this created
 

some obvious problems for these individuals. For example,
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while the staff (composed entirely of administratively
 

determined, AD, employees) has brought unique banking
 

expertise to A.I.D., they were disadvantaged by a total
 

unfamiliarity with A.I.D. as an organization, and with
 

A.I.D. and U.S.G. policies and procedures.
 

The use of AD employees to fill these positions has
 

occurred because A.I.D. can offer neither the appropriate
 

career track nor compensation level to recruit and retain
 

bankers of this caliber through the Foreign Service and
 

Civil Service system. Thus, the AD system provides an
 

appropriate solution, despite the risk this entails during
 

periods of presidential elections.
 

The assignment of one investment officer to each region
 

of the world, responsible for the promotion and monitoring
 

of the portfolio, represents an excessive workload. A tight
 

travel budget exacerbates the problem, reducing the coverage
 

that each officer can provide. Investment officers were
 

limited to approximately 50 person days in the field during
 

FY 87, or only 20% of the work year. The Office Director
 

has been able to visit only two Missions during 2 1/2
 

years. The limitation on travel precludes an in-depth
 

understanding of the missions' project portfolios and
 

investment opportunities.
 

Nonetheless, the hiring of talented and experienced
 

banking professionals has been one of PRE's principal
 



accomplishments. The banking experience (some 55 years) and
 

management knowledge that the present staff possess are
 

unique within A.I.D. and should be utilized as effectively
 

as possible. Under exceedingly difficult circumstances they
 

have made a positive contribution to the projects in which
 

they have been involved. We found the present PRE/I staff
 

to be dedicated, talented, flexible, and efficient in
 

carrying out their duties. PRE/I has built up an investment
 

office which both understands how A.I.D. operates, and is
 

able to execute PRE/I's new strategy of direct Mission
 

involvement in investment projects.
 

PRE/I's current level of operations indicate that
 

additional staff will be required to manage the portfolio.
 

This situation will become even more critical if a Guaranty
 

Authority for $100 million is approved by Congress. For
 

example, OPIC only puts together 2 or 3 deals per year, in
 

comparision to PRE/I's annual average of 7.5 deals, and with
 

substantially more support staff. The office will probably
 

have to be expanded from 3 to 6 investment officers in order
 

to meet the workload that will be generated by the guaranty
 

fund under the PSRF. Alternately, additional expertise in
 

the field missions could alleviate the burden of managing
 

the Fund and the Guaranty Authority.
 

C. Management of the Fund
 

Management . The Office of Investment (PRE/I) handles the 
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day-to-day operation of the revolving fund. The Director
 

serves as managing director of the fund and oversees
 

portfolio priorities, investment approvals, and financial
 

operations, including investment of fund assets in
 

interest-bearing U.S. Treasury obligations.
 

Responsibility for the Fund's operations lies
 

ultimately with the Assistant Administrator, and as
 

delegated to the Deputy Assistant Administrator for the PRE
 

Bureau. The investment of fund assets is undertaken in
 

coordination with the Agency's Loan Management Division,
 

Office of Financial Management (M/FM/LMD).
 

Development of Projects. PRE/I investment officers are
 

responsible for the selection of projects, in coordination
 

and consultation with resident A.I.D. field missions.
 

Representatives of A.I.D.'s General counsel's Office handle
 

legal matters connected with the Bureau and are heavily
 

involved in the negotiation process. Working within the
 

mandate of the revolving fund legislation, the Bureau's
 

Office of Investment develops criteria by which to identify,
 

screen, analyze and design proposals.
 

The Bureau for Private Enterprise has formalized an
 

internal review procedure for proposals recommended by
 

investment officers for revolving fund financing. The lead
 

group is the Bureau's Portfolio Review Committee. It
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includes the Assistant Administrator; Deputy Assistant
 

Administrator; Director, Office of Investment; as well as
 

representatives of A.I.D.'s Bureau for Program and Policy
 

Coordination and affected regional and centrally funded
 

bureaus as appropriate.
 

This committee first reviews the project as an
 

Investment Opportunity Proposal (IOP). The review focuses
 

on the project's suitability from the standpoint of the
 

revolving fund and of the development strategy for the
 

affected country or countries. If the committee finds the
 

project appropriate, further analysis and negotiations are
 

undertaken by the parties involved. This leads to an
 

Investment Proposal (IP), which again passes before the
 

Portfolio Review Committee.
 

As part of its project review process, the Bureau for
 

Private Enterprise in July 1983 established an external
 

Loan Review Board composed of particularly distinguished
 

financial executives who are knowledgeable in all types of
 

project financing in developing countries and their
 

associated risks. The board reviews potential revolving
 

fund investments as to financial viability, conformity to
 

investment credit standards, and 'packaging" for maximum
 

effect. The board has reviewed all loans made from the
 

revolving fund. The board's recommendations, while not
 

binding on the Bureau, have assisted in the development of
 

sound, creditworthy investments.
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Overall, the project development process seems to
 

function well. PRE's use of the external Loan Review Board
 

as an integral part of its project development process is an
 

excellent approach and provides direct private sector input
 

into the PSRF's activities. However, there appears to be a
 

need for more in-depth involvement by the regional bureaus
 

in the review/approval process in order to assure close
 

coordination and analysis of PRE/I's proposed projects.
 

Project Monitoring. As its loan portfolio has grown and
 

matured, the need for up-to-date information on the
 

performance of its portfolio has expanded, both for internal
 

managerial purposes and to share with others inside and
 

outside A.I.D. who are interested in the performance of this
 

experimental program. To meet this need, PRE contracted
 

with Management Systems International (MSI) in 1986 to
 

develop a methodology for developing evaluative information.
 

MSI noted that no other "comparable" programs outside
 

of A.I.D., evidenced the level of concern for development
 

impact or the complexity of objectives and 'constituencies"
 

implicit in the Revolving Fund's mandate. Several of these
 

systems did, however, include methodological features of
 

apparent utility for assessing the efforts undertaken
 

through the Revolving Fund. The study recommends a
 

monitoring system for the PSRF which identifies both
 

successful and problem areas for PRE's management. The
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system is in place and one of its first outputs was the
 

project evaluations discussed below.
 

D. The Revolving Fund's Portfolio
 

1. Portfolio Characteristics
 

PRE/I's portfolio has responded to the various criteria
 

established under the PSRF legislation and to many of
 

A.I.D.'s most important goals, as demonstrated by Table 1.
 

PRE has used guarantee mechanisms to induce indigenous
 

commercial banks to extend working capital and term loans
 

to: small and medium businesses in the export sector
 

(Morocco, Dominican Republic and Philippines) and the
 

agro-business sector (Thailand, Philippines and Indonesia).
 

This technique was used to originate a syndicated
 

securitized trade financing facility in Turkey which
 

mobilized $10 million of capital from the U.S. capital
 

market for pre-export financing requirements of small and
 

medium Turkish companies: the PSRF mobilized four
 

intiBrnational commercial banks to provide guarantees
 

totalling $8 million along side the PSRF $2 million guaranty.
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TABLE 1: REVOLVING FUND PROGRAM CHARACTERISTICS
 

Criteria Representative Project 

Financial Institution
 

Development
 

Employment Generation
 

Foreign Exchange Generation
 

for the Host Country
 

Agribusiness/Satellite
 

Farming Development
 

Small and medium-scale
 

business development
 

Export Trade Financing
 

Technology Transfer
 

Kenya Commercial Bank
 

Diamond Trust
 

All Projects
 

FINADE, Wafa Bank
 

ABI, CBC 

Guatemala Guarantee Facility
 

Finiber, Wafa Bank, Far East
 

Thai Meat, Nova Gene
 

Capital Market Development Thai Venture Capital
 

Health Serum Institute of India
 

Healthlink (PATH)
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Credit to Micro Businesses ACCION/AITEC
 

Additional applications of the loan/guarantee technique
 

which are being explored include its use in support of
 

placement of financial instruments by private financial
 

institutions in the LDC capital market (Ecuador and Sri
 

Lanka), and to mobilize long-term local currency for
 

indigenous private financial institutions from local
 

affiliates of U.S. businesses.
 

Other examples include loan guarantees with U.S. non-profit 

organizations such as PATH -- to develop investments with 

Thai and Indonesian business in the health sector utilizing 

U.S. technology; and with Accion/AITEC -- to provide access 

to commercial credit at market rates to local affiliates for 

on lending at market rates to micro-businesses in Latin 

America. 

The balance of the Fund portfolio is made up of direct
 

dollar loans to discrete projects such as Trident Foods (a
 

U.S. joint venture fishing and processing facility in
 

Mauritius) and the Serum Institute in India (expansion of an
 

existing private Indian company to include measles and
 

rabies vaccine in its product line). The PSRF has also made
 

loans to newly established firms with the potential for
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earning foreign exchange such as the Business Venture
 

Promotions, Ltd. (the first indigenous Thai Venture capital
 

Company),; the Caribbean Basin Corporation and Agri-Business
 

International (U.S. venture capital companies operating in
 

the Caribbean).
 

The addition of seven new loans in FY 1987 brought the
 

Revolving Fund to its current level of 30 loans totalling
 

$60 million.
 

The geographic diversity of the Revolving Fund
 

portfolio reflects both the varying investment instruments
 

utilized by the Revolving Fund as well as the wide range of
 

borrowers. Presently, there are ten projects in Asia, ten
 

in the Latin America, four in Africa, and six worldwide
 

loans. The geographic distribution of the PSRF's portfolio
 

has been fairly stable, as demonstrated in Table 2, with the
 

exception being the recent expansion in Africa. As a matter
 

of policy, PRE avoids concentrating resources in any one
 

geographical area. This is consistent with the Revolving
 

Fund enabling legislation which specifies that not more than
 

20 percent of its assets may be allocated to any single
 

country.
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TABLE 2: ALLOCATION OF REVOLVING FUND RESOURCES 

Millions) 

FY 85 FY 86 FY 87 

Asia/Near East $ 

18.7 61% 28.6 64% 33.3 55% 

Latin America/ 

Caribbean 9.4 31% 11.9 26% 14.9 25% 

Africa 1.3 4% 3.3 7% 10.8 18% 

Worldwide 1.2 4% 1.2 3% 1.2 2% 

30.6 100% 45.0 100% 60.2 100% 

2. overall Performance. As a new fund with less than four years
 

of operating experience, the PSRF has been successful in:
 

originating $60 million of near market rate investments with the LDC
 

private sector that comply with the legislative criteria;
 

influencing the lending behavior of private LDC commercial banks;
 

engaging the U.S. private sector in the process of development of
 

the LDC private sector (25% of PSRF investments feature U.S.,
 

businesses); introducing A.I.D. Missions to operating with the LDC
 

private.sector (Morocco, Kenya, Thailand); demonstrating that
 

certain projects can be replicated and expanded, e.g., projects in
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Kenya, Morocco, Thailand and Guatemala; and taking the steps
 

required to develop a coordinated approach which focuses on
 

co-design and co-financing of potential PSRF projects with the
 

Missions.
 

In June 1987 MSI was contracted to conduct an in-depth study of
 

its direct loan program and its loans to intermediate financial
 

institutions. The study was based primarily on the field
 

assessments of four projects, and it confirms the feasibility of
 

using PRE's financing mechanisms to achieve private sector
 

development objectives.
 

As a result of the MSI evaluation a number of important lessons
 

have been learned that both PRE and the A.I.D. missions can utilize
 

in the on-going development of the PSRF. The principal findings
 

were grouped into three areas: Operational Lessons, Development
 

Impact Lessons, and Replicability/Sustainability Lessons.*
 

The MSI study is consistent with the information compiled by
 

the assessment team, and indicates that the PSRF has developed
 

risk-sharing arrangements (collateral accounts and loan set offs)
 

which have proven to be an effective technique for inducing private
 

commercial banks to broaden their lending to non-traditional sectors
 

and borrowers. It has pioneered A.I.D. activity in the area of
 

*See Annex for a detailed summary of the MSI evaluation data
 

regarding lessons learned.
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venture capital and trade financing specifically and generally
 

the introduction of private commercial banks into the A.I.D. arena
 

of economic development.
 

It is clear that PRE/I was initially under pressure to generate
 

PSRF activity and as a result devoted limited attention to A.I.D.
 

Missions as its clients. Therefore, during PRE's early years the
 

lack of direct involvement of the regional bureaus, and more
 

importantly, of the field missions in the design and implementation
 

of the projects created a situation in which PRE was not able to
 

influence, to any significant degree, the way A.I.D. does business
 

with the private sector.
 

Although it is apparent that PRE/I has attempted to overcome
 

this predicament, the fact remains that the PSRF is not well known
 

or understood throughout A.I.D., and therefore, remains somewhat
 

isolated within A.I.D.- This is readily understood when one
 

compares the PSRE's limited worldwide presence to the widespread
 

acceptance and level of field requests for services under PRE's
 

technical assistance contracts (PEDS, Center for Privatization, and
 

Financial Markets). In response to this situation, PRE/I's approach
 

has changed dramatically. At the present time the program
 

identifies the A.I.D. Missions as the principal client of the Fund,
 

and seeks to actively develop investments which are consistent with
 

Mission strategies and which will be considered by Missions as part
 

of their own portfolio.
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This change in PRE/I's operating style, focus and emphasis
 

began in late FY 85 and was incorporated in the FY 86 Management
 

Plan for PRE/I and the PSRF. The Mission client concept became more
 

explicit in FY 87 as co-design and co-financing became a key
 

criteria in identification and origination of PSRF investments.
 

Furthermore, experience over the past two years indicates that the
 

most easily established co-financing arrangement is where the PSRF
 

finances the investment and the Missions fund related technical.
 

assistance.
 

Nevertheless, the assessment team is not convinced that the
 

nature and degree of both regional bureau and mission involvement is
 

sufficient under present organizational arrangements within A.I.D.. 

Furthermore, we question whether the new PRE approach will in fact 

provide PRE with the opportunity to assume a key role in the
 

Agency's private sector initiative from the standpoint of both
 

policy and programmatic impact.
 

Due to the innovative nature of the PSRF and the risks inherent
 

in financing projects in LDCs, it is not surprising that a number of
 

PRE/I's projects have been unsuccesssful. This would include the
 

IMF and ABI projects; and perhaps the Finiber, Finade, and CBC 

projects. The question is asked if more failures are possible. 

Obviously, due to the realities of business, the international
 

marketplace, and the fragile economies of the LDCS other projects
 

will fail in the future. As long as the PSRF is prepared to take
 

risk, there will be both success and failure. We would agree with
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PRE that this risk can be managed. However, this is based on the
 

availability of adequate staff and a management structure that will
 

facilitate the direct participation of the regional bureaus.
 

To date ten(10) projects have been terminated (i.e. in A.I.D.
 

terminology, "deobligated") for various reasons. It should be
 

noted, however, that PRE's skill in, and understanding of the need
 

to stem further financial losses is a critical element in the
 

banking expertise and innovativeness that is in the Bureau's
 

mandate. Therefore, these projects (including 7 that were pre-PSRF)
 

which were closed out do not necessarily reflect poor judgement or a
 

lack of a sound project design in the original development of a
 

given project.
 

It is also important to point out that the A.I.D.'s traditional
 

programs with IFIs typically offer credit at concessional rates for
 

development lending, which is in contrast to the PSRF's market rate
 

loans. Also, PRE/I's projects are in many cases developed with
 

private financial institutions and companies which have not had a
 

long relationship with A.I.D. (if any at all) and are unfamiliar
 

with USG programs and regulations.
 

We found that the following principal factors led, in many
 

cases to the early termination of the above PSRF projects:
 

o inability of local investors to raise the agreed upon capital
 

n O1ift- in rnrnmir -it-nir'-inn -nn rh-nar in th hii-in 
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climate, that creates new perceived risks.
 

o 	 The on-going internal A.I.D. struggle regarding focus: i.e.,
 

between the credit worthiness of potential IFIs or clients and
 

the focus on developmental impact of the projects.
 

o 	 In the early years, there was a tendency to design intricate
 

and ground-breaking financial instruments that focused on the
 

packaging of a loan instead of the project's objectives or
 

PRE/I's capacity to manage such a deal. This often resulted in
 

an elegant financial construct which was far afield from a
 

typical A.I.D. Mission's ability to understand, assist in the
 

implementation of, or consider replicating a given project.
 

Overall, it is clear that the PSRF has operated under several
 

institutional and operational constraints which have had a direct
 

influence on the implementation of this program. These constraints
 

included: the lack of Mission involvement (i.e. committment) in the
 

design and implementation of the PSRF projects; unfamiliarity on the
 

part of the original group of investment officers with the A.I.D.
 

bureauracy; and a modest level of resources (annual average of $20
 

million worldwide, currrently 30 investments in 15 countries) that
 

precluded the PSRF from having a major impact in terms of resources,
 

policy, or project design.
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3. Current Strategy/Focus
 

During FY 1987 the following major themes were emphasized in the
 

development and growth of the Revolving Fund portfolio and it is
 

anticipated that these areas will continue to be given emphasis in
 

future years: (1) the encouragement of joint collaboration between
 

PRE and the bilateral A.I.D. Missions in the design and/or financing
 

of loan facilities; (2) the development of innovative financial
 

mechanisms; and (3) the promotion of greater involvement by the U.S.
 

private sector in Revolving Fund activities.
 

PRE/I's principal objective for the next few years is to 

demonstrate that the PSRF concept, has, and continues to make a 

significant contribution to A.I.D.'s private sector initiative. 

Directly related to this objective is the anticipated authorization 

of the Investment Guaranty Fund and funding of this initiative in FY 

89.
 

The development of co-designed and co-financed investments as
 

first articulated in the FY 86 Management Plan will continue as a
 

principal criteria for decisions on where and what investments will
 

be undertaken by the PSRF, and where PRE/I focuses its human and
 

financial resources. For example, in FY 1987, five of the seven
 

investments made were co-designed and three were co-financed with
 

A.I.D. missions.
 

Related activities that will be undertaken in support of
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PRE/I's strategy include: a program to draw the U.S. Business
 

Promotion initiative (a new PRE effort) and other resources into
 

comprehensive programs in support of key missions; and the
 

introduction of new investment concepts to PRE's Revolving Fund, in
 

line with the needs of its markets (A.I.D.s and host countries').
 

Although PRE/I's objectives are consistent with A.I.D. policy
 

and PRE's past and current activities, we find them to be overly
 

ambitious when one considers PRE/I's limited resources.
 

Furthermore, these goals assume that more innovation is appropriate
 

and that PRE should engage in direct business promotion efforts. On
 

the contrary, we believe that PRE/I should reduce its emphasis on
 

designing creative financial instruments due to a widely held
 

perception that this approach does not provide a "product" which the
 

Missions understand and are interested in replicating, except on a
 

limited basis. In our opinion, the appropriate strategy would be to
 

identify a development problem or opportunity in a given country and
 

jointly design a project to address this situation with a
 

straightforward financial package.
 

In the case of business promotion, the effective implementation
 

of such a complex initiative requires an operational base in the
 

host country. Therefore, as a Washington based office, PRE is not
 

in a position to do so, and more importantly this type of initiative
 

should remain the responsibility of the missions. In summary, PRE/I
 

should limit the scope of its operations to those activities that
 

can be effectively integrated into the missions' strategies and
 

programs, and that give primary program management responsibility to
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the field. 

4. New Initiative - Guarantee Authority 

A.I.D. is proposing to enhance its private .sector Revolving Fund
 

investment program in FY 1989 to include $100 million guaranty
 

authority to directly guarantee private investments in developing
 

countries. Use of the guaranty mechanism would permit A.I.D. to
 

expand its investment activities significantly without corresponding
 

increases in outlays or appropriations.
 

To date, the following legislative recommendations have been
 

made as to the management of the guarantee:
 

- the kinds of projects that will be funded under the 

guarantee will be the same as those funded under the PSRF. 

This statute, FAA Section 108, will remain unchanged as to 

purpose and focus; 

- the bulk of the guarantee program will be made through 

local, private intermediate financial institutions (IFIs) 

in the LDC's; 

- The IFIs will assume no less than 50% of the risk of each 

project undertaken; 

- the PSRF will maintain an account with Treasury with an 

adequate balance to reserve against the guarantee (25% of 
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all guarantees made).
 

Experience to date shows that most, though not all, of the
 

private sector investments now financed by direct dollar loans from
 

the Revolving Fund or from Development Assistant accounts could be
 

supported by the issuance of guarantees. The proposed new authority
 

would give A.I.D. the option to issue full faith and credit
 

guarantees in lieu of direct loans to support such investments
 

whenever this is feasible.
 

We are concerned about PRE/I's ability to successfully carry out
 

this new expanded program. Given its limited staff, and our
 

perception that neither the regional bureaus nor the missions
 

participate to a significant degree in the PSRF's activities, we do
 

not believe that PRE will be in a position to develop and monitor an
 

expanded PSRF. At the same time, and more importantly, in the
 

absence of a comprehensive structural revision in PRE's management
 

of the PSRF, we are certain that the guarantee authority will not
 

have a significant impact on A.I.D.'s private sector initiative.
 

c~n eguen , r assure that the resources of thePSRF LL8 

utilized to ieve A.I.D.'s development objectives a broad 

scale, the Agency's enior management sho determine how the 

regional bureaus and missi s c ecome responsible for the
 

allocation, design, a onitorin f the new guarantee authority,
 

and future PS activities. This has been critical problem
 

throu Ut PRE's history, and although we acknowledg e value of 

e Bureau's current focus on coordinated planning, this is not, in
 



5. Proposed New Organizational Structure
 

This lack of an integrated approach has been a critical problem
 

throughout PRE's history, and although we acknowledge the value of 

the Bureau's current focus on coordinated planning, this is not, in 

and of itself, satisfactory as a means of obtaining Agency wide 

support and accountability. Therefore, we propose that the overall
 

direction for the PSRF be lodged in a new body which would share 

this responsibility more broadly throughout the Agency. The 

management of the PSRF should remain in PRE. but it would operate 

under the policy direction of a "board of directors" drawn from the 

regional bureaus, as well as PRE.
 

Specifically, we suggest that A.I.D. incorporate the Fund and
 

its succesor Guaranty Authority under the direction of a "Board"
 

consisting of the Assistant Administrators of the regional bureaus
 

and PRE. The Administrator should appoint a chairperson of his
 

choice. It would be responsible for:
 

o Determining the broad annual allocations for the PSRF;
 

o Approval of annual and 3 year business plans for the Fund
 

o 	 Providing policy guidance on the terms, conditions and general
 

features concerning the design and implementation of the
 

projects;
 

o The monitoring and evaluation of 	 the operations of the PSRF; 



o Represent the Agency before Congress, multilateral
 

organizations, and bilateral donor nations on all matters 

concerning the PSRF.
 

The PRE/I office would serve as "General Manager" and continue 

to carry out its current responsibilities in project design/loan
 

negotiations, implementation "troubleshooting" under the general 

policy direction of the "Board".
 

This proposed structure would give the field missions and 

regional bureaus a way of "buying-in" in a substantive fashion to 

the objectives of the Fund. The missions would be motivated to
 

apply this unique new resource for the achievement of country
 

program objectives, and to bring forward their ideas and proposals 

in the program planning process (e.g., CDSS, Action Plans). Re-lying 

on the technical exper-tise of PRE/I's staff, the USAIDs would 

participate in the early stages of project design and accept 

responsibility for the "day to day" implementation of the projects. 

It is further recommended that a special task force be named to 

consider this organizational proposal, and develop detailed 

guidelines which would govern the operations of the PSRF in this new 

corporate form.
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E. Summary Findings and Conclusions
 

Portfolio Performance
 

1. PRE/I's management of the PSRF has been successful in the
 

placement of $60 million of near market rate investments with the
 

LDC private sector that comply with both the legislative criteria
 

and A.I.D.'s private sector program objectives.
 

2. PRE/I has concentrated on testing and refining two basic
 

"models" or approaches for direct investments: direct loans to
 

industries; and loans or loan guarantees to private intermediate
 

financial institutions for on-lending to small and medium sized
 

businesses. Appropriately, recent emphasis has been placed on
 

projects with IFIs given the difficulty of identifying and
 

implementing direct business loans.
 

As an integral part of this strategy, PRE/I has developed
 

risk-sharing arrangements (collateral accounts and loan set offs)
 

that have proven to be an effective technique for inducing private
 

commercial banks to broaden their lending to non-traditional sectors
 

and borrowers.
 

3. In the early years, the PSRF operated in an independent mode,
 

focused on building the portfolio, and functioned in relative
 

isolation from the Agency's bureaus and missions. This initial
 

approach was one of the principal factors in PRE's failure to become
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a program which has great significance for the Agency's private
 

sector initiative.
 

4. However, this situation has changed dramatically due to present
 

PRE management, and more specifically the PRE/I Office Director.
 

Presently, the program identifies the A.I.D. Missions as the
 

principal client of the Fund, and seeks to actively develop
 

investments which are consistent with Mission strategies and which
 

will be considered by Missions as part of their own portfolio.
 

5. Due to the innovative nature of the PSRF and the risks inherent
 

in financing projects in LDCs, it is not surprising that a number of
 

PRE/I's projects have been unsuccesssful. We believe that A.I.D.
 

should be prepared to take such risks, when and if, such a project
 

is integrated into the missions' programs.
 

6. Several projects have been terminated for various reasons. It
 

should be noted, however, that PRE's skill in, and understanding of
 

the need to stem further financial losses is a critical element in
 

the banking expertise and innovativeness that is in the Bureau's
 

mandate.
 

We found that several factors often led to the termination of many
 

projects:
 

o inability of local investors to raise the agreed upon capital
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o 	 shift in economic situation, and change in the business
 

climate, that creates new perceived risks
 

o 	 the selected private financial institutions and companies were
 

unfamiliar with USG programs and regulations.
 

o 	 initially, there was a tendency to design intricate and
 

pioneering financial instruments that focused on the packaging
 

of a loan instead of the project's objectives or PRE/I's
 

capacity to manage such a deal.
 

7. PRE/I has operated under several institutional and operational
 

constraints which have had a direct influence on the implementation
 

of the PSRF program, and that precluded the Fund from achieving a
 

major impact in terms of mission programs. These constraints would
 

include: the lack of mission involvement in the PSRF projects; the
 

unfamiliarity of PRE/I's original staff with A.I.D. policies and
 

procedures; and a modest level of resources (annual average of $20
 

million worldwide).
 

Management and Staffing
 

1. We found the present PRE/I staff to be dedicated, talented,
 

flexible, and efficient in carrying out their duties. The banking
 

experience (some 55 years) and management knowledge that they
 

possess are unique within A.I.D. and should be utilized to the
 

maximum extent possible.
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2. The nature and degree of both regional bureau and mission
 

involvement is unsatisfactory under A.I.D.'s present organizational
 

arrangements. Without a comprehensive structural revision in PRE's
 

management of the PSRF, we are certain that the PSRF will merely
 

continue to play a marginal role in A.I.D.'s overall private sector
 

initiative.
 

3. The critical factor that must be considered is the means of
 

assuring direct and in-depth participation of the regional bureaus
 

in the allocation, design, and monitoring of future PSRF
 

activities. Therefore, we believe that the management of the PSRF
 

should be restructured in a manner that will assure broad based
 

agency involvement and the continued use of PRE/I's technical
 

expertise.
 

VII. 	 TECHNICAL ASSISTANCE SERVICES - PROJECT DEVELOPMENT 

OFFICE 

A. Purpose and Historical Perspective
 

The Project Development Office plans and manages
 

centrally funded projects to support Agency and mission
 

capacity to foster market-based economic growth. The Office
 

currently manages three service contracts. The PD Office also
 

provides administrative support for the International
 

Executive Service Corps and the training contract, and is
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developing a new services contract to promote trade and
 

technology transfer.
 

Historically, PRE Bureau's project development function
 

was included in the Program Office. Prior to 1985, projects
 

were directed at expanding U.S. business involvement in the
 

developing world, through organizations like the World Trade
 

Center and the Young President's Organization (YPO). These
 

activities produced disappointing results, although some
 

results such as a YPO chapter in Africa may encourage regional
 

and international business.
 

In 1985, PRE Bureau shifted to a service-oriented
 

portfolio designed to support private enterprise within the
 

mainstream of A.I.D. programs. The Project Development Office
 

was spun off from the Program Office and expanded to manage
 

the three support contracts authorized in 1985. The services
 

focussed on: 1) Private Enterprise Development Support for
 

overall strategy and project design assistance; 2)
 

Privatization of public enterprise; and 3) Financial Market
 

Development.
 

B. Office Staffing
 

The Project Development Office currently has nine direct
 

hire positions. These include the Director, three project
 

development officers (Foreign Service Officers), three general
 

business specialists (Civil Service) and two support staff.
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Two positions are currently not filled, with a candidate
 

selected for one of these positions.
 

There is one staff member, an administrative appointee,
 

with private banking experience. All others are career A.I.D.
 

officers. One officer has industrial and small business
 

development experience both overseas and with the Small
 

Business Administration. Two officers have served as private
 

sector officers overseas.
 

The blend of civil service and foreign service profes

sionals,.and of those with Agency experience and private
 

sector experience is reflected throughout the PRE Bureau and
 

other central Bureaus. A knowledge of A.I.D. bureaucratic
 

procedures and development economics is essential to providing
 

effective services. Nonetheless, the paucity of staff with
 

business experience represents an area of inadequacy which is
 

partly compensated by recruiting these skills through
 

contracts. Both skills must be represented if sound policy
 

environments, market forces and business creativity are to be
 

injected into the mainstream of Agency programs and policy
 

reform efforts.
 

The Office Director provides management oversight and
 

program guidance. Three professionals manage the service
 

contracts, and are expected to distill the "intellectual value
 

added", e.g. to synthesize agency experience and to flag
 

issues, as well as to respond to mission requests, coordinate
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evaluations, and design follow-on projects. A fifth
 

professional handles the International Executive Service Corps
 

program and the training program. The arrival of the sixth
 

professional is expected to result in a Deputy Office Director
 

position who handles trade and technology transfer projects.
 

Until FY 1988, the Office had no travel budget, and trips
 

were limited to one or two per year for the entire staff.
 

This constrained their ability to obtain meaningful feedback
 

from client missions on their services. The limited travel
 

undertaken during the current FY has produced new areas of
 

cooperation in missions not requesting services before.
 

Travel can be targetted to regions and missions which have
 

inadequately utilized services, as well as the frequent users.
 

C. Private Enterprise Development Support (PEDS) Project
 

The first Private Enterprise Development Support Project
 

(PEDS I) was awarded on September 30, 1985 for $1.2 million
 

with Coopers and Lybrand for a two year period. Demand was
 

high, and funds were expended by March 1987. An Interim PEDS
 

contract was signed in July 1987 for $1.6 m. over two years.
 

The PEDS II contract was awarded on September 30, 1987 to
 

Arthur Young, Inc. for a total of $20 million over five years.
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The scope of PEDS contracts is broad. It includes:
 

- program strategy and project development for private 

sector development or related policy reform; 

- policy reform studies such as assessments and planning 

for regulatory or legislative constraints; 

- assistance in export promotion, free trade zones, 

business associations, industrial development, 

commercialization of technology and regional or local 

development; and 

- analysis of A.I.D. and other donor portfolios and 

private enterprise programs or mechanisms, to provide 

"state of the arts" information. 

A.I.D. missions or regional Bureaus originated 33
 

requests and PRE .or other A.I.D./W offices requested 14
 

activities, totalling 47 requests under the three contracts.
 

The Asia and Near East (ANE) region led the regional demand
 

with 20 activities. Latin America had 12 requests. Africa had
 

one request, since missions drew on an Africa Bureau support
 

project.
 

The LAC Bureau initiatied the first request: a review-of
 

all private sector projects throughout the region in November
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1985. Later, LAC Bureau requested assistance to develop a
 

data base of private sector objectives and performance as part
 

of the Action Plan, and a follow-up private sector 'stock

taking" exercise. LAC mission requests were for investment
 

studies, private sector assessments, free trade zones, export
 

development laws and investment laws.
 

The ANE Bureau received assistance for a comparative
 

incentive study for trade and investment in key Asian
 

countries, followed by a specific study for Indonesia;
 

strategy and project development assistance, especially in the
 

trade area; a Bangladesh-U.S. Business Council Strategy;
 

program evaluation, investment promotion literature search and
 

an industrial development reconnaissance.
 

The PRE requests included a range of activities, such as
 

the development of a consultant roster, development of the
 

private enterprise training course, a study of small-scale
 

loan guaranty mechanisms, evaluations, preparation of an
 

A.I.D. publication on accomplishments in private enterprise
 

development, a review of mission strategy statements for
 

private enterprise content, analytical framework for private
 

sector diagnosis, a conference on food aid resources for
 

private enterprise credit and a PRE retreat.
 

The PEDS I contract was utilized for broad reconnaissance
 

work at a time when the Agency was struggling to define its
 

role in private enterprise development. The PEDS II contract
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focusses on an important new element: the preparation of state
 

of the arts papers. This task, which is of special interest
 

for SRI, provides a vehicle for much-needed leadership in
 

assessing what the Agency has accomplished in mainstream
 

areas, such as low-cost, private health delivery mechanisms
 

and policy reforms for health, population services,
 

agricultural marketing and overall employment generation
 

related to meeting the basic needs of the population in a
 

manner which also pr6duces broad-based economic growth.
 

The PEDS II contract has two prime sub-contractors:
 

1) Stanford Research Institute (SRI), which offers unique
 

expertise in international business policy, economic
 

competitiveness, health policy, science and technology policy,
 

employment and training research, health and food industry;
 

and 2) Management Systems International, which specializes in
 

business training, business center development and employee
 

stock ownership programs. There are ten sub-contractors
 

representing a variety of specializations.
 

The PEDS contracts have been well utilized, impacting on
 

mission strategies, programs and projects, as well as defining
 

and developing the policy reform agenda. Demand has been
 

high, resulting in significant budgetary increases as well as
 

a longer time frame for PEDS II. The enhanced analytical
 

focus of PEDS II demonstrates that the Agency has now grasped
 

the main elements of a private sector approach, and now
 

requires more specific analysis of its experience in specific
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sub-sectors.
 

The PEDS contract complements other sources of assistance
 

for similar services provided by regional Bureaus. The
 

provision of alternatives to missions is a sound practice,
 

because it allows missions more latitude in developing
 

relationships with contractors in different aspects of private
 

enterprise development. There is also scope for cross

fertilization among the various contracts. From the patterns
 

of use, it is apparent that missions benefit from continuity
 

of assistance, and from the "intellectual value-added" based
 

on experience, both of the contractor and of the PRE project
 

manager. This type of relationship provides missions with
 

country- and program-specific knowledge not available on their
 

staff.
 

D. Financial Markets Project
 

The Financial Markets Project was created to focus on
 

private sector financial markets development to stimulate
 

indigenous private enterprise, through fostering the evolution
 

of financial market institutions to mobilize domestic capital
 

for productive enterprise. PRE signed a three-year contract
 

with Arthur Young and Company in September 1985. The
 

$1,920,460 contract has been amended four times to augment the
 

authorized funding level to $2,896,507.
 

The contract provides technical assistance for:
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- policy analysis of financial market constraints, legal 

and regulatory environment, middlemen, tax systems for 

corporations and individuals, accounting systems and 

accountability in terms of penalties; 

- financial markets assessment and marketing of 

financial services, for commercial, investment and 

merchant banks; development finance corporations; 

savings and loans; credit unions; venture capital 

firms, leasing companies, pension funds, export 

trading companies and insurance companies; 

- institutional assessment and management training, 

accounting and auditing; 

- the economic and political environment in terms of 

growth, "open-ness", and economic analysis; 

- government attitudes toward private enterprise. 

Bilateral A.I.D. Missions in 25 countries have utilized
 

the contract services, and six buy-ins have occurred. Sixteen
 

financial market surveys have been carried out, including
 

eight in LAC, six in ANE and four in Africa. Over thirty
 

short term consultancies have been carried-Aout in 18
 

countries. ANE was the heaviest user, contracting for 16
 

consultancies in eight missions. Latin America was the second
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most frequent user, with thirteen consultancies in seven
 

countries. In addition to bilateral consultancies, research
 

reports have been prepared on financial markets repression,
 

interest rates, micro credit and venture capital. These were
 

distributed throughout A.I.D./W and to interested missions.
 

A pilot bank training activity is planned for West Africa for
 

host country staff.
 

Response time to mission requests has been excellent,
 

averaging three weeks. Nearly 75% of mission requests are for
 

immediate services, requested to commence within 2-4 weeks.
 

This reflects a lack of forward consultation by missions with
 

the PRE project manager. More specialized assistance may take
 

longer, but missions appear to be satisfied with the services
 

received.
 

Indonesia provides an example of a mission which has
 

utilized the contract several times, including technical
 

assistance from the Securities and Exchange Commission. This
 

assistance has enabled the government and the mission to
 

develop a comprehensive approach to financial markets
 

development, resulting in a proposed 6-year, $15 million
 

project.
 

The Financial Market Project provides effective
 

assistance in a focussed, well-defined area which is essential
 

for sustained, equitable growth. Host governments and
 

Missions are clearly benefitting from needed service to
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examine incentives and disincentives for indigenous and
 

international business. The emphasis on stock markets, over
 

the counter markets and other financial market institutions is
 

important for local small and medium business development, and
 

enhances the prospects for successful privatization, insofar
 

as local stock purchases provide a politically and socially
 

acceptable alternative for ownership by foreign or crony
 

capitalists.
 

E. The Center for Privatization
 

The Center for Privatization (CFP) is a highlight of
 

A.I.D.'s Private Sector Initiative. The Center is a technical
 

assistance team established under A.I.D.'s contract with
 

Analysis Group, Inc., a minority-owned engineering and
 

technical services firm. The Center is a -consortium of six
 

companies representing a complementary blend of expertise
 

relevant to the privatization process. The contract was
 

awarded on the basis of a concept paper, since there was no
 

consensus in 1985 within the Agency or the development
 

community with respect to a "blue print" for privatization.
 

The objectives of the Center are to provide expert
 

advisory services to developing country governments and
 

private sectors, and to A.I.D. and A.I.D. Missions, to plan
 

and implement programs for divestiture and privatization of
 

state-owned enterprises. The Center also develops strategies
 

and guidance for privatization and maintains "state of the
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arts" information with respect to privatization activities
 

throughout the world.
 

The establishment of the Center coincided with an A.I.D.

sponsored Privatization Conference in February 1986. with 450
 

professionals from over 40 nations, the conference was among
 

A.I.D.'s most successful, and proved to be a catalytic event
 

which focussed world attention on privatization. The
 

Conference was among the most successful and widely acclaimed
 

in the history of the Agency. The Conference ended with the
 

pronouncement of a new A.I.D. policy whereby each of 40
 

bilateral A.I.D. missions would be involved in an average of
 

at least two privatization activities by the end of FY 1987.
 

The Conference and the new policy goal placed the Center 

for Privatization on center stage. Mission demand began to 

flow. The $7.4 m. contract has been amended five times to 

increase the level of effort to over $15 m., including a $3 m. 

buy-in from Honduras. PRE Bureau has requested another 

amendment to increase the contract to $25.4 million. 

The Center has dispatched over 100 consultants to 32
 

countries in a variety of services: Nearly 20% of requests
 

have been for a conference, a specific study or training.
 

About 35% have been for strategy development. over 45% of
 

services have been for specific privatization assessments,
 

ranging from agricultural holding and marketing boards to
 

hotels, solid waste collection, electric companies, insurance,
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banking, airlines, textiles, pharmaceuticals and
 

telecommunications. In two countries, the Center has designed
 

a divestiture organization or procedure. The Center has also
 

reached approximately 4 million people in target countries
 

with television programs on privatization.
 

The first privatization was a banana plantation in
 

Belize, which was sold to peasant farmers in a cooperative.
 

An under-utilized, "white elephant" foundry in Honduras was
 

sold to a U.S. company which will manufacture parts for a U.S.
 

product. The Center has documented the privatization of the
 

National Commercial Bank, Jamaica's largest bank, to 30,000
 

Jamaican share holders, including 98% of the bank's
 

employees. This offering was politically popular and enjoyed
 

the support of the bank's management and staff, who benefitted
 

from a generous employee share scheme. The Center has
 

provided consultations for specific SOE's in 27 countries.
 

More importantly, the Center has begun to lay the
 

groundwork, often painstakingly, of policy commitment, public
 

awareness, the laborious process of sorting out legal
 

entanglement, establishing market value and finding interested
 

(and politically acceptable) buyers. In addition to providing
 

technical services, the Center has prepared analytical
 

documents relating privatization to the overall climate for
 

private enterprise within a country. It has generated public
 

debate by organizing Round Table discussions which have made
 

the Center known among donors such as the World Bank.
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The Center is a fledgling institution which is developing
 

a reputation as a possible center for excellence in the newly
 

popular subject of privatization. It has a staff of five
 

professionals and six support staff. The Executive Director
 

was the Chairman and CEO of SCM Corporation, a diversified
 

manufacturing company. The Deputy Director is a founder and
 

former CEO of LogEtronics Inc., a successful small business
 

capital equipment manufacturer and exporter, and an advisor to
 

the EXIM Bank, the Department of Commerce and the U.S. Trade
 

Rep. Two assistant directors with responsibility for regional
 

coverage are retired Foreign Service Officers. The Director
 

of Research is an expert in small business and management
 

training. The uniqueness of the challenge has enabled the
 

Center to attract top private experts at government rates.
 

Some missions have pursued privatization activities
 

without assistance from the Center. The ADMARK Holding
 

Company in Malawi was serviced by another contractor, which
 

benefitted from literature prepared by the Center. The CONESI
 

Holding Company in Costa Rica was privatized with other
 

assistance. Missions such as Egypt and Jordan have in-house
 

privatization expertise, which is a cost effective approach
 

where mission and host government interest is substantial.
 

A clear success for the Center has occurred in Honduras,
 

which initiated a privatization strategy in 1984, and passed
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authorizing legislation in 1985. In January 1986, the new
 

government requested CFP assistance to transfer the holdings
 

of CONADI, the National Investment Corporation, to the private
 

sector. The CFP has provided assistance as required. Since
 

April 1987, a $2.9 million, 30-month contract has provided a
 

technical assistance team. The complex process of valuation,
 

public auction and direct negotiation set forth in the
 

legislation has been undertaken for about 14 companies, some
 

active and some inactive. Three companies have been sold to
 

private investors. The team is also assisting the forestry
 

corporation to divest several saw mills.
 

The PRE Bureau has insisted that CFP assistance can be
 

provided only if a government has demonstrated a clear
 

commitment to privatization. This policy may have been
 

applied arbitrarily and could be at odds with the A.I.D.
 

policy, which did not specify this condition. Several
 

requests were turned down: two missions subsequently received
 

assistance after demonstrating a greater commitment, and a
 

third country turned to the World Bank.
 

Some governments or missions requests may be for specific
 

enterprises which have a poor chance of successful
 

privatization. The selection of an enterprise which fails
 

risks souring all participants on privatization and setting
 

the process back, rather than moving it forward. The Center
 

is now screening requests to enhance the chances of success.
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While still fledgling as an institution, the Center has
 

become a valuable resource in the privatization process. It
 

has attracted the attention of the World Bank and UNDP, and
 

has provided services to many governments through A.I.D.
 

missions.
 

The next challenge for the Center is to work out its
 

existence as a private entity rather than a contract team. As
 

an independent entity, the Center could be supported through a
 

cooperative agreement, and eventually contract with A.I.D. and
 

other donors or clients. This would be more cost effective
 

for A.I.D. and would strengthen the Center as an institution.
 

F. International Executive Service Corps (I.E.S.C.)
 

I.E.S.C. is a private voluntary organization of mainly
 

retired business executives who volunteer for short term (up
 

to three months) assignments to give specific technical
 

assistance to business enterprises in the LDC's. There are
 

nearly 10,000 individuals registered with I.E.S.C. as
 

potential volunteers. The current level of activity is about
 

600 assignments per year. Assignments are generated and
 

administered in the field by 32 resident country directors.
 

A.I.D. has provided-support for the I.E.S.C. since its 

inception in 1964. PRE inherited the responsibility for 

administering A.I.D. support for I.E.S.C. in 1981, and the 

grant now consumes half of PRE's annual budget resources, 
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total 5 $13.8 million, of which $7.8 is -from A.I.D. ($5.0 from 

PRE and $2.8 from various field'missions), $5.3 from LDC
 

client contributions, and $650,000 from U.S. corporate
 

sponsors. I.E.S.C.'s level of operations peaked in the
 

1970-74 period with 2,978 activities and declined steadily
 

thereafter until 1984. The increased level of operations
 

which began in 1984 coincided with some changes in I.E.S.C.
 

leadership, A.I.D.'s renewed emphasis on the private sector,
 

higher levels of supplementary funding from A.I.D. field
 

missions, and a generally more proactive stance which PRE took
 

with I.E.S.C. at about that time. I.E.S.C.'s 1988 annual plan
 

calls for 682 activity starts, increasing to a level of 1,000
 

in 1992.
 

Based on communications from A.I.D. field missions,
 

interviews with mission and regional Bureau personnel, and a
 

recent evaluation, the assessment team concludes that the
 

I.E.S.C. program has been and is continuing to be successful,
 

whether measured in terms of its contribution to A.I.D.'s
 

overall program in the field or in terms of client firm
 

satisfaction. Evolving relationships with A.I.D. field
 

missions do present some issues noted below. However, these
 

are invariably viewed as a normal part of the process of
 

integrating I.E.S.C. programs more closely with A.I.D. and do
 

not outweigh the overall result, which is regarded by the
 

field missions as being quite positive. The positive field
 

view on the program's impact is consistent with the results of
 

a recent evaluation commissioned by PRE, in which the
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contractors found that of the LDC client businesses inter

viewed, 62% were "highly satisfied" with I.E.S.C. services and
 

24% "mostly satisfied".
 

Prior to PRE's assumption of responsibility for
 

management of the I.E.S.c. grant, there was apparently the
 

normal, relatively low level of oversight and involvement
 

usually associated with A.I.D. grants to independent voluntary
 

organizations. However, when PRE began managing the grant,
 

and certainly by 1984, the intensity and closeness of the
 

A.I.D./ I.E.S.C. relationship increased significantly, both in
 

the U.S. and the field. Responsible I.E.S.C. executives told
 

us that they welcome the more active dialogue which has come
 

with closer A.I.D. involvement. (certainly, there has also
 

been a steady and significant increase in the volume of
 

I.E.S.C. activitity, from 371 new starts in 1983 to 682
 

planned in 1988.) The A.I.D./I.E.S.C. dialogue centers around
 

two somewhat related issues. One is the priority to be given
 

small to medium vs. large LDC business clients. A.I.D.
 

stresses the former, whereas I.E.S.C. tends to find clients
 

across a broader spectrum, including larger enterprises.
 

I.E.S.C. costs and their charges to clients are related to the
 

small vs. large issue because it is the larger client who can
 

usually afford to pay fees, and I.E.S.C. in fact is able to
 

accept more small clients because the larger ones can pay
 

relatively more, in effect subsidizing the smaller client
 

activities.
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our perception of the PRE/I.E.S.C. relationship is that
 

there is a good, healthy dialogue going on between PRE and
 

I.E.S.C. headquarters, and that there is a generally high
 

degree of mutuality in objectives which serves the U.S. well.
 

Overseas, the relationships are not as well developed.
 

Despite the large increase in A.I.D. field mission
 

supplemental funding for I.E.S.C. (from *625,000 in 1983 to
 

$1.3 million in 1986), A.I.D.'s field missions and both A.I.D.
 

and I.E.S.C. headquarters are aware of the need for better
 

communication at the field level. Related to this, there also
 

appears to be a need for better communication between the
 

respective headquarters and their field units.
 

Other than the general need for better communications, we
 

observed two other points that require analysis and
 

resolution. For several years, I.E.S.C. has, according to
 

their account, run virtually out of funds while waiting for
 

authorization of each year's A.I.D. grant. (This may result,
 

in part, from PRE'S reluctant compliance with an A.I.D.
 

Inspector General recommendation to reduce I.E.S.C. working
 

capital.) The assessment team observes that A.I.D. has
 

supported I.E.S.C. since 1964, that I.E.S.C. activities are
 

now more closely related to A.I.D.'s priorities than at any
 

time in the past, and that A.I.D. funding will undoubtedly
 

continue. In view of the foregoing, we believe A.I.D. should
 

establish a reasonable degree of forward funding, similar to
 

that accorded contractual relationships, to eliminate the
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unnecessary annual funding crunch which I.E.S.C. faces.
 

The other issue we encountered in discussions with
 

I.E.S.C. and in communications from the field was one of
 

doctrinal purity. PRE administration of the I.E.S.C. grant
 

has held strictly to the line that I.E.S.C. services were not
 

to be made available to LDC enterprises even partially
 

state-owned. While they understood the general principle
 

underlying the prohibition, both I.E.S.C. and field sources
 

felt that some exceptions would benefit the program and should
 

be allowed. They point out that some public or part-public
 

enterprises affect the overall climate for private enterprise
 

and that I.E.S.C. assistance to those public enterprises can
 

have a positive, albeit indirect, effect on private
 

enterprise. Further, in the broader context of U.S./host
 

country relations, an occasional assist to a parastatal under
 

these circumstances can enhance the entire relationship and
 

contribute to overall program success. Moreover, it might
 

open the door to a-dialogue on more efficient ways to operate
 

the parastatal, including privatization.
 

on the whole, we found the I.E.S.C. program to be well
 

managed. The relationship between A.I.D. and I.E.S.C. appears
 

more vital than ever before. A.I.D. values I.E.S.C.'s
 

contributions to the Agency's objectives, and I.E.S.C.
 

responds to A.I.D.'s concerns to an extent appropriate to its
 

circumstances and its private voluntary status. A.I.D.'s
 

oversight and monitoring seem to have been adequate,
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including, audits and the evaluation noted earlier. PRE seems
 

in our opinion to have struck about the right balance in
 

wmanaging" the I.E.S.C. grant at this point. While a little
 

more structure in communications and reporting may be
 

desirable, particularly in the field, PRE should take care
 

that the currently close relationship with I.E.S.C. does not
 

evolve into a tendency for PRE to overmanage the I.E.S.C. 

program. jJ t 

G. Training Course: Role of the Private Sector in Development
 

PRE and the Training Division of A.I.D's Office of
 

Personnel Management jointly initiated in 1984 a training
 

course, the Role of the Private Sector in Development (RPSD),
 

designed to demonstrate to A.I.D. professionals the advantages
 

of working with and through the private sector in A.I.D.'s
 

development projects and to impart a set of private sector
 

technical skills to enable them to do so. The course thus
 

supports two of PRE's overall objectives mentioned earlier,
 

i.e. the promotional objective of encouraging A.I.D. to make
 

more extensive use of private sector, market-based means of
 

stimulating economic growth; and the institutional objective
 

of building capacity within the Agency to plan and carry out
 

private sector strategies and programs. Through 1987, 118
 

A.I.D. personnel had attended the two-week course, about
 

three-fourths of them Foreign Service personnel. (There are
 

about 1,500 A.I.D. Foreign Service officers in program and
 

technical positions.)
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An evaluation of RPSD was done in late 1987, based on
 

interviews with over half of the people who had attended the
 

course through 1986. The findings of the evaluation con

tractor, Management Systems International (MSI) were quite
 

.positive. Eighty percent of attendees felt that the course
 

was responsible for positive attitudinal changes toward the
 

use of the private sector in development. A similar
 

proportion actually applied course information in the conduct
 

of their work. Virtually all participants felt the course
 

should be continued. MSI recommended that future courses be
 

targeted for certain administrative strata, e.g. Mission
 

Directors, or by region, and that some courses be given in the
 

field. The contractor also recommended that course content
 

reflect a change in emphasis away from attitudinal change to
 

skills acquisition. A.I.D. officers attending the course also
 

suggested that it be redesigned and made available to host
 

country officials and private sector participants.
 

The assessment team interviewed personnel in A.I.D./W
 

familiar with RPSD and obtained comments from field missions
 

whose personnel had attended the course. The information we
 

received was wholly consistent with the evaluation findings
 

and recommendations. Based on this information and in the
 

context of our overall observations of PRE, we believe the
 

recommendations of the evaluation contractor are sound. In
 

particular, we support the idea of giving A.I.D. Mission
 

Directors a concentrated exposure to private enterprise sector
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program concepts. We found that A.I.D.'s policy of emphasis
 

on the private sector is widely accepted at A.I.D./W and field
 

leadership level and probably needs little reinforcement.
 

However, a short course focussed on the practical essentials
 

of how Directors can incorporate private enterprise
 

considerations into their on-going and future country programs
 

would be useful in translating policy into programs.
 

Problems with logistical management of RPSD did occur in
 

1986 and to a lesser extent in 1987, but these were directly
 

attributable to the contractor employed and evidently did not
 

affect course content or effectiveness. PRE personnel
 

managing the training activity are well aware of its role in
 

support of Bureau objectives and of the need for the course to
 

meet requirements of the field Missions. Information on field
 

requirements is generated through feedback from 'course
 

participants. In addition, the Private Sector Council has
 

established a training subcommittee to advise PRE on how the
 

course needs to be changed to meet evolving needs.
 

With a course like RPSD, there are two potential problems
 

to be alert for, i.e. that the course may outlive its
 

usefulness and/or that its content may become out of date or
 

irrelevant. Neither is presently a problem with RPSD. The
 

course appears essential to reach A.I.D.'s private sector
 

objectives; since it has reached a relatively small proportion
 

of A.I.D. officers thus far, it should be continued. Adequate
 

means appear to be in place to maintain the freshness and
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relevance of the course content. Normal, periodic management
 

review of the priority and content of the course as related
 

to PRE objectives is all that seems required. At this point,
 

more attention could be devoted to second-generation courses,
 

e.g. the one suggested for Mission Directors. Another useful
 

suggestion made to the team was that more private sector,
 

material should be incorporated into other existing courses,
 

e.g. the Development Studies Program and the Senior Management
 

Course.
 

H. Agency and Mission Views
 

Regional Bureaus, with the notable exception of ANE,
 

stated that PRE Bureau programs were not very relevant. The
 

LAC Bureau strongly felt it had out-performed the PRE Bureau
 

by taking a lead in private enterprise development. Since the
 

Alliance for Progress, the LAC Bureau has been involved with
 

private sector development through financial activities,
 

cooperatives and credit unions. Yet LAC missions and LAC in
 

Washington utilized the three support contracts to the benefit
 

of the missions and the entire LAC program. The only
 

debt-equity program supported by PRE was in the Dominican
 

Republic. The largest privatization program is in Honduras.
 

Most Central American missions have received assistance in
 

financial market development, and a new trend is beginning in
 

export promotion. LAC appears to be benefitting from PRE
 

services more than Bureau management may recognize.
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LAC field missions were supportive of PRE. One mission
 

recommended more travel by PRE staff, to make services better
 

known. Another recommended active promotion, coordination and
 

monitoring, suggesting the establishment of a PRE regional
 

liaison officer. Another mission saw PRE's role in terms of
 

A.I.D. worldwide research and policy, with LAC/PRE providing
 

the service function.
 

The Asia Bureau has utilized the PRE service contracts to
 

blaze new trails in the trade/export sectors, to promote
 

privatization and to develop financial markets. All but two
 

smaller missions have private sector officers and are actively
 

pursuing areas relevant to their country strategy, although
 

many P.S. officers have limited private experience. The
 

absence of a Private Sector Office within the ANE Bureau has
 

not slowed down the missions' interest in and commitment to
 

private enterprise development. ANE relations with PRE Bureau
 

are the most cordial and collaborative.
 

Missions in the ANE region characterized PRE services as
 

"prompt, thorough and responsive." One noted that Revolving
 

Fund activities generated less impact than consultancies
 

requested by the mission or the IESC program. one small
 

mission had the impression that PRE Bureau programs were
 

directed at the Newly Industrialized Countries.
 

African missions utilized the contracts less than other
 

regions. There has been one (recent) buy-in to PEDS, four to
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the Financial Markets Development and eight for Privatization.
 

Reasons for low demand stem from less developed commercial
 

private sectors; a Bureau service contract called the PRE
 

Fund; weak private sector staffs in African missions; and the
 

perception that PRE deals with more developed countries. Most
 

Africa missions delegate the private sector function to a
 

program economist or project 'office. The AFR/PRE office
 

perceived the PEDS contract as a resource to supplement its
 

inadequate funding.
 

Three African missions stated that their contacts with
 

PRE were indirect, through AFR/PRE. one large mission stated
 

that they had the impression that PRE services were not useful
 

to African countries and they would be interested in knowing
 

what services were available. Another noted that mission
 

buy-ins would be useful (not knowing that they were
 

available). Clearly, there is a communications problem for
 

PRE in Africa.
 

S&T recognizes the relationship between the PRE Bureau
 

mandate and its own activities in the micro- and small
 

business sector. While PRE Bureau addresses broad business
 

issues such as trade, investment, privatization and financial
 

markets, it is also involved in loan and guaranty schemes for
 

small enterprise, and has initiated studies in this sector.
 

There will inevitably be areas of overlap, as the Agency
 

target group remains the small entrepreneur. A continued good
 

working relationship is needed to avoid problems; the players
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have demonstrated an open and productive working relationship,
 

despite a PRE take-over bid in 1984.
 

I. Findings
 

1. PRE Bureau's three services contracts have been well
 

utilized by both missions and regional bureaus. Demand has
 

grown steadily, and each contract has been expanded to
 

accomodate increased buy-ins.
 

2. Demand for PRE services has been uneven. Some missions
 

have drawn heavily on services, while other missions have not
 

utilized them. Africa as a region stands out for its low
 

usage.
 

3. PRE has not effectively communicated the availability of
 

its services to the field, especially with respect to its
 

impact on small entrepreneurs. The uneven nature of mission
 

use is symptomatic of a communications gap and misperceptions
 

by client missions.
 

4. PRE's leadership role is likely to expand as state of the
 

arts analysis is expanded, leading to cross-fertilization of
 

agency experience in specific sub-sectors, such as financial
 

markets, privatization, trade or export promotion, free trade
 

zones, health, population, agriculture. The Privatization
 

Center has accomplished the most in this area, which is
 

receiving increased attention in other service areas.
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5. PRE's success in developing working relationships with
 

regional Bureaus in A.I.D./W is uneven. This is caused in
 

part to a reluctance by the Bureaus to recognize PRE's
 

potential contribution. Increased regional Bureau input in
 

planning the PRE program could ease this problem, leading to
 

additional cross-fertilization, to the advantage of PRE and
 

the Bureaus. It cduld also reduce the turf issues which
 

inevitably exist within a large bureaucracy.
 

6. PRE's contribution to private sector development often
 

goes unrecognized, as missions and Bureaus claim credit for
 

the activity. This is the inherent nature of service
 

functions within central bureaus.
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EXECUTIVE SUMMARY
 

Pursuant to one of the requirements set forth in the
 
1988 Continuing Resolution, this report covers the management
 
assessment of the operations of the Office of Private and
 
Voluntary Cooperation (FVA/PVC) of the Food for-Peace and-

Voluntary Assistance Bureau.- The report was based on data
 
collected through personal and telephone interviews, -review of
 
numerous documents, and cable exchanges with the USAID Missions.
 

Based on this review,.it was determined that the Office
 
of PVC has: received-excellent leadership; defined its tasks
 
well and integrated its activities into the policy direction of
 
the Agency; produced consistently high quality reports that are
 

- useful; and sought to improve the quality of its services and 
programs. 

Even though the office has strong leadership and staff,
 
it could be strengthened by the inclusion of additional Foreign
 
Service personnel. Further, there is room for more outreach
 
within the Agency to create greater awareness of PVC programs
 

* 	 and services. Other findings are that it is administratively 
convenient to continue to locate the office within the FVA 
Bureau; and-that the legislatively mandated work of tne office, 
which represents a substantial part of its work, could not De 
adequately handled without tne use of contractor personnel. 

The USAIDS and the Office, itself, have expressed a 
desire for more frequent field interaction in terms of staff 
visits to Matching Grant projects and assistance in project 
design. Limited staff availabilities and Operating Expense 
Budgets will likely continue to preclude increased activity in 
this regard. The liaison functions of the Office have been 
given high marks on the part of A.I.D. management as well as 
the PVO and Cooperative communities. The Office has been 
-effective in representing the Agency to the PVO community and
 
vice versa.
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I. INTRODUCTION
 

In response to the requirement for a management review of 
the Office of Private and Voluntary Cooperation contained in 
the Continuing Resolution for FY 1988, a team composed of three 
career A.I.D. Foreign Service professionals and one consultant 

was appointed to conduct the assessment. The team focused the 
assessment on the four basic questions asked in the legislation. 

The methodology selected consisted of two parts, the 
review of office documents and field cables, and discussions 
with staff. This was supplemented by 'off the record" 
interviews with representatives of other bureaus and offices, 
USAID Missions, Private Voluntary Organizations, Cooperatives, 
and other entities doing business with PVC. Tne Office quicKly 
produced the documents and materials requested during the 
course of this management assessment. 

Those interviewed included current and previous Assistant
 
Administrators for the Bureau of Food for Peace and Voluntary 
Assistance, and the Office Director and other senior staff of 
PVC. In addition, interviews were held with Mission Directors, 
personnel in other central and geographic Bureaus, PVO 
officials, members of the Cooperative community, and members of
 
the Advisory Committee on Voluntary Foreign Aid (ACVFA).
 

Initial meetings with senior officers of the FVA Bureau
 
and the PVC Office'were attended-by the entire team.
 
Subsequent interviews with other offices and organizations were
 
carried out by sub-teams of two members each. USAID Mission
 
responses to a general inquiry cable sent out by the-Agency
 
concerning the interaction and the responsiveness of PVC were
 
reviewed by the entire team. The information provided in these
 
caoles was incorporated into the assessment..
 



All material collected was reviewed and discussed. Based
 
on these discussions; individual team members drafted assigned
 
sections of the report, which were then given to eacn member to
 
critique, edit, and expand. The final edited report was
 
endorsed by tne team as a whole.
 

II. VALIDITY OF GOALS AND OBJECTIVES
 

The Office of Private Voluntary Cooperation (PVC) has
 
defined the following broad goals:
 

(1) 	to provide grant support for the multi-country
 
programs of U.S. PVOs through a single, consolidated
 
grant program;
 

(2) 	to assist in the institutional growth of the U.S.
 
PVOs; 

(3) 	to maintain direct grant relationships witn a
 
significant number of PVOs to enable PVC to better
 
carry out its leadersnip, information, ana service
 
roles within A.I.D.;
 

(4). 	 to increase A.I.D.'s management efficiency by
 
consolidating multiple grant relationships and
 
simplifying PVO and A.I.D. administrative
 
requirements;
 

(5) 	to support and complement tne needs and priorities
 
of A.I.D. bilateral programs; and
 

(6) 	to mobilize private resources for development.
 

In order to achieve these goals, PVC has established the 
.following specific program objectives. Objectives (5) through 
(8) discuss Congressionally mandated activities.
 

(1) 	PROGRAM GRANTS: to direct and manage a worldwide
 
grant program in support of PVO field programs in
 
sectors and countries, cohsistent with A.I.D.
 
policies and priorities (Matching/Partnership and
 
Cost-Share Grants).
 

(2) 	PUBLIC OUTREACH: to direct a grant program under
 
Section 123(e) of the FAA for domestic education
 
programs on world hunger ana guide the Agency-s
 
development education policy and strategy
 
formulation; and to provide administrative and
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technical support for the Advisory Committee on
 
Voluntary Foreign Aid, enhancing its effectivemess
 
as a conduit for increased cooperation between the
 
public and private sectors in U.S. Foreign
 
Assistance Programs.
 

CHILD SURVIVAL.: to direct and manage support of
 
U.S. PVOs to implement the Agency's emphasis on 
health interventions to reduce infant and child
 
mortality; includes a competitive grants program of
 
PVO child survival activities in empnasis countries
 
with full coordination with Missions, and technical
 
support to strengtnen PVO capabilities in project
 
des3ign, management, and evaluation of project impact
 
on health status.
 

COOPERATIVE DEVELOPMENT: to direct and manage a
 
program of support to U.S. Cooperative Development
 
Organizations (CDUs) enabling them to maintain
 
active international departments, and project grants
 
to support participation by the U.S. cooperative
 
movement in areas of A.I.D. program emphasis,
 
especially small business and international trace
 
promotion; to provide technical support and guidance
 
to A.I.D. regional oureaus and USAID Missions on 
development use of cooperatives in meeting A.I.D. 
development goals. 

PVO REGISTRATION; to certify and maintain a
 
registry of U.S. PVOs to determine eligiDility for
 
P.L. .480 commodities, ocean freight reimbursement,
 
and grants; to provide guidance to Missions
 
regarding certification on non-U.S. PVOs; and to
 
maintain a registry of non-U.S. PVOs receiving
 
A.I.D. funding.
 

PVO COMMODITY FREIGHT TRANSPORT PROGRAMS: to direct 
and manage, under Section 123(o) and '(c) of the FAA, 
a grant program for the reimbursement of PVO 
transportation costs; and to approve and certify 
applications for transport of humanitarian goods and 
supplies under the Denton Amendment (Section 1540 of 
the 1985 Defense Authorization Act, as amended) 
which provides for free space-available transport of 
humanitarian goods via the U.S. military to any area 
of the world. 
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(7) 	 REPORTING REQUIREMENTS: to meet reporting
 
requirements to the Congress and the public on PVO
 
activities, A.I.D. funding levels and PVO
 
capabilities.
 

Based on the review of various documents, discussions
 
held in A.I.D. and with the PVOs, and information received from
 
the overseas A.L.D. Missions, the goals and objectives of PVC
 
remain valid and are clearly stated. They are responsive to
 
legislative mandates and Agency policy.
 

III. How Well Goals and Objectives are Being Achieved
 

In regard to the broad goals, PVC has moved consistently
 
over the last six or seven years in its interactions with ,tne
 
PVO community to di'minish PVO dependence on US Government
 
funding. It requires 50% matching funds in a large number of
 
its grant programs and adheres to the 20% funding requirement
 
in other grants it administers. In the matching Grants
 
program, requirements have been established aimed at building
 
tne capacity of tne grantee to manage, staff, fund-raise, and
 
expand in an administratively sound manner. This approach has
 
strengthened'the PVOs qualitatively. PVC 'programs also have
 
worked :to strengthen and guide PVOs in technical areas such as 
Child Survival, Basic Health Services, ana Small Scale
 
Enterprises. This has improved significantly the alignment of
 
A.I.D. -funding for PVOs with its legislative mandates and other
 
priorities. It has also brougnt to bear on these priorities
 
tne unique capabilities of voluntary agencies to worK
 
knowledgeably with local grass root organizations wnile
 
exercising managerial flexibility.
 

A.I.D."s efforts to strengthen the Agency"s PVO partners
 
has been aimed at integrating tnem mote closely into overall
 
country development programs, and fostering creative U.S. PVO 
partnerships with indigenous PVOs. Tnis nas been consistent
 
with current trends in LDCs to encourage establishment and
 
growth within their -own countries of local organizations to
 
perform relief and humanitarian work.
 

The PVC Office has worked to simplify procedures and
 
create a central focal point within the Agency for the
 
establishment of relationships with PVOs and for information
 
collection and dissemination for the PVOs within the Agency.
 
This 	 has reduced the administrative costs of A.I.D. funded 
programs for .both A.I.D. and the PVOs.
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The PVC Office also has made significant progress in
 
achieving the various objectives that have been estaolished.
 
Some of the specific achievements are as follows: 

A. Program Grants
 

The program grants of the PVC Office have gone through 
many phases over the past decade, each successive phase marking 
a progression in the growing A.I.D.-PVO relationship. The 
Development Program Grants of the late 1970's focused on 
general institutional strengthening of PVOs to increase tneir 
effectiveness. The Matching Grant concept introduced in the 
early 1980s -served to interest and strengthen PVOs in the 
sectors and problems of priority interest to tne Agency. More 
recently, the addition of Partnership Grants has made it 

possible for AID and its overseas Missions to embark on a joint 
effort to address the problems of a particular sector within a 
strategic, long term framework. This includes, for example, 
policy reform, sustainability, nasic health, cnild survival, 
and agro-forestry. Forty PVOs have participated in one or more
 
of these program grants and currently there are thirty-five
 
active grants. The dollar level has grown from $3.7 million in
 
FY 1979 to $23 million in FY 1987. This is in a period in
 
which overall AID-PVO cooperation has grown from $39 million to
 
$442 million.
 

The picture that unfolds is one of a Matcning Grants
 
program that has (1) adapted well to meet the demands of the 
times; (2) given the Agency a vehicle that has served to both 
improve the PVOs and align them with Agency interests; .(3) 
responded well to internal and external evaluations; and (4)
 
been well managed and consistently improved.
 

The largest element of the program grants is tne Matching
 
Grant program and it has sought to increase PVO economic
 
development impact through greater integration with country
 

i development programs. The site of the Matching Grant program
 
has permitted PVC to impact on a large and influential
 
cross-section of the PVO community. .Taking advantage of this, 
PVC has taken several initiatives in recent years that have
 
resulted in impressive progress toward this economic
 
development orientation. 

First, for at least the last seven years, PVC has
 
promoted *development' as a theme of the Matching Grant 
programs -- working each year to more clearly define that focus 
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and.bring it in line with priority concerns of the Agency*.
 
Several years ago it started sectoral.evaluations of Basic
 
Health, Child Survival, Agro-forestry and Small Enterprise.
 
These sector assessments, shared with FVQs througn worksnops
 
and other means, have given more focus to Matching Grants and
 
have strengthened the PVOs in these areas. 

Second, at a more procedural level, PVC has introduced
 
the requirement for Mission clearance on eacn Matching Grant
 
proposal. Through detailed instructions covering grant
 
applications, PVC has encouraged PVOs to develop proposals in
 
concert with Missions in grant-targeted countries. Missions
 
take this approach seriously--as evidenced oy all 50 Missions
 
queried on the-recent round of grant proposal reviews who
 
responded. For the most part, the PVOs.themselves -seem to
 
perceive the benefit in this approach, although some reportddly
 
would like more independence. On the other hand, some PVOs
 
would like more interaction with Missions but find that Mission,
 
staff are-stretched and cannot handle all tneir needs.
 

In addition, PVC has emphasized evaluation in the
 
Matching Grant program and through the evaluation process has 
been driving home such concepts as institution building and
 
sustainability as well as the more traditional management
 
effectiveness issues. A recent evaluation of develooment
 
effectiveness indicates that PVos are developmentally effective
 
at what they do best, that is: 'in conducting low-cost, rural
 
based, innovative development programs' that complement the
 
more traditional programs of the major donors. The report goes
 
on to state: 'By concentrating on this group, PVOs reach those
 
least able to help 'themselves and least likely to be served by
 
their own governments or international development agencies.
 
ont the down side, the report notes that for these very reasons
 
(their scale and isolation) PVO programs tend to be less
 
replicable -and visible than bilateral programs.
 

The PVC office has also worked-to streamline procedures 
for both t-he grantees and the Agency. A well designed
 
competitive process has been estaolished. Clear and detailed
 
grant instructions have been put into use and these are praised
 
by-the PVOs. The practice of requiring grant concept papers
 
has been replaced by an annual workshop. This year sixteen
 
grant proposals were approved. The workshop and pre-workshop
 
activities screened out twenty-six proposals at the idea stage.,
 
eliminating costly proposal preparation and review.
 

The information system developed and discussed later in
 
this study and made possiole through the contract with
 
Automation Research Systems, Ltd. (ARS)-has improved
 
information available to PVC and the PVOs and ,has been-an aid
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to the essential operations of 0oth, including meeting
 
Congressionally mandated responsibilities. The ARS contract
 
has also improved the technical input,to the review of grant
 
proposals and PVC's ability to give meaningful feedback. PVC
 
has placed an emphasis on the quality of proposals and takes a
 
no-nonsense approach to the review process. This is
 
acknowledged in the PVO community to have raised standards,
 
improved competitiveness and promoted efficiency.
 

B. Public Outreach
 

In 1980, Congress passed the Biden-Pell Amendment to the 
Foreign Assistance Act of 1963. This autnorized A.I.D. to 
provide support to PVOs and other non-profit organizations to 
facilitate public discussion, analysis and review of 
development issues related to World Hunger. The PVC Office has 
done an excellent job of administering this program since its 
inception. The program has grown from a level of $750,000 in 
1982 to $3 million in FYs 1987 and 1989. In its initial five 
years of existence, the program has awarded approximately $9 
million in grants to nearly 50 PVOs to carry out workshops and 
seminars, develop publications, films, slideshows and exhibits 
and to prepare curricula and training programs. PVC has worKed 
hard and effectively to Dring the Development Education 
programs into tne mainstream of PVO activities, and has 
achieved some success witn tne formal education sector. The 
office has also put into place an excellently designed 
competitive process for selecting proposals for funding by 
A.I.D. In FY 1987, A.I.D. processed a total of 35 proposals
 
although it was only able to grant awards to about one-third of
 
the proposals received. The average size of the grant awarded
 
was about $80,000, but PVC has effectively used these funds to
 
leverage private sector funding through its cost sharing
 
approach to this program.
 

The PVC office has also restructured the role of the 
Advisory Committee on Voluntary Foreign Aid (ACVFA). 
Currently, this committee is being fully supported in its staff 
work by an Executive Secretariat th4t is assigned to PVC. In 
FY 1987, the ACVFA conducted an external re-evaluation of its
 
role and functions.in light of the changing dynamics within tne 
PVO community. Based on this re-evaluation, it was decided 
that the Committee should place increased emphasis on analysis, 
fact finding and the formulation of substantive objective 
advice to the Administrator on issues of critical, long-term 
importance to the PVO community and the Agency. At the present 
time, ACVFA is completing a review of the issue of tPVO 
Effectiveness' with the objective of developing a set of 
recommendations on how to improve further overall PVO 
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performance. All the people and organizati-ons contacted
 
believe that ACVFA is playing an important role in forging a
 
better relationship between the PVO community and A.I.-D. and
 
should continue to be attached to the PVC Office for its staff
 
support.
 

C. CHILD SURVIVAL AND RELATED HEALTH PROGRAMS
 

A.I.D.'s Child Survival initiative witn tne PVOs was
 
started in 1985 and was directed at enhancing the participation
 
of PVOs in an international effort to reduce child mortality.
 
The focus of the program is at the country level and
 
A.I.D.-fundeE Child Survival activities are intenaed to expand
 
and make more effective the delivery of selected technologies
 
and concepts which have shown they can save cnildrens' lives.
 

The focus of the PVC Child Survival program is on
 
development of a sustained capacity in each country for
 
providing Oral Rehydration Therapy (ORT), immunization and
 
other child survival interventions such as nutrition programs,
 

.growth monitoring, birth spacing and improved weaning
 
practices. The portfolio .has been targeted to 20 priority
 
countries that are geographically distributed with 40% in
 
Africa, 35% in LAC and 25% in ANE.
 

As is the case with other-grant programs, PVC has
 
developed a set of detailed procedures for the targeting of
 
Child Survival funds to priority countries. The procedures
 
cover also the competitive award of 25% PVO cost-shared Child
 
Survival grants and the continuing administration, monitoring
 
and evaluation of these grants. PVC nas also.developed a
 
detailed action plan-designed to assist the PVO community in
 
developing its internal capabilities in the design of Child
 
Survival activities and-in implementing these programs in the
 
targeted countries. PVC has made significant progress toward
 
its stated objective of enhancing the participation of PVOs in
 
the Child Survival program through its competitive grant
 
progr-am and related technical assistance to PVOs. This is
 
demonstrated by the increasing number of PVOs active in this
 
field and the growing requests for Child Survival grants. PVC
 
has reported that requests in FY 1987 were three times the
 
funding available for this program.
 

D. Cooperative Development
 

The responsibility for coordination and management of 
grants for Cooperative Development actiVities was transferred 
in FY 1987 from the Bureau of Private Enterprise (PRE) to the -

FVA Bureau-PVC Office. Since that transfer, PVC has placed 
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empnasis on the expansion of Cooperative programs by working iin 
partnership with six U.S. Cooperative Development
 
Organizations, including the Agriculture Cooperative
 
Development International, Cooperative Housing Foundation,
 
Credit Union National Ass'ociation, National Cooperative
 
-Business Association, National Rural Electric Cooperative
 
Association, and Volunteers in Overseas -Cooperative Assistance.
 

A.I.D. grants to these organizations have declined
 
slightly. They totaled $5.3 million in FY 1985, $5.7 million
 
in FY 1986'and $4.7 million in FY 1987. In FY 1988, the PVC
 
Office plans to provide $5.1 million in grants to Cooperative
 
organizations. The grants provided in the past have helped 
these organizations maintain active international departments 
and develop other Cooperative programs that are Deing funded Dy 
USAID Missions. In FY 1986 the Cooperative programs being 
funded by the USAIDs totaled some $17.3 million. 

Currently, PVC is coordinating an evaluation of the
 
impact that its core grants have had on Cooperative Development
 
Organizations' financial management practices. In addition, an
 
evaluation of the performance effectiveness of the five
 
existing Cooperative Development Organizations in carrying out
 
their previous grants will be assessed Defore new grants are
 
made. Based on interviews held with a sample of tne
 
Cooperative Development Organizations, they are pleased with
 
the PVC Office' s overall performance, their relationsnip with 
the office and-the role of the office as the focal point for
 
cooperative programs within A.I.D.
 

E. PVO Registration
 

The PVC Office has been highly effective..in carrying out 
its legislative responsibilities for tne registration of 216
 
U.S. PVOs. This has included tne collection of annual
 
documentation on U.S. PVOs for registering renewals; the 

provision of policy guidance to USAID Missions on the
 
registration of local PVOs and the maintenance of a central 
registry on U.S. and local PV~s.
 

The office has made substantial improvements in cutting
 
the time required to process registration applications from six 
months in 1985 to about three months in 1987. The reduction 

has been largely achieved by development of better and clearer
 
descriptive material on the conditions of registration in the
 
'A.I.D./PVO Partnership Brochure'. In addition, PVC has
 
established a standardized set of criteria to review
 
applications, set up a Registration Review Committee,
 
routinized the documentation collection process and instituted
 
a formal de-registration process.
 

P 
ej 
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F. PVO Commodity Freight Transport Programs
 

1. Ocean Freight Reimbursement Program
 

Under the Congressionally mandated Ocean Freight Program,
 
A.I.D., through PVC, makes funds available to PVOs to pay ocean
 
transportation costs for shipments of donated supplies for use
 
in humanitarian and development programs overseas. In order to
 
be eligible to receive reimbursement for shipment to a country,
 
the PVO's program in that country must have prior approval from
 
A.I.D. The participating PVOs pay all related costs (i.e., 
warehousing, packing,'processing and inland transportation 
costs, as welL as the administrative costs of field repre
sentatives). Eligibility to participate in the program is 
limited to U.S. PVOs registered witn A.I.D. 

Over the past five years, PVC has moved this program into a
 
competitive mode and has allocated approximately $30 million to
 
PVOs to ship supplies valued at about $250 million to some 60
 
countries. In FY 1983 the program reached $7.5 million but has
 
leveled off to $3.5 million in FYs 1988 and 1989. In FY 1986,
 
PVC revised its applications and review procedures to maximize
 
the amount of money available to the program by concentrating
 
the limited funds on more development-oriented programs in tne
 
poorer countries assisted by A.I.D.
 

2. Denton Amendment
 

Legislated in 1985, the Denton Program provides transporta
tion on a *... space available basis, at no charge, to any area 
of the world, goods and supplies which have been furnished by a 
non-governmental source and which are intended for humanitarian 
assistance.' Shipments covered by the Denton Program must be 
certified by the Department of State as consistent with U.S. 
foreign policy obligations and by A.I.D. as meeting an 
identified humanitarian need. 

Program activity has increased significantly over the
 
period 1985-87. The number of donors participating in the
 
program has increased from three to. thirty-six and the
 
countries being served by the program have increased from one
 
in 1985 to twenty-two in the same period. PVC has establisned
 
a clear set of procedures for the management of the Denton
 
Program which appear adequate for administration, oversight and
 
reporting on the program.
 

G. Reporting Requirements
 

Some of PVC's reporting requirements are mandated by
 
Congress. These reports, falling mostly under the Registration
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and Ocean Freight programs, are handled with dispatch and 
include the following: The Voluntary Foreign AID Programs; PVO 
Quarterly Shipping Report by Country and Agency; Annual PVO 
Shipping Report; Denton Report to Congress; Summary of 
AID-Funded PVO Activities by Appropriation; and the Ocean 
Freight Reimbursement Program Allocation. In addition to 
evaluation studies, retreat documents and guidelines for grant 
reviews, PVC also produces the following reports: Inventory of 
AID-Funded PVO Projects Sorted by Project Number; Inventory of
 
AID-Funded PVO Projects Sorted by PVU; Inventory of AID-Funded
 
PVO Projects Sorted by Funding Mechanism; Country Activity
 
Report of AID-Funded PVO Activities; FVA/PVC Grant Portfolio;
 
Inventory of Counterpart Agencies Working -witn U.S. PVOs; PVO
 
Profile; Top-Ten Recipient Countries; Budget Worksheet;
 
Mortgage/Pipeline Worksheet; AID/PVO Partnership Brochure; and
 
FVA/PVC Implementation Plan.
 

The overall quality of the reports generated by PVC is
 
rated excellent by users and by the assessment team. Several
 
senior A.I.D. officials voiced high praise for the overall
 
excellent quality of the repotts produced. Essential factors
 
contributing to PVC's capacity to provide excellent reports on
 
its program have been: (1) the excellent computerized
 
information management system recently completed by the office
 
is regularly improved; and (2) the program and management
 
information services contract with ARS. In the future, thougnt
 
might be given to adoitional but strategic distrioution of some
 
of these reports within the Agency, which remains basically
 
unaware of PVC programs and services.
 

IV. PERFORMANCE IN PROVIDING SERVICE
 
TO A.I.D. BUREAUS, OFFICeS AND MISSIONS
 

The PVC Office does not consider itself a "field service'
 
office, in that its functions as defined by the Agency and by
 
the Congress are programmatic in nature, involving substantial
 
grant activity and liaison with Private Voluntary
 
Organizations. Nevertheless, in order to perform its
 
designated functions and meet the broader goal of serving as
 
the focal point for the Agency for PVO activity, good relations
 
and open communications have been maintained between PVC, the
 
centrally and geographically funded Bureaus and Offices, USAID
 
Missions, and the PVO community.
 

The office has moved also to institutionalize thesp lines
 
of communication. Among such initiatives is the requirement
 
written into the Matching Grant and Child Survival Grant
 

guidelines that Mission approval must be sought and received in
 
order for a proposal to go forward. Without this Mission
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approval, no grant is funded ny PVC. However, caole responses 
from USAIDS suggest that PVC needs to go further i-n 
communications and outreach with Missions. Some report little 
or no contact with PVC. 

PVC has estaDlished and calls together on a monthly basis
 
an intra-Agency PVO Lia-isonCommitteeto discuss substantive
 
issues and program development. Interviews were held with PVO
 
Liaison Officers for some of the Bureaus, and this forum and
 
form of communication consistently gained hign marks botn for
 
utility and in construction of excellent relations with the
 
central and geographic bureaus.
 

- For its par-t, PVC complains that the appointment of a PVO 
Liaison Officer.-within-each Mission has not been as effective 
as hoped. Althougn the network exists, it is the view of PVC 
that the persons assigned to the position in a number of USAID 
Missions is not senior enough-to provide suostantive liaison 
with Mission Directors and other high level personnel. Such a 
deficiency could cause a breakdown in the communication chain 
from PVC to Mission management and lays PVC open to the claim
 
that Miss-ions are not always-adequately informed about PVO
 
activity within their areas of responsibility.
 

PVC is attempting to improve communications with the
 
field. Its 'Sector Evaluation Approacn" is moving PVO programs
 
into closer alignment with Agency priorities. PVC is fostering
 
the "buy-in' approach to its grants, encouraging Mission
 
involvement and int-erest. This approach also combines the
 
resources of the PVOs with those of PVC and tne Missions for
 
expanded and strengthened PVU programs in the field.
 

Another function that creates some contact with the USAID 
Missions is the supplying of information on PVOs and -

Cooperatives. This service, managed by PVC, is responsive to 
-_Missions, Bureaus, and the-puolic, as well as to Agency
 
-management and the Congress.-

Of the various Mission Directors interviewed, both past and
 
current, high marks were generally given to the communication
 

* process in both directions. A few Missions complained aoout 
lack of information on the operations of the Matening Grant 
program after approval has been given for-particular projects. 
One of the Asian Missions also noted that FVA/PVC and even some 
of the PVOs often keep the Mission completelyout of the 
picture except at the time of the review 9f final proposals. 
Another Asian Mission noted that "FVA/PVC procedures for 
sending progress reports to the Mission on Matching Grant 
funded activities should be improved... If possible an annual 
up-date cable about the status of FVA/PVC funded activities in 
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the (country) would oe appreciated.* PVC responded to these
 
points by stating that no project is approved that does not
 
have prior Mission direct contact and approval. In this regard
 
PVC commented that, unlike a contract, a grant is a project in
 
which the grantor 'lets go' after award. Contracts, on the
 
other hand, require that the awarder 'keep control. This
 
fundamental difference can serve as the basis for frustration
 
and misunderstanding between Missions and grant-administering
 
offices such as PVC. The management of PVC has recognized the
 
need for informed communication. Nevertheless, more effort
 
will be required to overcome the lack of understanding of its
 
programs by USAID Missions.
 

The realify is that the level of Mission enthusiasm for tne
 
role and potential of the PVC office does not come close to
 
what one might expect since A.I.D. does over $400 million worth
 
of business annually with PVOs, and PVC is the office in A.I.D.
 
that serves as the focal point of PVO activity with tne Agency.
 

Based on the findings of this assessment, it would appear
 
that PVC should become more proactive with the Missions. PVO
 
materials arrive in Missions and their comments are sought and
 
received. However, unless the Missions believe that wnat is
 
available holds great relevance or interest for them, all too
 
frequently, the studies, reports, and evaluations Decome part
 
of the 'waiting library' rather than operative documents.
 

PVC recognizes that opportunity exists for greater
 
cooperation with Missions, especially in the areas of project
 
design and program monitoring. Nevertheless, current staffing
 
and budgeting constraints will not permit this next step to
 
take place, in the view of PVC management.
 

Based on a series of interviews with Bureau and Mission
 
personnel, PVO and Cooperative representatives and cables from
 
.the field, it was concluded that the PVC is extremely well
 
managed. The office has established management systems to
 
monitor program progress in achieving its objectives. In
 
'addition, excellent lines of communication among its staff
 
members and between the various operating divisions have been
 
established. The lines of communication between PVC and the
 
Bureaus are very good, but more needs to be done to improve the
 
USAID Missions' understanding of PVC's services and programs.
 

Bureaus interviewed stated that the office has-been fully
 
responsive to the needs fot program guidance, technical, and
 
information services as requirea. Mission staff interviewed
 
praised the office practice of consulting with tnem before
 
award of Matching Grants affecting their countries, but a few
 
felt that the office should do a better job of keeping them
 

informed on the status of Matching Grants after they have been
 
approved.
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The perception at this point in time is that tne office not
 
only serves as a focal point for PVO/AID interaction, but is
 
aware of the needs and wisnes of the PVo community and serves
 
as the representative of A.I.D. to the PVOs in matters of
 
policy and guidance. 

In general, PVOs and Cooperatives were universal in their
 
high praise of the overall quality of the services provided;
 
open communication back and forth; and the overall excellent
 
quality and responsiveness of the staff.
 

V. ORGANIZATIONAL PLACEMENT AND RESOURCE ADEQUACY
 

The PVC office has strong and effective leadership. It has
 
been able to attract an excellent and dedicated staff to assist 
in carrying out its goals and objectives-. Currently, PVC nas a 
staff ceiling of 22 direct hire full time positions plus one 
part-time employee. In addition, there are four 41O 
Administratively Determined (AD) non-continuing positions 
allocated to PVC. This figure represents a 40% decrease from 
the staffing provided in 1985, reflecting the general austerity 
measures taken to reduce the Agency's Operating Expenses in 
recent years. This decrease has taken place despite an overall 
'increase in program responsibilities and expanded legislative 
mandates. Faced with the dilemma of a reduced staff and 
expanding programs, PVC has moved to use contract personnel to 
provide additional resources to fulfill its goals and 
objectives. Currently PVC has three contracts in force: one 
management contract and two technical contracts involving two 
contractors. The breakdown of the office's contract and 
Advisory Committee Budget is as follows: 

FVA/PVC Operating Expense Budget for Contractors
 
and Advisory Committee
 
(Dollars in Thousands)
 

FY 1987 
Actual 

FY 1988 
Estimate 

FY 1989 
Request 

Manpower Contracts 
Conferences 

560 
50 

600 
68 

650 
80 

Totals 610 668 730 

The PVC Office has the following US direct-hire and contract
 
positions:
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SUMMARY OF DIRECT-HIRE AND CONTRACT PERSONNEL POSITIONS
 

Direct-Hire Personnel
 

POSITIONS IN PVC
 

OFFICE OF THE DIRECTOR
 
Deputy -Assistant Administrator
 
Deputy Director
 
Secretary (2)
 

PUBLIC OUTREACH STAFF
 
Supvisory Program Analyst
 
Program Analyst
 
Program Operations Specialist
 
Program Operations Assistant
 

COOPERATIVE DEVELOPMENT STAFF
 
Special Project Officer
 
Program Analyst
 

CHILD SURVIVAL STAFF '-- f s .. ; 
Special Project Officer (2)
 
Program Analyst A
 
Program Operations Assistant (Part-time)
 

INFORMATION AND'PROGRAM SUPPORT DIVISION
 
Supervisory Program Analyst
 
Program Analyst (2)
 
Special Assistant
 

PROJECTS DEVELOPMENT DIVISION
 
Supervisory Program Analyst
 
Program Analyst (2)
 
..
Special Projects Officer
 
Secretary
 

CONTRACTOR PERSONNEL
 

CONTRACTOR: Automation Research, Inc.
 

INFORMATION AND PROGRAM SUPPORT DIVISION
 

Management Support
 
Project Manager (1/2) 
Technical Support Coordinator
 
Program Support Specialist
 
Operations Assistant (2)
 
Financial Analyst Manager
 
Staff Accountant (2)
 

Data Entry
 

1 
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Program Support
 
Project Manayer (.1/2)
 
Administrative Assistant (1/2)
 
Technical Support Coordinator
 
Administrative Assistant 

PROJECTS DEVELOPMENT DIVISION 

Management Support
 
Administrative Assistant
 

CONTRACTOR: Johns Hopkins University 

Child Survival Staff
 
Program Operations Assistant
 
Secretary
 
Project Officer
 
Program Analyst
 
Technical Assistant
 

It would also appear that the maintenance of these 
contracts is the only way in which the PVC office can continue 
to function in an efficient manner. Witnout these support and
 
technical contracts, PVC would not be aole to carry out in a 
responsible manner its current program and liaison functions. 
In discussions with PVC office management, a clear desire for 
additional career direct hire personnel was raised. Although 
some relief has been obtained by the use of Administratively 
Determined (AD) positions, career professionals, especially in 
the Matching Grants program, are overburdened. While 
performing extremely well under the circumstances, certain
 
critical functions are not being performed as well as they 
might and others are neglected. These include more direct 
monitoring of the program grants which are not being performed 
to the extent desired. Assistance to Missions in PVO project 
design is not being done at all. 

An additional problem confronting the Office is its 
general inability to attract career Foreign Service Officers. 
Since the Office is not geographically oriented, it-is 
considered to be outside the 'mainstream' of A.I.D. activity 
and; therefore, not a "plum' 'Foreign Service career 
assignment. This is an unfortunate situation for there is a 
great deal to be gained both for the Office and for the 
Missions if Foreign Service Officers were encouraged to spend a 
tour in .PVC.
 

All offices, Bureaus, and PVOs with whom the team spoke 
were unanimous in their view that the office function is 
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critical and needs to be performed. Given tne nature of the
 
work, the concentration of PVO liaison functions, data
 
collection, registration, public outreach, project design, and
 
policy development, the work of the Office is inter-related and
 
is considered essential.
 

VI. CONCLUSIONS
 

With respect to the validity of the goals and Oojectives
 
of the Office for Private and Voluntary Cooperation of the
 
:Bureau for Food for Peace and Voluntary Assistance, they are
 
clear and well defined. Theae goals and objectives remain
 

valid, and are responsive to legislative mandates and Agency
 
policy.
 

The PVC office has made significant progress toward
 

achieving these objectives. Each of the specified ob3ectives
 

has been tracked, and the picture which unfolds is generally
 
one of excellent administration, leverage of existing
 

resources, even-handedness, encouragement of competition,
 
definition of process and procedures, accessible compilations
 

of data and excellent relationships within and outside the
 

Agency, as well as a continuous effort to improve its
 

procedures and service.
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The Office has taken steps to open lines of communication
 
with Bureaus, Offices, and USAID Missions. The establishment
 
and substantive use of an intra-agency PVO Liaison Committee
 
has provided an -excellent vehicle for Bu-reau and office
 
interaction, and receives high marKs from members.
 

PVC has moved to further communications with USAIDS by
 
seeking to institutionalize the relationship through the
 
requirement developed and written into the'Matching Grant and
 
Child Survival Grant guidelines that Mission approval must be
 
sought and received for a proposal to-oe approved. Without
 
Mission agreement, no grant is funded by PVC.
 

In addition, a PVO Liaison Officer has been appointed in 
each USAID. Tnis network appears to be inadequate -and does not 
seemto serve the purpose for which it was created. Other 
initiatives'to encourage Mission interest and possible add-ons 
and buyrins in grant activities are steps in the rignt 
direction, however, furtner steps need to oe taken to Keep the 
USAIDS informed of PVO services and programs. It is not likely 
that the USAIDS will, of themselves, stimulate stronger 
relations with PVC. For this reason, and considering all tnat 

the Office has to offer, it is incumbent upon PVC to market its 
materials and activities in a.way that will lead the Missions
 
to view the interaction as revelant and valuable in their work.-


The Project Officers within PVC do not spend enough time 
in the field meeting with -Mission staff and PVOs monitoring 
grants and helping with PVO project designs. Limited staff, 
lack of experienced Foreign Service Officers, and inadequate 
travel budgets now .preclude participation in this type of 

activity to any meaningful extent. 

Overall, PVC enjoys a very good reputation within the
 
Agency fdr responsiveness to requests for program guidance-and
 
technical and information services. Mission staff generally 

regard the office as cooperative and responsive. The PVOs and
 
Cooperatives are universal in their high praise and respect for
 
the office. PVC services, and programs are not as well known
 
and understood within the Agency as they might be and more 

promotion and outreach would be useful.
 

The PVC Office enjoys effective leadership and an
 
excellent and dedicated staff., The staff received major cuts
 
in 1985, as a result of the Agency's efforts to reduce its
 
Operating Expenses, but its program responsibilities have been
 
-expanding. In order to overcome this staff problem, PVC has
 
used contract personnel very effectively to fulfill its goals
 
and objectives. Without the support and technical inputs made
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by these contractors, it would be difficult for PVC to carry 
out all of its current functions.
 

In summary, the Office of Private and Voluntary
 
Cooperation is well-managed, provides quality services, makes
 
effective use-of limited resources, and maintains a nign degree
 
of professionalism which is recognized and respected by its
 
constituencies and peers.
 

IL 
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Directorate for Program and Management Services
 

Procurement Policy,
 
Planning and
 

Evaluation Staff
 
Dir., James Murphy

[Work Years = 1 2] 

Office of
 
Information Resources
 

Management
 
Dir., Paul P.Spishak
[Work Years = 71] 

[Work Years = 328] 

Office of the 
Associate Assistant 
to the Administrator 

for Management 
AAA, John F.Owens 
[Work Years = 7] 

Office of Procurement 

Dir., Terrence J.McMahon 
[Work Years = 110] 

Management
 
Support
 

Dir Daniel F.Sutton, Jr. 
[orkYears = 18] 

I 

Office of 
Management 

Operations 
Dir., Charles D. McMakin 

[Work Years = 110] 

FOOTNOTE: FULL TIME POSITIONS
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FUNCTIONAL STATEMENTS FOR SER OFFICES 

OFFICE OF THE ASSOCIATE ASSISTANT ADMINISTRATOR
 
FOR PROGRAM AND MANAGEMENT SERVICES
 

(M/AAA/SER)
 

MAJOR FUNCTIONS: M/AAA/SER's office oversees the functions and 
overall resource requirements associated with the Directorate 
for Program and Management Services (M/SER). The SER 
Directorate is located in A.I.D,'s Management Bureau, and 
brings together a number of separate but related offices which 
respond to a variety of worldwide Agency support service 
requirements; these offices and key functions include: 

-- The Office of Information Resources Management 
(information technology including telecommunications, 
directives, organization management, management consulting 
services) 

-- The Office of Procurement (A.I.B.-financed grants, 
contracts, interagency agreements, cooperative agreements, and 
commodity import program procurements) 

-- The Office of Management Operations (Agencywide 
administrative logistical support such as communications, 
including mail services, travel, printing, buildings 
management, vehicles, graphics, supplies and small procurements) 

-- The Office of Management Support (assistance to A.I.D. 
Missions for management services, intra-agency and interagency 
external liaison on management requirements, 'and internal SER 
management and administrative support services) 

-- The Procurement Policy, Planning, and Evaluation Staff 
(Development and issuance of A.I.D. procurement policies, 
evaluation of A.I.D. procurement operations, procurement advice 
and assistance) 
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FUNCTIONAL STATEMENTS FOR SER OFFICES 

OFFICE OF INFORMATION RESOURCES MANAGEMENT 
(M/SER/IRM)
 

MAJOR FUNCTIONS: The Office of Information Resources 
Management (M/SER/IRM) is responsible for the overall 
management of A.I.D.'s information technology program. In this 
capacity M/SER/IRM provides Agencywide services such as: 

Central computer services
 
-- Acquisition of computer hardware and software 
-- Systems development and maintenance 
-- Technology assessments and standardization of resources 
-- Strategic planning 
-- Technical advice and assistance 
-- Telecommunications 
-- Office automation assistance 
-- IRM Program oversight and evaluation 

-- Policy formulation 

In addition to information technology, M/SER/IRM provides 
guidahce and oversight to other Agencywide programs such as: 

-- Directives Management (e.g., A.I.D.'s "Handbook" System) 
-- Organization Management 
-- Advisory Committee Management 
-- Management Consulting Services 

OTHER FACTS:
 

.	 Supports 75 automation installations overseas 

.	 Backstops the Foreign Service computer systems 
analysts assigned overseas, as well as the foreign 
national systems managers. 

.	 Manages the Mission Systems Center in Costa Rica that 
develops systems for use overseas. 

.	 Manages central services contracts that support 
A.I.D./W and mission automation programs (90 contract 
work-years).
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FUNCTIONAL STATEMENTS FOR SER OFFICES
 

OFFICE OF PROCUREMENT
 
(M/SER/OP)
 

MAJOR FUNCTIONS: The Office of Procurement (M/SER/OP) is 
responsible for managing the Agency's commodity and contract 
activities worldwide in support of A.I.D.'s economic assistance 
programs. It excercises this responsibility through: 

The award and administration of contracts, grants and 
PASA/RSSAs
 

-- Facilitating host country commodity procurement 
activities, especially those authorized under the Commodity 
Import Program (CIP)
 

-- Implementation of transportation elements of all A.I.D. 
programs and for programs financed by Title II, PL-480 and the 
World Food Program
 

The office is also responsible for providing assistance to 
Agency managers in procurement planning and the resolution of 
problems and issues related to assuring the integrity of
 
A.I.D.,'s activities in the area of commodity and contract 
management.
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FUNCTIONAL STATEMENTS FOR SER OFFICES 

OFFICE OF MANAGEMENT OPERATIONS
 
(M/SER/MO)
 

MAJOR FUNCTIONS: The Office of Management Operations
 
(M/SER/MO) is the Agency's central overseer and provider of 
various logistical and administrative support resources. Its 
major services include: 

-- Support services policy issuances (including travel 
related allowances and benefits for FS personnel) 

-- Communications (telephones, cables, mail 
facsimile) 

-- Building and space allocation and management 
-- Real and personal property acquisition and management 
-- Office equipment, supplies and furnishings 
-- Records Management (including training and technical 

assistance to Missions)
 
-- Forms Management 
-- Travel, transportation, and storage of employee effects 
-- Printing and reproduction services 
-- Graphic arts support 
-- Motor pool acquisition and control 
-- Adjudication of personal property claims 
-- Administration of employee health and safety matters 

OTHER FACTS:
 

- Support services are provided for A.I.D./W employees 
officed in 8 separate locations. 

. GSA recently granted the Agency a delegation of Lease 
Management for oversight and maintenance
 
responsibilities. The delegation covers 3 office
 
buildings and the A.I.D. warehouse facility. 
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FUNCTIONAL STATEMENTS FOR SER OFFICES
 

OFFICE OF MANAGEMENT SUPPORT 
(M/SER/MS) 

MAJOR FUNCTIONS: The Office of Management Support (M/SER/MS) 
provides two basic management and administrative services; one, 
is an external SER service to the A.I.D. Missions for 
management support, and two, is the internal management and 
administrative support for the SER Directorate organizations. 

In its role of management support to the Missions, M/SER/MS 
provides a variety of services which, among others, includes: 

-- Assisting A.I.D. Missions, Geographic Bureaus, and 
nonregional 

organizations for the development of management support 
systems 

-- Evaluating Mission organizations and support systems 
-- Providing guidance to on-site management officers at 

the Missions
 
-- Overseeing Foreign Affairs Administrative Support (FAAS) 
-- Reviewing overseas requests for real property 

construction 
-- Establishing standards for overseas property disposition 
-- Developing Agency policies on overseas administrative 

management
 

The internal SER support functions provided by M/SER/MS to 
Directorate offices are for a range of administrative and 
management requirements such as: 

-- Coordinating required SER personnel actions 
-- Preparing or assisting in required SER organization 

changes
 
-- Processing and seeking approval of personnel training 

requirements 
-- Overseeing SER personnel ceiling control and 

recommending 
allocations of resources within the Directorate 

-- Managing, planning, and preparing required budgets for 
SER Directorate resources
 

OTHER FACTS:
 

.	 The Management Support Office backstops 114 Executive, 
General Services, Contracts, and Commodity Officers 
assigned overseas as well as the 380 member M/SER 
staff in Washington.
 

. The Office manages a fund for overseas building 
construction and purchases, with an annual ceiling of 
$3 millon. 
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FUNCTIONAL STATEMENTS FOR SER OFFICES 

PROCUREMENT POLICY, PLANNING AND EVALUATION STAFF 
(M/SER/PPE) 

MAJOR FUNCTIONS: The Procurement Policy, Planning and 
Evaluation Staff (M/SER/PPE) has the overall responsibility as 
the staff arm to the Agency's Senior Procurement Executive 
(M/AAA/SER), to formulate procurement policies for U.S. foreign 
assistance programs which require: 

-- Contracts 
-- Grants 
-- Cooperative agreements 
-- Host country procurement (both public and private) 

- Commodity procurements 
-- Agreements with other Federal agencies 

Another major responsibility assigned to M/SER/PPE is to 
monitor the integrity of the Agency's procurement systems by: 

-- Conducting evaluations of worldwide procurement 
operations 

-- Reviewing contracts, grants, etc. to ensure quality 
standards 

-- Preparing delegations of authority commensurate with 
need and ability 

In addition, M/SER/PPE is responsible for: 

-- Providing staff support to A.I.D.'s Procurement Policy 
Advisory Panel
 

Responding to audit reports on commodities, contracts, 
and procurement assistance
 

Representing AID in interagency fora related to
 
procurement policy
 

-- Formulating insurance policies and programs 
Planning and conducting training programs on 

procurement in coordination with A.I.D.'s training office 
(M/PM/TD*) 

-9



PART III 

ACCOMPLISHMENTS, CURRENT GOALS, AND CURRENT ISSUES 

By Three Major Categories of Activity within SER:
 

A - Organizational Management, Budget, and Agency
 
Procurement Executive Activities 

B- Contracting, Grant and Commodity Procurement 
Operations 

C- Automation and Management Services 

Operational 'Support Services for AID/W and 
Overseas -

J 
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In 1981 the A.I.D./Washington staff level 
was 2,406 employees; in 1987 the total 
staff level is down to 2,021. However, 
within the funding and personnel resources 
available to the SER Directorate as 
demonstrated in the charts provided, the 
following activities serve to illustrate 
that a broad level of support services 
continue to be provided to the Agency. 

The SER activities 'are here stated in terms 
of:
 

ACCOMPLISHMENTS,
 

CURRENT GOALS,
 

CURRENT ISSUES.
 

While these activities assist in
 
facilitating the work of the Agency they 
are also essential to keep the Agency in 
compliance with all the regulations and 
mandates provided by the Administration, 
the Congress, OMB, end all other regulatory 
agencies with oversight responsibilities 
pertaining to A.I.D. activities. 
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SER DIRECTORATE SUMMARY 
(FY 1979-FY 1988) 
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Operational Expenses 
FY ISo 

$20,043,500
 

Troy (o.3m) 

IRM (21.5%) 

PRIOR YEAR RESOURCES DEVOTED MOSTLY TO
636a (5.7%) 

S. UTILITIES. AND OTHER HOUSEKEEPING COSTS 
U. Cant (3.11) 

Gen Sup (56.5%) 

Operational Expenses 
FY 1988 

$40,246,500 

Trav (0.7%) 

IRVA (27.8%) 

SHARE OF RESOURCES DEVOTED TO
 

AUTOMATION INCREASED
 

636c (3.7%)7 
Gen Sup (64.8%) 

MIs Cont (3.0%) 



A - Organizational Management, Budget, and 
Agency Procurement Executive Activities
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A - Organizational Management, Budget, and
 
Agency Procurement Executive Activities
 

ACCOMPLISHMENTS 
 -

Centralized SER RESOURCE (personnel and funding) BUDGETING 
permitted reduction of direct hire positions. Implemented

reorganizations, consolidated functions, and suspended the 
filling of vacancies.
 

--	 Created the Office of Information Resources Management by
combining two former offices. The new office provides
each Agency organization with a single place to go for a 
wide range of management services from systems development 
to organization analysis to automation hardware and 
software support. 

--	 Initiated first large scale procurement of automation 
equipment to facilitate administrative and processing
 
functions.
 

--	 Increased services to the Agency's rapidly growing 
automation program despite a direct hire staff reduction 
of more than 30%. 

--	 Established broad service contracts to meet both the 
Agency's internal needs and the needs of A.I.D.'s program 
managers.
 

Retired extensive numbers of outstanding and unresolved 
audit recommendations on management and contract audit 
issues. Increased the rate of closure from 1-4 
recommendations per month to 8-14 closures per month. 
Reduced ongoing backlog of open IG audit recommendations 
from a high of 66 to 19 on March 31, 1987. Resolved all 
outstanding 1982, .1983, 1984, and 1985 recommendations. 

Consolidated all policy functions related to commodity 
procurement, contracts, grants and agreements with other 
agencies in a staff office reporting directly to the 
Procurement Executive. Since reorganization, all Agency 
Handbooks dealing with procurement and contracting have 
been 	extensively revised and updated.
 

--	 Instituted an annual procurement system certification 
review as required by Executive Order 12352. Overseas 
there are approximately 75 contracting activities at any 
given time and there are 4 in A.I.D./W. In PY 86 the 
systems in 11 Missions were reviewed and 2 activities in 
A.I.D./W were reviewed. In FY 87 we have reviewed 8 
Missions to date and 2 contracting activities in A.I.D./W. 
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A - Organizational Management, 
Agency Procurement Executive 

- Was the first Agency to conform 
Regulations (AIDPp) to the new 
Acquisition Regulations (PAR) by 
Acquisition Regulations (AIDAR).
 

- Instituted a system of Competition 
the Competition in Contracting Act. 

Budget, and 
Activities
 

the A.I.D. Procurement 
government-wide Federal 

providing the A.I.D. 

Advocacy as required by 

In coordination with OMB, restored A.I.D.'s special 
selection procedures for overseas contracts under 
$100,000, personal services contracts and contracts in 
furtherance of 

- Put in place a 
policies and 
personnel. In 

Foreign Assistance Act objectives. 

three-week course on government acquisition 
procedures for A.I.D. administrative 

addition, continued offering the three-day 
course on Contracting for Non-Procurement Personnel and 
the two-week Project Implementation Course for program 
officers and project personnel.
 

'Developed new regulations and guidance 
personal services abroad. This 
differentiating how Missions should 
citizens, cooperating country nationals, 
-nationals. 

for contracting for 
included coverage
 

deal with U.S.
 
and third country 

--	 Instituted a new delegation/warrant system prescribed by 
the Federal Acquisition Regulations and centralized these 
delegations of -acquisition and assistance authority under 
the Procurement Executive. 

--	 In coordination with the Associated General Contractors 
revised A.I.D.'s nationality requirements to ensure a 
greater U.S. presence on construction projects performed 
overseas. 

--	 Implemented the Federal Grants and -Cooperative Agreement 
Act by providing coverage in A.I.D. Handbook 13 
recognizing cooperative agreements as a viable assistance 
instrument.
 

-- Revised A.I.D.'s rules on Commodity Import Programs (CIPs) 
to bring public sector procurement in line with standard 
host country contract procurement procedures. 

--	 Provided Missions more program flexibility by authorizing 
a blanket waiver permitting procurement of right-hand 
drive vehicles. 
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A - Organizational Management, Budget, and
 
Agency Procurement Executive Activities
 

CURRENT GOALS 

- Work with the Office of Medical Services in the State 
Department to establish a system to ensure that A.I.D. 
contract employees overseas are provided with adequate 
health care. 

Develop a comprehensive Career Development Plan for 
contracting professionals in the Agency as required by 
Executive Order 12352 on Federal Procurement Reform. The 
Plan will incorporate both general and specialized 
classroom training as well as the effective use of 
on-the-job training. 

--	 Develop new policy directives on local cost financing of 
commodities to ensure that abuses don't occur and that 
Missions comply with source requirements. 

--	 Continue to provide more useful Mission specific policy 
guidance on contracts and grants given the increased
 
contract workload overseas. 

--	 Revise and amplify policy guidance by AID on grants to 
international organizations. 

--	 Cancel A.I.D. Handbook 16, Excess Property, and provide 
worldwide guidance on how PVOs can access excess property 
from other Government agencies. 

--	 Expand A.I.D.'s Competition Advocacy activities to include 
in house training and better procurement planning. 

REVIEW AND REVISE A.I.D. REG. 1 to ensure that it is not 
overly burdensome yet meets all legislative requirements 
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A - Organizational Management, Budget, and) Agency Procurement Executive Activities 

CURRENT ISSUES 

--	 A.I.D. programs are subject to regular scrutiny by 
Congress, special interest groups, the press, and the 
public. As an Agency, we are constantly reviewing our own 
operations in a continuous attempt to improve our 
efficiency and effectiveness. There have been at least 
five procurement and management improvement studies 
involving procurement in the last six years. 

There are, of course, problems related to the procurement 
process. The Agency has had good success identifying and 
correcting these. However, there is an unfortunate 
tendency to target "procurement problems' when considering 
program efficiency and effectiveness because it is an 
easily identifiable focal point in the process; it is an 
area without a management constituency; and it is an area 
whose complexities are not immediately apparent. -These
 

factors have made procurement a tempting target for quick 
fixes.
 

Our professional analysis of the procurement system 
indicates that it is quite responsive to the program needs 

k 	 of the Agency, and is about as simple and streamlined as it 
can be, within the 'constraints of external laws and 
regulations. 

With certain exceptions specified in the Foreign Assistance 
Act and Executive Order. 11223, A.I.D. is subject to the 
Federal Acquisition Regulation, and to various laws and 
regulations applicable to government procurement. This 
imposes some very real constraints on us, and on all other 
agencies.
 

There is little, if any, further real opportunity for 
basic, significant change to A.I.D.'s procurement system 
which we can make at our own discretion without obtaining 
outside review, clearance, and authorization from either 
O0MB, Congress, or the President.
 

Much of what remains for our discretionary action is in the 
area of program planning. We believe that advance 
planning, taking procurement constraints into account, 
offers a largely untapped opportunity for improved 
operational efficiency and effectiveness. 
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B - Contracting, Grant and Commodity -Procurement Operations 
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B -Contracting, Grant and Commodity Procurement Operations 

ACCOMPLISHMENTS
 

-- Combined the separate offices of (1) Commodity Management, 
and (2) Contract Management into a single Office of 
Procurement. 

- Through intense training and recruitment efforts, increased 
the worldwide network of procurement officers; OR now 
backstops 52 Foreign Service procurement officers overseas. 

- Substantially reduced A.I.D./W commodity support staff to 
accommodate new implementation field authorities. 

- Developed and delivered an automated, contract writing 
system which includes periodically updated, complete 
provisions of the Federal Acquisition Regulations; used in 
A.I.D./W and 18 overseas Missions. 

- Terminated the. Excess Property Program resulting in 
reduction of 16 full time staff positions and over $500,000 
in annual expenditure savings.
 

--	 Assisted Agency with extraordinary efforts in contracting, 
commodity procurement and transportation in support of 
African drought relief. -

Based upon Grace Commission recommendations, took over 
Title II shipping program from USDA. 

--	 Instituted a major effort to closeout A.I.D./W contracts; 
2,000 completed in past 18 months. 

--	 Through combined efforts of procurement workforce in 
A.I.D./W and abroad, attained management responsibility for 
some 2,200 contracts and grants with cumulative obligations 
in excess of 2.2 billion dollars. 
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B - Contracting, Grant and Commodity Procurement Operations 

CURRENT GOALS
 

- Install new 
Procurement 

information tracking systems in the 
to ensure efficient document handling. 

Office of 

- Identify impediments 
procedures to improve 

to the procurement process 
procurement processing. 

and change 
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B - Contracting, Grant and Commodity Procurement Operations 

CURRENT ISSUES -

-- Contract award to D. F. Young for freight forwarding 
been suspended pending resolution of a protest filed 
the Comptroller General by Universal Shipping Company. 

has 
with 

- Torricelli Amendment to the FAA, if 
difficult monitoring requirements for 
from the United States and compliance 
requirements. 

enacted, may impose 
commodity procurement 
with Cargo Preference 

-- The Maritime Administration (MARAD) has reported A.I.D.'s 
failure to comply with 50-50 shipping requirements for CY 
1985. A.I.D. has disputed this determination. 

-20



C - Automation and Management Services 
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C - Automation and Management Services 

ACCOMPLISHMENTS
 

successfully managed a formal information technology 
program that has had extraordinary growth: 

--	 New systems installed in each of 18 A.I.D./W bureaus and 
independent offices to link the organizations internally.
 

- A.I.D./W workstations grew from 1 for each 14 employees to 
1 for each 3 employees.
 

--	 A.I.D. Missions with computer systems grew from 4 posts to 
all 	75 posts.
 

USAID workstations increased from 80 to 1700.
 

- Developed a standard Mission Accounting and Control System 
that is already operating at 25 posts that manage over 85% 
of mission funds.
 

Developed standard administrative and participant training 
csystems for internal mission use and A.I.D./W use.
 

Developed a central Agency system, with PPC, to help
 
bureaus manage their project portfolios. 

Developed a 5-year plan to meet A.I.D.'s telecommunications 
needs and established A.I.D.'s first high-speed
 
telecommunications network that already links all A.I.D./W 
bureaus with 13 missions
 

Established a highly successful Technical Resource Center 
to provide direct support to Agency automation users.
 

Established a formal microcomputer program with standard 
hardware and software.
 

--	 Improved communication through (1) workshops for project 
officers/managers in the use of automation tools for 
project design and implementation, (2) technical workshops 
for system managers, (3) a clearinghouse that enables 
missions to take advantage of software developed at other 
posts, (4) an active A.I.D./W system administrators group 
and (5) a strong client analyst relationship in A.I.D./W. 

- Replaced the Agency's aging central computer with new 
equipment that *can be expanded to meet the Agency's needs 
through 1990. 

-22



C - Automation and Management Services 

CURRENT GOALS
 

- Develop a five-year strategic plan that will address 
A.I.D.'s information technology needs through 1993 (due in 
first quarter, 1988). 

Establish a pilot site that will be used to determine if 
the Agency should move to the next higher level of use of 
technology--the extensive use of automation by officers as 
well as staff.
 

Plan and budget for replacement of aging A.I.D./W computer 
equipment in A.I.D./W Bureaus (plan due 1987, budget 
submissiond due 1987-89). 

Extend the high-speed communications network to at least 30 
posts by 1990, and simplify the use of the system.
 

Reduce long-term software system development and
 
maintenance costs through the use of new software tools. 
Goal is a 25% reduction by 1990/91. 

--	 Allocate additional resources to meet the demand for 'the 
development of new systems, and support the new Financial 
Accounting and Control System (1987/88). 

-	 Reduce overall hardware maintenance costs through the 
selective use of third party firms (1988). 

--	 Provide adequate support to the rapidly growing mission 
automation program by adding contractor support (1988). 

- Reach a threshhold of one workstation for each two 
employees in A.I.D./W (1990). 

--	 Complete the consolidation of A.I.D.'s central IRM service 
contracts (fourth quarter 1987). 
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C - Automation and Management Services
 

CURRENT ISSUES
 

- Increased 
differing 

importance 
A.I.D.-State 

of information systems security and 
views of systems security overseas. 

- Demands for new systems support 
experience with their 
microcomputers. 

as clients get more 
equipment--particularly 

- Alternate means of satisfying the 
information technology services, 
contraints. 

growing demand for 
recognizing budget 

-- Delayed recompetition for worldwide contract 
computer equipment, software and service to 
and U.S.I.A. 

that 
State, 

provides 
A.I.D., 
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D - Operational Support Services for AID/W and Overseas 

,I 
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D - Operational Support Services for AID/W and Overseas 

ACCOMPLISHMENTS
 

- Relocated 480 scattered SER Directorate employees, and SDB 
to Twin Towers building in Rosslyn, Virginia; and installed 
cabling for Local Area Network.
 

- Brought state-of-the-art System 85- telephone services to 
approximately 3/4 of A.I.D./w employees.
 

- Modularized over 108,000 sq. ft. of office space in the 
Main State Department building.
 

- Implemented space management plan to facilitate the 
reorganization and consolidation of several bureaus; 
relocated over 300 employees and reduced occupied office 
space by 11,509 sq. ft. 

- Automated operations of the worldwide telegram 
communications system, providing automated analysis and 
distribution of 50% of telegram traffic received in 
A.I.D./W. 

- Microfilmed project records in the three Geographic 
Bureaus, the Office of Procurement, and the Office of 
Financial Management. Approximately 150 file cabinets 
returned to stock or released for other use. 

- Identified records of A.I.D.'s predecessor agencies and 
initiated their declassification and transfer to the 
National Archives. I 

- Implemented an automated system to track and report 
shipments of employee household effects, private vehicles, 
and unaccompanied baggage.
 

- Established long term automated storage of telegrams to 
facilitate reference and research of telegrams. 

- Implemented a Government Owned/Contractor operated 
printing operations contract, and upgraded Agency-wide copy 
management services.
 

- Contracted for warehouse operations: direct hire personnel 
now available to concentrate on higher property management 
priorities.
 

- Negotiated lease for space in 515 22nd Street for 
relocation of M/FM employees in October 1987 and for M/PM 
later.
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D - Operational Support Services for AID/W and Overseas 

Assumed lease management responsibility from GSA for three 
office buildings and the Warehouse as part of GSA's program 
to improve building management services by delegating 
authority to tenant agencies. 

Assumed direct administration of the Personal Property 
Claims Program from the Department of State. 

Acquired and implemented an automated system for processing 
administrative purchases.
 

-- Conducted three joint State/A.I.D. management surveys to 
reduce overseas support costs.
 

- Conducted ten overseas administrative management workshops 
to ensure that Executive Officers remain knowledgeable 
regarding management trends, issues. 

- repared GSO training manuals to upgrade FSN skills. 

- Regularize motor vehicle purchase and standardization 
requirements. 
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D - Operational Support Services for AID/W and Overseas 

CURRENT GOALS 

- Update administrative management regulatory guidance. 

- Assist 
security 

in streamlining the 
waiver approval process. 

overseas office building -

- Assist 
costs. 

U.S.A.I.D.s to reduce administrative management 

- Increase administrative management delegations to the field. 

-- Increase maximum amounts payable to employees under 
Military Personnel and Civilian Employees Claims Act for 
loss or damage to specific categories of personal property. 

- Convert from 
metering and 
operations. 

the use of 
continue 

indicia envelopes to direct mail 
to modernize mail and distribution 

- Consolidate employees in 
State and/or in Rosslyn; 
to 515 22nd Street. 

fewer office buildings 
relocate Universal North 

near Main 
employees 

- Microfilm project records in the S&T Bureau and implement 
overseas distribution of microfiched project documents. 

- Implement 
A.I.D./W. 

non-expendable property management system for 

- Improve system 
external mail. 

for distributing Agency internal and 

- Continue -to modularize Main State office space. 

- Enhance information 
transportation services 
services. 

to 
and 

employees 
continue 

on 
to 

travel and 
improve client 

-- Continue installation 
telecommunications system 

of 
for 

"System 85s 
A.I.D./W offices. 

voice/data 
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D - Operational Support Services for AID/W and Overseas 

CURRENT ISSUES
 

--	 How to manage the onerous impact of new State Department 
security requirements on:
 

1. 	leasing of additional U.S.A.I.D. office space overseas.
 

2. 	 construction management of new U.S.A.I.D. office
 
buildings.
 

- Necessity for additional subordinate overseas slots to 
accommodate newly hired Executive Officers after their 
training is over and until attrition brings people and jobs 
more into balance.
 

Control of promotional benefits received- by employees from 
carriers (e.g., frequent flyer bonus points).
 

--	 Should Agency travel policy be revised to permit travel 
accommodation upgrades.
 

--	 Contracting out mail & files function. 

--	 The Columbia Plaza building has environmental problems and 
is scheduled for major renovation to resolve them.
 

- Main State Department building is in need of major 
renovation to upgrade electrical capacity and other 

infrastructure and may result in major temporary relocation 
of employees. 	 I
 

- The Agency needs to issue revised smoking regulations., 
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INTRODUCTION
 

OFFICE OF PERSONNEL MANAGEMENT
 
BUREAU FOR MANAGEMENT
 

The Office of Personnel Management is responsible for 
developing, implementing and managing a centralized personnel 
program for the Agency. This program includes Foreign 
Service (FS) employees located overseas (in approximately 70 
different locations) and in AID/Washington; Civil Service 
(CS) employees; Foreign Service Nationals (FSNs); resident 
hire and American family member employees employed at 
overseas posts; and, certain aspects of participating agency 
and personal service contract employees.. The program covers 
the full range of human resource activities including 
,recruitment and selection, training, performance evaluation, 
career development, assignment, promotion, awards, benefits, 
retirement, employee relations and position classification. 

Over the past several years, the Office of Personnel 
Management has had major accomplishments in the area of human 
resources management: 

Implemented the Foreign Service Act of 1980
 
requiring a myriad of new policies, programs and
 
changes in existing regulations
 

--	 Developed and implemented the Foreign Service Open 
Assignment Systemto provide employees with an 
opportunity to actively participate in the
 
assignment process
 

--	 Implemented the Foreign Service selection out system 
to deal with those employees whose performance is 
less 	competitive than their peers
 

--	 Established a Career Development program to provide 
employees advice on career advancement and
 
counseling on skills areas that need improvement 

--	 Developed and implemented a comprehensive language 
training program to increase the effectiveness of
 
Foreign Service employees stationed overseas
 

--	 Instituted pay and allowance changes including 
performance pay for Foreign Service employees to 
provide additional incentives
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Developed and installed new personnel evaluation 
systems for the Civil and Foreign Services to 
improve performance management 

--	 Improved manpower planning and forecasting to 
provide an accurate recruitment target 

--	 Implemented an Executive Personnel Assignment
 
Program for the assignment of Foreign Service
 
employees to executive level positions
 

--	 Revised the International Development Intern Program 
to streamline the program as well as strengthen its 
best 	aspects
 

--	 Revised recruitment and selection procedures for the 
Foreign Service to make the system more cost 
effective and to emphasize the need for 
managerial/interpersonal competence and technical 
expertise. Specific examples include reducing the 
number of technical selection panels; adding foreign 
language capability as a selection factor to reduce 
training costs, and discontinuing payment of travel 
of applicants to Washington, D. C. for interviews 

--	 Completely revised the training program to better 
align course offerings with the Agency's technical 
and 	policy goals
 

--	 Developed an improved system for setting wages for 
Foreign Service Nationals and Agency classification 
standards to improve classification of A.I.D.-unique 
Foreign Service National -positions 

--	 Developed or revised numerous Civil Service 
personnel policies and programs including a
 
comprehensive performance management program and 
revision of the merit promotion program and of the 
reduction in force policy 

--	 Made significant improvement in and increased use of 
the automated personnel system to accommodate 
reduced.ceiling and decrease the workload of staff 

--	 Implemented time-in-clasp (TIC) for Senior Foreign 
Service employees
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-- Established 
particularly 
leaving the 

a viable 
to assist 

Agency 

outplacement program 
those employees involuntarily 

-- Implemented 
of 1061 work 
force. 

a reduction in 
years without 

Agency personnel ceiling 
conducting a reduction in 

The Office of Personnel Management is faced with two major 
priorities:
 

--	 an accelerated effort to recruit and select more 
than 200 Foreign Service employees; 

--	 implementation of the new retirement systems for 
both 	 Civil and Foreign Service employees. 

With regard to the- former, increased attrition coupled with a 
previous employment freeze has resulted in the Agency 
dropping well below the OMB authorized ceiling. To rectify 
this situation, a concerted effort is being made to recruit 
and hire a large number of employees by the end of the fiscal 
year without sacrificing quality. 

The new retirement legislation is complex and has created a 
major workload for the personnel staff. In addition to 
training Office of Personnel Management staff in the new 
systems, we will provide counseling to all Agency employees 
on the pros and cons of converting to the new systems, as 
well as Thrift Savings Plan benefits. 

Another area of major concern is the management and 
utilization of our Foreign Service Nationals (FSNs). We have 
recently established an FSN unit which is focusing on FSN 
benefits problems and the development of FSN training 
programs.
 

Other major issues facing the Office of Personnel Management 
are: time-in-class for Foreign Service employees below the 
Senior Foreign Service levels; improving secretarial and 
clerical recruitment; improving the decision-making process. 
for executive assignments; increasing the supervisory and 
managerial skills of our senior executives; and, studying the 
question of whether a change in the length of tours of duty 
overseas would be more cost effective and would result in 
program management improvements. 



B1.
 

CIVIL SERVICE PERSONNEL SYSTEM
 

The Civil Service is comprised of employees who provide program
 
support, and at the higher levels, continuity to the management
 
of the Agency's foreign assistance programs. These individuals
 
serve at headquarters and are not assigned overseas (except on
 
temporary duty). At the senior management level, the Foreign
 
Assistance Act provides for 12 Presidential appointees. Other
 
personnel authorities include an allocation of 52 Senior
 
Executive Service positions, of which 35 are currently filled.
 
Below this level we currently employ 1,582 persons in the
 
General Schedule (GS). We are hiring from the outside for
 
shortage category occupations such as secretaries, accountants,
 
contract specialists, systems analysts and other positions for
 
which there are an insufficient supply of in-house candidates.
 
-Compensation-of GS employees is based on the rank-in-position
 
concept; i.e. compensation or grade is based on the value of
 
the work being performed. Promotion of GS employees requires
 
open competition through the Agency's Merit Promotion Program.
 
With the passage of the Civil Service Reform Act of 1978, a
 
performance management system has been implemented which gives
 
management strong sanctions (including removal) to take in
 

response to poor performers. In addition, the act introduced
 
the concept of pay for performance. Supervisory personnel
 
within the-GS system receive annual additions to individual
 
salary levels, called Merit Increases, based on their
 
documented achievement in accordance with the provisions of the
 
Agency's Performance Management and Recognition System. Most
 
non-supervisory GS employees are afforded union representation
 
under negotiated agreement between the Agency and the American
 
Federation of Government Employees.
 

Schedule C Personnel: Within the General Schedule
 
authority are provisions for the non-competitive
 
appointment of individuals who will have a confidential
 
relationship to a Presidential Appointee or certain other
 
political appointees. A.I.D. currently has 25 such
 
persons. Individuals proposed for such appointments
 
require White House approval prior to appointment. The
 
position they will encumber also requires prior approval by
 
the U.S. Office of Personnel Management.
 

Administratively Determined Personnel (AD): The AD
 
authority empowers the Administrator to appoint or remove
 
up to 110 employees without regard to any other personnel
 
rule or regulation. Such individuals are untenured, serve
 
at the pleasure of the Administrator, and may be removed at
 



any time. No more than 51 ADs may be compensated at a 
level in excess of GS-15, step 10. None may be compensated
 
above the GS-18 rate of pay currently in effect (subject to 
the pay cap for GS employees of $72,500). It is the 
Agency's policy to adhere as closely as possible to the 
provisions governing the GS pay system when setting salary 
rates for individual AD personnel. This authority is 
frequently used to appoint individuals with unique 
scientific or technical qualifications for assignments of 
short duration. Upon termination of appointment, ADs who 
held a competitive appointment immediately before their AD 
appointment are entitled to reinstatement in the same 
position, or to one comparable to that held previously. 
There are currently 101 ADs on board. Two are compensated 
above the AD-15 level. 
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FOREIGN SERVICE PERSONNEL SYSTEM 

The Agency presently has 1,871 direct hire U.S. Foreign Service 
Officers who are appointed, compensated and assigned under the
 
provisions of the Foreign Assistance and Foreign Service Acts. 
The ES workforce comprises more than 20 discrete occupational 
specialty areas (education, economists, etc.). FS personnel 
are expected to be available for worldwide service; they spend 
varying portions of their careers both on resident overseas 
assignments (in some 70 developing countries) and in 
Washington; and are responsible for the backstopping, 
implementation and direction of the Agency's diverse foreign 
assistance and economic development programs. The assignment 
of Foreign Service Officers is a competitive process which 
attempts to balance Agency needs, employee preferences, and 
career development concerns. 297 of the total FS population 
are members of the Senior Foreign Service, compensated on the 
same schedule as the Senior Executive Service. Compensation 
for Foreign Service employees is based on the rank-in-person 
concept with individual officers generally serving in positions 
at their personal rank or at one grade above or below their 
personal rank. Appointments may be either non-career (for 
limited purposes and not to exceed 5 years) or career. Career 
Foreign Service Officers at or above the grade of FS-3 (GS-13 
equivalent) are commissioned by the President with the advice 
and consent of the Senate. Promotions in the Foreign Service 
are based on a competitive system of peer review of 
performance. In addition to promoting top ranked individuals,
 
review boards recommend relatively less competitive employees 
for selection out (removal). In addition to direct hire U.S. 
Foreign Service personnel, A.I.D. employs approximately 1,204 
foreign national employees abroad, and very substantial numbers
 
of contract employees of different kinds.
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B.3.
 

FOREIGN SERVICE NATIONAL PERSONNEL SYSTEM
 

Foreign Service Nationals (FSNs) are non-U.S.-citizens hired by 
the Agency to work in its overseas offices and missions. 
Foreign Service Nationals (also referred to as Host Country 
Nationals) are assigned to a broad range of duties. While most 
overseas managerial jobs are incumbered by U.S. Foreign Service 
employees, most of the worker-level positions are filled by 
foreign nationals. 

A'sample of Foreign Service National positions includes a 
project manager in Islamabad, a chauffeur in Yaounde, a voucher
examiner in Cairo, the Director of the Office of Engineering in 
Lima, and the chief accountant in Abidjan. Foreign Service 
Nationals working for A.I.D. include individuals with some high
school level training through those with considerable training 
beyond the Doctoral level. 

Foreign Service Nationals may be hired as direct-hire employees 
of the U.S. government (we employ approximately 1,200 direct
hire employees) or by Personal Services Contract (PSC). They 
are covered by a rank-in-position personnel system in which the 
nature of the duties to be performed and the level of responsi
bility inherent in the assignment are evaluated and allocated 
to a grade. Compensation and benefits are based on locally 
prevailing practices. 

The Foreign Service National personnel system is an interagency 
system coordinated by the Department of State. System-wide 
position classification standards and individual-county compen
sation plans are approved by all foreign affairs agencies in 
Washington, while most job classifications and individual 
personnel actions are handled at post. 
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SUMMARY OF THE FOREIGN SERVICE ACT OF 1980
 

The 	Foreign Service Act of 1980 was effective February 15, 1981, except for 
two 	 items, which were effective October 1, 1980: 

-- the change in the mandatory retirement age from age 60 to age 65; 
-- the effective date of the comparability pay increase for Foreign 

Service employees.
 

The intent of the Act is to establish a career Foreign Service characterized 
by excellence and professionalism to assist the President and the Secretary of 
State in conducting the various foreign affairs of the United States. The 
objective of the Act is to strengthen and improve the Foreign Service by: 

--	 providing, in accordance with merit principles, career status only to 
employees who have demonstrated fitness of service, and separating 
employees who do not meet requisite performance standards; 

--	 fostering the developing and implementation of policies and procedures 
that facilitate and encourge entry into and advancement in the service 
by persons from all segments of society, and assuring equal 
opportunity and fair and equitable treatment for all; 

--	 providing for more efficient, economical and equitable personnel admin
istration through a simplified structure of Foreign Service personnel 
categories and salaries; 

--	 establishing a statutory basis for labor relations in the Foreign 
Service; 

--	 minimizing the impact of the hardships, disruptions and other unusual 
conditions of service abroad upon Foreign Service employees and mitiga
ting the special impact of such conditions on their families; 

--	 providing salaries, allowances and benefits (including-an incentive 
payments and awards program) that will attract and retain qualified 
persons;
 

--	 establishing a Senior Foreign Service characterized by strong policy 
formulation capabilities, outstanding executive leadership qualities 
and highly developed, functional language and area expertise; 

--	 improving Foreign Service managerial flexibility and effectiveness; 

--	 increasing efficiency and economy by promoting maximum compatibility 
among the five agencies authorized to use the Foreign Service 
personnel system, as well as compatibility between the Foreign Service 
personnel system and other federal personnel systems. 

The Act specifies that the Secretary of State is responsible for coordinating 
implementation of the Foreign Service Act among the five foreign affairs 
agencies (A.I.D., U.S. Information Agency and the Departments of State, 
Commerce and Agriculture). But it also is important to note that in the 



context of compatibility of use between the five agencies, the Act states that 
wherever the word "Secretary" is used, it also refers to and gives authority 
to the head of each of the agencies to act independently within overall need 
to assure compatibility and unity between the agencies. 

Major provisions of the Foreign Service Act of 1980: 

--	 establishment of a system in which Foreign Service Officrs/Reserve and 
Foreign Service Staff are combined into one pay schedule labeled FS 
(FSO for State Department); 

--	 establishment of a Senior Foreign Service (SFS), somewhat analogous to 
the Senior Executive Service, establishing a new Senior Career group 
with three classes labeled (bottom up) Counsellor, Minister-Counsellor 
and 	Career Minister;
 

--	 benefits to encourage and facilitate the recruitment and assignment of 
Foreign Service employees, especially to hardship and danger posts; 

--	 establishment of Tenure Boards to review applicants for career status 
into the Foreign Service and the Senior Foreign Service; 

--	 selection out of A.I.D.'s Foreign Service officers under a 
time-in-class
 
concept (this aspect of the Act was not applicable to A.I.D. prior to 
the 	Act of 1980);
 

provides survivor benefits for certain former spouses of Foreign 
Service employees. 

To respond to the Act, the five foreign affairs agencies have had to make 
additional career development efforts and to provide additional language 
training. Also, the Act codifies labor management relations regarding the 
Foreign Service and establishes a Foreign Service Labor Relations Board to 
handle allegations of violations of law, representation matters and 
negotiability issues. 
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iF KEY PERSONNEL 

OFFICE OF THE DIRECTOR 

Robert Halligan, Director
 
Lois E. Hartman, Deputy Director
 

ADMINISTRATIVE STAFF
 

Isabel C. Curtis, Administrative Officer
 

EXECUTIVE PERSONNEL MANAGEMENT STAFF
 

Peter W. Askin, Chief
 
Verna L. Reynolds, Deputy
 

RESOURCES PLANNING STAFF
 

Evelyn P. Hooker, Chief
 
William L. Harley, Jr., Deputy
 

CIVIL SERVICE PERSONNEL DIVISION
 

Jeanette M. Barrow, Chief 
Shirley D. Renrick, Deputy
 

FOREIGN SERVICE PERSONNEL DIVISION
 

Francis R. Herder, Chief
 
Janet C. Rourke, Deputy
 

LABOR/MANAGEMENT RELATIONS DIVISION
 

William D. Jones, Chief
 
Helen R. MacKenzie, Deputy
 

POLICY, POSITION CLASSIFICATION AND FOREIGN NATIONAL DIVISION 

Henry A. Ulrich, Jr., Chief
 
Mary Rita Zeleke, Chief, Foreign National Staff
 
Timothy R. Beaty, Chief, Position Classification Branch
 
Charles Douglas Brandi, Chief, Policy Branch
 

TRAINING DIVISION
 

Mary K. Huntington, Chief
 
Alberta P. Talbert, Deputy
 



ADMINISTRATIVE STAFF
 
M/PM/ADM
 

Chief, Isabel Curtis 
Deputy, Yvette Hart
 

This staff provides standard administrative services to the 
Office of Personnel Management and in addition performs certain 
A.I.D./wide functions involving personnel records and budget 
support and employee services. Specific functions are: 

-- Provides budget and 
Office of Personnel 

personnel 
Management 

staff support for the 

-- Prepares and executes the personnel support budget for 
the Agency (Foreign Service retirement and relocation 
expense, travel and per diem for language training, 
invitational travel). 

-- Provides 
notaries, 

for certain employee 
emergency loan fund, 

services: 
voter 

tax advisors, 
information. 

-- Maintains the Official Personnel 
for all direct hire empfloyees. 

Files for the Agency 
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EXECUTIVE PERSONNEL MANAGEMENT STAFF
 
(M/PM/EPM)
 

Chief, Peter W. Askin-

Deputy, Verna L. Reynolds
 

The EPM staff is responsible for coordinating the development
 
and administration of the Agency's executive personnel
 
management program with emphasis on Foreign Service Personnel.
 
Key functions are:
 

-- Serves as career counselor for employees assigned to 
executive (EPAP) positions and for employees seeking 
such assignments 

-- Provides staff support and serves as executive 
secretary of the -Executive Personnel Assignment Panel 
(EPAP) 

--	 Coordinates the process of selection and approval of 
assignments 

Responsible for the Senior Foreign Service Performance
 
Pay System and Presidential awards
 

--	 Processes all actions for employees assigned to EPAP 
positions. 

Executive Personnel Assignment Panel (EPAP) process
 

EPAP was established as a means for the Administrator to obtain 
the recommendations from senior managers, as a group, of 
candidates for assignment to executive-level positions. 
Executive-level positions include Deputy Assistant 
Administrators, Office Director and some Deputy Office Director 
positions in A.I.D./Washington as well as heads of overseas 
posts and their deputies. In most cases, these positions are 
filled by members of the Foreign Service. 

In the past, the panel met annually and was chaired by the 
Administrator. Membership of the Panel included Assistant
 
Administrators, independent office heads and the Director of 
Personnel. Recently we have revised the process to expedite
 
decision making and to lessen the burden of long meetings on 
our top Agency management. For the assignment cycle covering
 
January 1, 1988 through May 31, 1989, candidates for 
executive-level positions will be discussed with concerned
 
bureaus/offices and assignment lists submitted by the Director 
of Personnel for approval by the Administrator. 
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RESOURCES PLANNING STAFF
 
(M/PM/RP)
 

Chief, Evelyn Hooker
 
Deputy, William Harley 

This Staff is responsible for serving as systems and automation 
specialist for personnel operations and reporting and M/PM's 
liaison with the Office of Information Resources Management; and 
provides direction of the internal personnel management 
evaluation process. Specific functions are: 

-- Operates the automated personnel system - RAMPS. 
Coordinates with the Office of Financial Management on 
interface of personnel data with the automated payroll 
and accounting systems. . 

-- Analyzes, compiles, and publishes information on 
A.I.D.'s past, curreht, and projected work force 
requirements. 

-- Prepares and publishes strength data and all other 
personnel reports required by and of the Agency. 

-- Identifies and advises on improving automated systems 
and improving utilization of automation in all 
operations. 

-- Conducts management studies and evaluations at the 
request of the Director of Personnel. 
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CIVIL SERVICE PERSONNEL DIVISION
 
(M/PM/CSP)
 

Chief, Jan Barrow
 
Deputy, Shirley Renrick
 

This Division is responsible for the overall personnel
 
management program for Civil Service employees including
 
Executive Appointment personnel (Presidential Appointees),
 
those in the General Schedule (GS and GM), the Senior Executive
 
Service (SES), Administratively Determined personnel (AD),.
 
Schedule C personnel, Schedule A personnel (Attorneys) and Wage
 
Grade personnel (WG). Specific key functions include:
 

-- The recruitment and management of the selection of 
professional, technical and secretarial/clerical 
personnel 

The approval and processing of promotions and 
reassignments 

-- The development, implementation and evaluation of the 
performance management program 

-- The provision of technical assistance and advice on 
all employee relations matters including disciplinary 
and removal actions 

-- Management of the employee benefits program including 
life insurance, health benefits and retirement 

-- Processing personnel actions for all of the 
aforementioned functions plus pay adjustments and 
awards. 
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FOREIGN SERVICE PERSONNEL DIVISION 
(M/PM/FSP) 

Chief, Francis R. Herder
 
Deputy, Janet C. Rourke
 

The 	 Foreign Service Personnel Division is responsible for the 
overall pesonnel management of Foreign Service employees
 
(including Senior Foreign Service Employees) who are not 
assigned to executive-level positions. Specific key functions
 
are:
 

-- Recruits for and manages the selection of A.I.D. 
Foreign Service officers
 

--	 Manages the process of selection and approval of 
assignments 

--	 Develops and implements a career development and 
counseling program for Foreign Service employees
 

--	 Manages an evaluation system for all Foreign Service 
employees including tenuring, promotion, cash awards 
and 	selection out
 

--	 Responsible for the commissioning process 

--	 Manages the Agency's Outplacement Program 

--	 Processes all actions for employee's assigned to 
non-executive level positions 

-- Manages the Joint Career Corps and Reverse Joint 
Career Corps Programs
 

--	 Implements the Foreign Service Retirement and 
Disability System and the new Foreign Service Pension 
System
 

-- Provides advice to employees on a full packag of 
benefits including health and life insurance,
 
allowances, Foreign Service Medical program and 
benefits arising from medical evacuations and deaths 
overseas.
 



F.6
 

LABOR MANAGEMENT RELATIONS DIVISION
 
(M/PM/LMR)
 

Chief, William Jones
 
Deputy, Helen R. MacKenzie
 

This Division represents A.I.D management on all labor
management relations matters with the exclusive employee
 
representatives, the American Foreign Service Association
 
(AFSA) which is the union representing the Foreign Service
 
employees; the American Federation of Government Employees
 
(AFGE) which represents Civil Service employees; and with
 
outside organizations and special boards and commissions such
 
as the Foreign Service Grievance Board. Specific functions are:
 

-- Negotiates labor/management contracts and agreements 
on personnel management issues with the AFSA and AFGE. 

-- Defends A.I.D. aqaiqst unfair labor practices and 
related complaints. 

Investigates employee grievances and prepares Agency 
decisions. 

-- Administers the Workers' Compensation Program for 
A.I.D. 
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POLICY, POSITION CLASSIFICATION AND FOREIGN NATIONAL DIVISION
 
(M/PM/PCF)
 

Chief, Henry Ulrich
 

Advises the Director of Personnel on policy development, proposed
 
legislation and regulations affecting the personnel management 
systems of A.I.D. Administers programs for policy issuance, 
position management and classification, pay and compensation.
 
Develops policy and coordinates personnel management matters for
 
Foreign National, Third Country National and Personnel Services
 
Contract employees.
 

These programs are carried out by the following:
 

Foreign National Staff (M/PM/PCF/FN): Chief, Mary-Rita Zeleke
 

Proposes policies concerning Foreign National personnel
 
administration and directs or coordinates all A.I.D.
 
personnel and training programs for Foreign National, Third
 
Country National and Personnel Service Contract employees
 
(who are FSNs).
hI 
The thrust of current programs is the overall improvement of
 
the Foreign Service National personnel programs concentrating
 
on the expansion of a comprehensive training program, and the
 
development of standard gu'idelines for employee benefit
 
packages world wide.
 

Personnel Policy Branch (M/PM/PCF/PP): Chief, Charles D. 
Brandi
 

Formulates and provides advice and interpretion of personnel
 
policy and regulation. Performs or coordinates the
 
development and coordination of the A.I.D. handbook, material
 
for congressional presentations, reports, testimony, and
 
legislative proposals. Represents the Agency with other
 
Foreign Affairs agencies on development of joint policy and
 
regulation. Oversees employee incentive awards system.
 

Position Management and Classification Branch
 
(M/PM/PCF/PMC): Chief, Timothy Beaty 

Classifies agency positions in accordance with governing law
 
and standards provided by the U.S. Office of Personnel
 
Management. Develops A.I.D. standards for Foreign Service
 
Positions. Develops standards for Foreign National positions
 
as required to meet special A.I.D. needs. Cooperates with
 
the Department of State in development of interdepartmental
 
standards and policies.
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TRAINING DIVISION
 
(M/PM/TD)
 

Chief, Mary Euntington
 
Deputy, Alberta Talbert
 

This Division has responsibility for the planning, development 
and administration of the Agency's training program. Key 
functions include:
 

--	 Design and management of general skills courses 
including project implementation, project design,
 
financial analyses, contracting, data management, 
development studies and mid-level and senior management
 

--	 Design and management of administrative, program and 
special technical courses including private sector, 
health, agriculture, microcomputer, secretarial and 
supervisory
 

--	 Managing the new employee orientation program, short 
and long term training programs, Washington and post 
language programs and language proficiency testing 

-- Managing 
(library, 
service, 

the Agency's 
country spe

video tapes) 

Development 
cific training modules, 

Resources Center 
reference 

Training Program 

The Agency's training program has undergone a major revision 
over the past four years. The attached gives a brief
 
description of the new program.
 



A.I.D. Staff Training 

The Agency's staff training program has been completely 
restructured since 1981, in response to the emphasis placed on 
appropriate staff training and development in the Foreign 
Service Act of 1980, as well as the clear need to better align 
course offerings with the technical and policy aims of the 
Agency. This program was formerly characterized by a loosely 
organized and largely outdated collection of course offerings 
that included some program skills and technical subjects 
developed on an ad hoc basis, as well as mid-career and long 
term training combined with participation in multiple 
professional conferences. Between 1982 and 1984, a stratecy 
for foreign service core training was developed, based on broad 
based needs assessments in AID/W and the field, for training 
throughout the typical foreign service career. Within this 
strategy framework, new courses have been designed and 
implemented that meet specific A.I.D.-related requirements 
necessary at each career stage and that are responsive to 
current operational and policy needs. Beginning with a 
substantive new entry orientation course, major features of the 
curriculum include skills training in basic design of projects; 
a group of program operational skills courses in such areas as 
project implementation, contracting, and project financial 
analysis; mid-level management skills; a series of technical 
state-of-the-art courses in the Agency's major technical 
fields; the mid-career development studies course; and 
ultimately the senior management course and special seminars 
for those entering executive positions in the field and 
Washington. Language training, data and information management 
systems, focussed short term technical and administrative 
training are also available under agency and Foreign Service 
Institute auspices or through private training institutions, 
while long term university training and U.S. Government short 
term executive programs are provided on a limited, selective 
basis. The Agency's sizeable Foreign Service National staff 
are also included in appropriate skills and technical training, 
and specialized training for secretarial and clerical staff is 
provided as necessary in a variety of office techniques, 
communications, and data/information processing. 

The annual budget for the total training program amounts to 
$3.0 to $3.5 million, including some overseas presentations of 
the most heavily subscribed operational and management courses. 

While the curriculum described above is widely applicable and 
available to the GS/GM staff of the Agency, a separate training 
needs assessment and strategy are currently being developed 
that will better identify and organize their training 
requirements with the objective of improved total staff 
development and productivity. 



ISSUE OF POSSIBLE CONGRESSIONAL INTEREST
 

INTERNATIONAL DEVELOPMENT INTERN PROGRAM (IDI)
 

The' International Development Intern Program is a program 
through which the Agency selects and trains highly qualified 
individuals in specifics of Agency programs. During the 1985
 
hiring freeze, the IDI program was suspended. During FY 86,
 
the program was reinstated but extensive changes were made in
 
the program's structure.
 

The best aspects of the program were retained but changes 
were made in the selection process and structure and length 
of the training program. Previous IDI's were selected by a 
series of panels including a paper review panel, a technical 
interview panel and a panel which interviewed for 
interpersonal/management skills. Under the current program, 
one panel performs all three functions. This has resulted in 
considerable savings in time and cost to the Agency. 
Language skills were made an intergral part of the selection 
criteria resulting in over 50% of the newly hired IDI's 
having language skills at or above the requirement for 
tenuring (conversion to career appointments). The training 
program was strengthened adding more specific job related 
training as well as the broader training needed to develop 
good future managers. In addition, the program was revised 
to give the IDI's up t6 one year of training in 
AID/Washington consisting of a combination of classroom and 
on-the-job training followed by up to one year of overseas 
training in the area of specialty. IDI's are no longer 
eligible for *automatic" promotions but are now subject to a
 
more rigorous and periodic review by an IDI panel which will 
judge performance and satisfactory completion of training. 



ROUTINE REPORTS
 

The Office of Personnel Management produces certain personnel 
reports on a monthly basis. These are attached as follows: 

H-1 Summary Report of 
Worldwide On-Board 

Direct 
Employ

and 
ment 

Non-Direct 
(W-490) 

Hire Personnel 

H-2 Personnel Staffing 
Since 1981 

Report - Full Time Employees Totals 

H-3 FS and CS Full Time Positiois and Employees 1981 - 1987 

H-4 AD Personnel Report
 

H-5 Schedule C Personnel Report
 

H-6 Senior Executive Service Personnel (career and
 
non-career)
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Report Control No. N-4911 
U.S. INTERNATIONAL DEVELUPMENT COOPERATION ASENCY 

SUMMARY 	 REPORT OF DIRECT & NON-DIRECT HIRE PERSONNEL 
WORLDWIDE UN-BOARD EPLOYNENT As of MAR 31, 1987 

(Includes TDP)
 
A EWGRKYEARS 4571.5;HON-FTE 259.1
 

FT POSITIONS 4682 (Indl 50 is) D IRE C I HI RE NON-DIR
 
IP FE WORKYEARS 17 
 HIRE SRAHD
 

FT POSITIONS 15 FULL TIME TOT TOT
 
WITH PERMANENT TENURE NON TOTAL UN ON
 
OR WITH APPT 6T 1 YR ('FTP') FTP BRD 2/ BRD
 

TOTAL HORLDWIDE 	 436 - 331 4637 5548 19177 

WORLD TOTAL U.S. MATIONALS 5112 324 3436 1135 4571
 
lIDE
 

TOTAL FOREIGN NATIONALS 1194 	 7 1281 4405 566 

TOTAL UNITED STATES - 1743 28912412 136 2168 
UNITED 5ureaus/Offices - U!SNat's 1743 28912D32 136 2168 
STATES Spec. Ccapleents-US Natis 2 2 e 0 

Foreiqn Natioqals 	 -

TOTAL OVERSE4S 	 2563 42 2605 5484 8209 
U.S. Nationals 1369 T5 1424 999 2423 
Poreign NaLionals (19& 7 1201 k465 5626 

AFRiCA BUREAUl 	 702 13 712 11'6 1858 
U.S. Nationals 423 8 431 372 883 
Foreiqn Nationals 279 2 281 774 1255 

ASIA & NEAR EPST BUREAU 95 19 974 3868 4842 
R U.S. Nationals 44 17 461 362 821 

Foreign Nationals 511 2 513 2788 3221 

LATIN AMERICA iUlREjU 681 12 697 1189 1886 
E U.S. Naticnas 307 9 316 266 582 

Foreicn ationals 	 378 3 .381 923 1394 

NON-REGIONAL OFCS.& COMPLS. 221 1 222 1- 223 
S U.S. Natiopals 19' 1 196 1 177 

Foreign Nationals 26 0 26 a 26 

Prepared By: VFIPf/RP Resources Planning Staff 
1! Total intl 6 Psib Eel (5 4iD!N 102) Pub H1th Ofer in Shorlace Category. 2! Incl Qtrly Contract 
=.asy as of S3fl1/87;RSSA info es oi 23/31/27; ASA info as of 83/31/27. Note: FN counts are as of 
this Report. 
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IRE PERSONNEL UNITED STATES 
497 a Employment by Organizational Unit 

(Includes TDP) 

DIRECT HIRE	 DIR-HIRE BRAND 
TD TOTAL TOTAL 

OTHER ON ON DN 
ON FIT PIT WAE TOTAL BRD BOARD BOARD 

kit,-
PRD 

~J. 

A. 

I 1I	 18off 
a 0 a	 141e6 l 14 

9 9 2 -2 1 1 
9 9 a 108 18 

3/I 
Vt 4- 93 92 0 528 95


Orij 48 47 0 a 2 0 45
 
VI, r 5 5 ,6 14A 1 2 a
 

0~~ ' 20 20 26 14* 4 2	 41t.?~ 
-'~ 4 4 1 * i B 9
 

.lI 18 1 8 8 1 82 9
 
02,- 'OP 

1j . ry ,(0?) 54d 33.5 33 9 4 B	 37 
- of p !tifairs 20 2 i7 2 1 IF
 

7, ttr p.-- y Caord 11-i 114 !!5 22 1 141
 
IpFerprise 45 *b 31 2 1 46
 

o entPer. 15 17 1" 0 1 0	 13 
o 	 ._T&Techn. 212 212 !?6 3k 41 a 2??
 

V!Yntry. Assi 79 78 72 0 4 1 77
 

2 6 2 a 1	 7 
ur I 4g, vc 332 332 2_M 2 37 6 394
 

Qrc zf Fiar.:i igent 142 142 122 0 11 140
 
:-- 'f -'zt l 'Tins 14 121 1163lb 2 136
 

4 192red- 4r- !2 12. !?i 2 13 2
 
16 166 :11 177
 

.- fLA. r:. 11Carib. !51 il !!1 1 I2	 3 12123 

.mI-Tea : i:Z . Cr; AE25 96.5 19 11 1;3 24 228 2719 205.1-5 

1;. Co;pis (5EEpage 31 4! 4 22 2 61 1 114 
U 3 3 2 8 2 a 9 0 0 

as 
61SN--Titl £rr!;eri; V 52 22' 39 0 11,3 1 114 

,46 1847.5 1.3 33 232 24 289 2332 136 2168 
Page 2 

cl , Re- D -Pub HIth Offr i. shcrtage cstectries by agreement with Pub Hith Serv;3 for Sd &Tech 

jmenustik
Best Available



DIRECT &NON-DIRECT STATESHtRE PERSONEL UNITED 
PART B Actual On-ord (ON-Brd) Elployaent by Organizational Unit 

(Uqcludes TDP) 

PC5N 
CEILING 

FTP 
WRK YR 
LIM 

ERECT 

ON FIT 
BRD 

HIRE 

OTHER 
PIT AE TOTAL 

TOT 
ON 
3RD 

NON 
DIR-HIRE 

QM 
BRD 

GRAND 
TOTAL 
ON 
BRD 

RE8UL RCOVPLEvENTS 

FS REASSISN-AlDIW B S S B S 1 2 ? a 

FOREIEN SEWICE 
FS Detail Supo't 
FS hedicalI 

LWCP 
Scb-Total FS COns 

3 

0 

2n 

22 

a 

0 

a 

8 

a 22 

2 
22 

20 
2 
2 

22 

CIVIL BERVICE 
CS Recruitzeqt 
CS flet-------rt 

S-'alCE C-es 

S 
2 14 

"'3 

t16 
2 
21 

. 

21 

22 

2 42 
4 B 3 
430 

56 
!?7 

2 56 
. 8 

FS LcngTer: Trr 9 

at3 rgCompls 

2 
2 
3 

3 
S 
32 

0 
B 

92 
82 
2 

2 
B 
a 

a 
B 
2 

ycutl Oppet. CaPpai- B 2 2 1 17 2 186 

2 3 3 0 2 3 2 2 2 e 

Tetal ?4:z2 1ments #4 70Z223 Q 1 113 1114 
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DIRECT t NON-DIRECT HIRE PERSONNEL OVERSEAS OVERSEAS SU'MARY
 
PART C
 Actual On-Board (On-Brd) Employ-nent by Organizational Unit As of MAR 31, 1987 

DIRECT HIRE NON 
DIR-HIRE BRAND 

U.S. 	 NATIONALS FOREIGN NATI ONALS TOT TOT TOT 
FTP OTHE R' FTP OTHER ON ON ON 

OPANIZATIONAL UNIT/ rOEM NR YR ON FIT PIT WAE TOTAL POSN YR PIT TOTAL BRD ERDWRK ON WAE BRD
 
6EGRAPHIC LOCATION CEILING LIM BRD CEILING .LIM BRD
 

AFRICA 
REE 450 421 423 24 6 0 431 326 306 279 2 2 281 712 1146 1858 
1D1 9 9 8 

ASIA 	 AND NEAR EAST 
REE 461I 439 444 2 15 0 461 - 555 547 511 2 2 513 974 3868 4042 
IDI 1'A 16 1-

LATIN AMERICA 
REG 3,22 327 327 2 9 B 316 425 410 370 3 3 381 697 1189 1886 
IDI 8 8 6 

NON-RESIONAL 

Reg JIspecto Gseneral 
REG 49 64 8 66 282624 2 24 1 ?I 
IDI 

as and Pueaus 
7 7 92 1 3 9 3 3 2 a 2 2 11 2 11 

Cotlnts 

CumIesept; 
REG 121 0 0 2121 3 2 2 a 2 - 121 8121 

'S.Sattal Non-fational 224 195 3 1 2 196 29 29 26 9 0 26 222 1 223 
a 2 

TOT4L OYERSEAE 
RES !44 1391 1369 4 31 9 1424 1335 1292 1194 7 0 1201 2605 5404 8289 

* 	 !DI! 52 58 27 

Page 4 
fincl I Reisb Uzth in shortag? category by agaieent with Pub $ith Serv. Note: RePort reflects FY 1997"Dt pub iiEr 

position and sjo^yejr lii ilin as of this date, 



DIRECT 4 NON-DIRECT HIRE PERSONNEL OVERSEAS BUREAU FOR AFRICA 
P4T r Actual On-Board (0n-Brd) Esployaent by Organizational Unit As of liAR31, 1987 

DIRECT HIRE 
DIR-HIRE GRAN) 

U.S. NATIO IALS - FOREIGN. HATICNALS -TOT TOT TOT 
FTP U7E.R FTP OTHER 0N 01 ON 

OREANIThtIONAL UNITI . 
GEORAPHIC LOCATION 

POSH 
CEILING 

NRK YR 
LIM 

ON 
BRD 

FIT PIT E TOTAL POSH 
CEILING 

WRK YR 
LIM 

ON 
BRD 

P/IT AE TOTAL 1RD BRD ERD 

Botswaa 7 7 7 B 0 2 7 5 5 5 9 8 5 12 47 59 
Burkina Faso 8 8 9 0 13 12 11 0 B I 29 2 22 
Surundi 5 4 5 8 08 5 4 4 4 9 8 4 9 22 29 
Camercon 
Cape Verde 
Chad 

21 

2 

21 
2 
9 

21 
2 
9 

B 
9 

5 

I 
I 
1 

.3 
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2 

22 
3 

19 

15 

1
9 

15 
1 1 
1
8 

14 

-1
6 

6 

8 

9 

-9
8 

14 

1
9 

36 
4 

18 

75 
4 
9 
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8 

12 

Djibouti 
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1 
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4 9 

S0 
S8 
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4 

2 
4 

6 
f! 

a 2 
4 

3 
a 

O 
2 

3 
10 

Gasis 5 5 *9 928 5 4 4 4 88 4 9 24 33 
Ghana 4 4 4 . 0 I 2 5 19 12 9 9 2 9 14 27 41 

Beinst
9cr~eanisa; 

4 
5 
4 

4 
4 

0 
2 

99 
3 2 

4 
4 2 

3 
2 

1 
2 

29 
9 3 

1t 
2 

1 
0 

6 
4 

YeSOa 
25 27 ' 3 8 z 27 22 

? 
22 
7 

22 
-9 

z 
20 

0 2 
9 

122 
16 

169 
35 

22 17 1 25 21 24 9 B 24 45 B7 

car 2 a 1 9 3 7. 1 1 82 4 0 0 

nr I 

1?
1? 
19. 

8 
19 

7 
18 

8 
9 

9 
8 

2 7s 
18 

4 
13 

4 
12 

3 
11 

B 
2 

8 
3 

3 
111 

25 
32 

35 
61 

lauritania 2 5 8 E 8 5 12 12 19 3 1 63 78 
nadiqbe ? 52 2 3 5 2 2 2 2 0 9 17 22 

24 -2 19 9 !22 2 232 11 11 I 2 9 19 32 73 122 
2 2 2 9 it 3 22 2 2 2 0 5 2 4 L 2 

Hrd 9. 8 8 if% I 2 2 3 79 2 3 12 27 41 
? -. 

^3 19 17 2 2 17 37 146 183 

Sierra Leone 
S.1alia Republic 

2 
27 

237 
25 

25
2 

25 
8
8 
8 8 8 25 

4 

12 
A 

18i 
4 

7 
2 
§ 

8 
2 

4 
7 

6 
32 

1 
7 

7 
.39 

South Ar ria (Republ e 5 308 1 6 4 2 2 2 2 9 82 4 6 4 
Sudan 

8. 

2325 8 2 2 25 18 17 15 1 g IL 41 213 254 
Swaziland 7 15 B 68 15 6 4 8 Z 4 19 1 28 

The Co9ag0 I a 2 g 2 2 S 9 0 9 0 9 8 2 2 
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DIRECT & HON-IRECT HIRE PERSONNEL OVERSEAS BUREAU FOR AFRICA 

PART c ktual On-Board (Qn-Brd) Employnent by Organizational Unit As of PAR 31, 1987 

GR-AOIZATIAL UNITJ 
SEOERAPHIC LCCATI-0U 

POSN 
CEILING 

FTP 
WRKYR 

LIMl 

DIRECT HIRE 

1.S. NATIONALS 
. OTHER 

PN FIT PIT VAE TOTAL 

FOREIGN 
FTP 

POSN WRK YR 
CEILIN6 LUll 
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OTHER 
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BRD 
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ON 

BRD 
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7 
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11 
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0 
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DIRECT & NON-DIRECT HIRE PERSONNEL OVERSEAS BUREAU FOR ASIA &NEAR EAST 
PART c Actual O-Scard (On-Bd) Employment by Organizational Unit As of MAR 31, 1987 

DIRECT HIRE NON 
DIR-HIRE BRAND 

,REIGN TOT
 
FTP OTHER FTP OTHER DH ON DN 

ORSANIZATIOnAl UNITI POSN WiE YR ON F!T P/T WAE TOTAL POSN lRK YR ON PIT WAE TOT BRD BRD BRD 
GEOGRAPHIC LOCATION CEILING LIM BD EEILINS LIM ERD 

U.S. NATIONALS F NATIONALS TOT TOT 

Bangladesh 2e 7.32 B 2 8 34 58 58 54 8 8 54 88 37B 458 
Burna 8 7 9 a 1 B 1 1 11 13 24 
India 28 26 25 8 5 B 25 Z2 49 42 2 6 44 89 69 138 
Indonesia 48 39 4 8 B B 4 78 7 *69 B 69 189 178 279 

19 19.5 22 B 2 8 24 41 4Z 38 8 9 38 82 448 502 
Pkisin - 42 40 42 a 2 0 42 39 32 33 B 9 33 75 1428 1563 
Philippines 34 34 8 1 0 35 64 63 53 2 2 z53 a8 126 214 
Sauthi Pacific (ADO/Fiji) 4 4 8 D a 4 2 2 1 0 0 IS 8 13 
Sri Lanka 19 22 2 1 8 23 24 22 28 2 2 28 43 4? 92 
Thailand 29 19 22 8 8 a 20 49 49 46 8 2 46 66 46 112 

Afghanistmn 7 6 6 1 B a 7 3 9 0 B 2 7 22 27 
I!


Egypt 111 14 181 0 .3 8 2 79 183 128 363
8 79 8 0 

Italy 2 2 2 8 a i a 2 8 1 
*inrdan 17 16 16 5 2 8 138 14 14 8 2 31 k32 B1 1 2 4 4 3 B B 3 1 4 

21 21 21 2 1 2 22 19 19 19 a 0 1? 41 72 113Lean 
6 L Le 2 2 80 2 86 2 6 

0.5 1 0 2 8 n 3 > 3 a 0 34 8 12 
I-c B B 11 

12 11 B !4 14 14 a 2 14 25 20 45 
B B 20I12 

1919 1 22 28 19 8 81 !? 3 B 39'-Oa 

AYEIReCcnal 
2 8 B 0 2 3 2 8 2 22 8 2 

23 1 2 U 8 9 3 4 1 5 
?.arctto I S8 229 0 . 3 B 3 
Jordan 1 -3 8 8 2 8 1 0217 

:u'a-Total 7 7 9 2 6 7 0 3 1lB 1 11 
8 58 B 

Regitnal Pousing Ofc 
Tunisia 3 0 228 3 3 S3 2 5 
Portugal 1 1 8 88B I- B 81

8 8 8 
Thailand 1 . 9 228

26 B 9 2
Sub-T'tal 5 2 0 8 3 5 

0 

S5 2'7 

TOTAL ASiA !"HEAR EAST 458 448 444 2 15 2 461 555 547 511 2 8 513 974 3268 4842 

Udt Poan CI/Ov Wrk Yr Ls I -- 1 

Page 7 



jIRECT & NUN-DIRECT HIRE PERSONNEL OVERSEAS BUREAU FOR LATIN ANERICA 
PANT c Actual Oa-Board (Ba-Brd) Enployaent by Otganizational Unit As of MAR 31, 19B7 

DIRECT HIRE NON 
DIR-HIRE 6RAND 

U.S. lATIGNALS FOREICN NATIONALS TOT TOT TOT 
FTP OTHER - FTP OTHER ON ON OH 

ORGANIZATIONAL UNIT/ POSH NRK YR ON F!T P/T WAETOTAL POSH lRK YR ON P/T WAE TOT PRD1 BRD Dq 
GEOGRAPHIC LOCATION CELIN LU BRD CEILINS LIN B91 

Belis t 6 6 2 , 0 6 4 4 4 9 0 4 12 1 18 
Bolivia 15 14.25 13 e 9 8 13 33 33 33 8 2 3.3 46 -165 211 
Brail 
Coloabia 2 

1 
1I
1
1 

22
1
1 

B
2 

8 2 
928 

8 
1 

2 2 
2 

2 
2 

9 
0 

B 
0 

2 
2 

2 
3 

52 
0 3 

Costa Pica 25 23 23 8 1 2 24 19 19 19 3 2 1 42 so 132 

Deinican Republig 22 19 19 0 B 2 17 3 38 29 9 t 29 48 44 92 
Ecuador 15 14 lA 8 1 8 15 16 16 16'M 0 2 16 31 32 63 
El Salvadr 37 35.25 35 ? 1 2 36 43 43 36 8 9 36 72 149 221 
Grenada 4 4 6 e 2 2 2 8 2 2 B 8 2 
Suatuala 2! 22.5 19 9 8 2 19 42 42 37 0 2 37 5b 115 171 

%5 ?2.5 25 3 1 26 36 32 1 2 33 59 2 61 
4'"75 35 2 1 9 36 36 36 31 31 67 U11 177 

2 ,2175 z! 2 17 17 i . Z 13 36 68 124 

2 8 23 
4 4 4 a 4 5 6 11I 

ague

'2: 
2 

29 

27
2r 

8 
19,25 

.21 
2 

38 
19 

424 

8 

B
9 

^ 8 

1 

9 

2 

19 

25 

2 
37 
4 

45 

37 
4 

45 

8 
16 
T 

44 

8 
1 
8 
! 

0 
8 
0 

b 
37 
3 

45 

e 
56 
3 

72 

97 153 
2 5 

229 299 
Puertc Rico 8 29 2 8 8 8 2 8 58 82 B B 1 1 
Uruguay 1 1 1. 0 920 1 2 8 939 2 1 0 1 

Of! C~-~ PaEr 
- ROtA? 

~ &ica 2 .' 0 1 3 32 1 5 8 02 0 6 1 31 
Euat~;ta 1-2 2 2 4.32 6 16 28 44 

13 .5 1 * ;,I, H 5 5 6 09 6 17 28- 45 

Parados 27 26.25 29 2 2 3 31 332 31 9 2 31 62 55 117 
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"IRECT 4 NOf-DIRECT HIRE PERSONNEL OVERSEAS BUREAU FOR LATIN AMERICA 
PART C Actual Dn-Board (q-Srd) Employaent by Organizational Unit As of !AR 198731, 

DIRECT HI RE NON 
DIR-HIRE BRAND 

U.S. NATIONALS FOREIGN NATIONALS TOT TOT ' TOT 
FT? OTHER FTP OTHER ON OX 0N 

CR6ANtlAT:ONAL UNITi; PD W6RK YR O4 'FIT P/T -WAETOTAL FOSN VRK YR ON PIT lAE TOT BRD BRD BRD 
SE2RAPHIC LOCATION CEILISG LIM BRD CEILING LIM BRD 

Latin Aerica Regional 
iliti 

Panan 

2 
9 

12 

3 
S2 
0 

82 
B 
B 

B 
B 

1 
2 

2 
a 
9 

a 
2 
9 

222 
2 22 
2 020 

S 
2 
2 

1 
s 
B 

-8 
O 
O 

1 
0 
0 

Sub-Total LA Regional 1 8 B B 8 8 20828 2 1 2 1 

Repinal Hou'sing OfE 
Costa QWri 
liond-vas .7 

1 0 
B 8 

22g0a 
82020 

8 
2 

1 
3 

2 
0 

1 
3 

Jaca 3 3 8 B 2 B880 8 2 8 2 
Pana! 2 2 20 2 80 1 828 1 4 7 11 

eub-Thtal RHO 1 
10 928 2 2 

822 
1 0 2 

2 
1 

O 
192 7 17 

'TT LaIN PlERICA 323 338 327 2 9 8 316 412 412 378 3 3 381 697 1189 188 

Udr FS!!i lk 
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DIRECT i UON-DIRECT HIRE PERSONNEL OYERSEAS	 XON-RESIONIAL (RES INSP SENERAL) 
Actual On-Barf Wn-Brd) Employment by Organizational Unit As of NAR 31, 1987 

DIRECT HI1RE NON-
DIR-HIRE GRAND 

1U.S. NATIONALS FOREIS NATIONALS TOT TOT TOT 
FTP OTHER FTP OTHER DN ON O 

ORGANIZATIONAL UNIT/l POSN iRK YR WAE TOTAL WRK tAE 	 BRDON FiT PIT POSN YR ON PIT TOT BRD ORD 

8EO-RAPRIC LOCATION CEILING LIN BRD CEILING LIM DRD
 

RIB!A/Lalin kAerici
 
F-nd*lraz 17 17 17 e 0 8 17 1o 12 - 9 a 2 9 26
 ,B 2£ 

RIE/&/AF~ :ca 
KEnya 9	 998 92 9 382 3 12 B 12 
Ssns~ai .7 828 928 8 2 228 a 8 ? 8 

Su&-ThtaI 17	 17 .80 B 8 17 3 58 3 20 B 2A 

9 n3 B 	 0B	 2 8 e 8 
Si:c~qr E 8 I: 8 328	 q 66	 98 2

£ub~TctaI Asia 17	 14 3 6 8 14 9 3 -2 0 11 3 14 

R!6i4iar East 
Egypt 6 8 8 B 2 8 14 1 15 

~oa Nsar East 6 5 8 2 2 6 e 8 8 Z d !A 15l 

2 q 0Egypt	 2 2 2 0 B 2 2 4 3 4 
'I 82 6 2 

'-aya 2 
2	 

I U 

C 2 0	 1I 8 2 233
1 3C	 2 0 a 2 2 * 220 I, 7 

2 A 3 A 
1 

- 2 2 S2 0 2 
C 0	 4 B1 3 8 2 0 2 

j~
IC. 12	 .2. I'0 3 2 12 4 16 2 16 

'IAL RES10RAL 
INSP~'C r EMEN.L 69 69 65 8 2 8 66 26 26 24 9 B 24 90 1 91 
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4, 4 

DIRECT & NU-DIRECT HIRE PERSONNEL OVERSEAS NON-REEIDNAL (OFCS I BUREAUS)
PART C Actual On-Board (On-Brd) Employment by Organizational Uqit As of NAR 31, 1987 

DI RE CT I RE x08 
DIR-HIRE WRAND 

U.S. NATIONALS FOREIGN HATIONALS TOT TOT TOT 
FTP OTHE R FTP OTHER 0N OR 0O
 

OREANiZATIoNAL UNI! POSH 14RK YR UN FIT PIT VAE TOTAL POSNH NRK YR ON PIT WAETOT BRD BRD BRD
 
SEDSRAPHIC LOCATI:N CEIHIS LIM, 3RD CEILINS LIli BRD
 

Eur fur Prog &Poiicy Ccard 
France 4 4 a 0 0 A 2 2 e 9 1 U 3

1Italy t 42 . 9 0 0 B B 0 2 8 1 2 1
 
Sdb-Total PPC 4 .3 92 5 2 2 0 2 6 9
 

Cic of Fcod for Pac2 -

Italy 2 2 3 8 - t a 3 1 9 8 8 23 9 3 

-Of of Crsnodity 
r.2t - EXPROP 

ear2any 0 a 1 9 8 2 8 1 1 1 8 a 1 1 a 1 

TOT:GF I& LIev 

7 l i 8E 2 2 2 0 2 ! tTOT ~AL UEFES 

7 7 2 2 1 9 9 3 3~ 228 2 211 2 11 
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I. 

DIRECT & NON-DIRECT HIRE PERSOCN.EL OVERSEAS	 NON-REGIONAL (COMPLEIENTS)
?RT C Actual On-Board (On-Brd) Employment by Organizational Unit As of MAR 31, 1997 

DIRECT HIRE NOR 
DIR-HIRE GRAND 

U.S. NATIONALS FOREIGN NATIONALS TOT TOT TOT 
FTP - OTHER FTP OTHER ON 01 ON 

9OR^ANIZATION4L 	 UNIT/ POEN IRKYR 0 FIT PIT WAE TOTAL POSH WRK YR ON PIT WPE 101 PAD 3RD BRD 
EESRAP.IC LOCATION CEILING LIN BP& CEILING 11 ORD 

OVERSEAS COMPILEENTS 

FB5VERSEAS DETAIL SUP COMPL 
Dhaka, Bangladesh B 8 '2 90 8 08 830 
Ea*gui, Cen Afk Sep 1 68 8 9 1 * 21 2 1 

1 82 08 1 
Cairo, Egypt 2 8 8 3 1 6 3 868 
San Salvador, 

:enaa-Dissau 
El SAlvador 82 

1 8 B 9 1 
2 0 8 

28 
8 1 2 2 

Eaon 12 21 81 
9acd, Gasbia 8 0 ! 2 1 

18 2 6 6 5 98 
S 1 

8 8 

18 2 0 2 2 0 1 

hral, 

-. 

It,ly. 

lue Netherlands 
Swizlnd 

c1 Tailand 

a9 0 

385 
120 
1 0 
1 6 

9 8 

S3 2 

8 8 

3 

1 

888 

9 B 
8 B 
38 

B 
2 

2 

OB 
23 

S1 

2 

B 

1 
a 

1 2 

GB 
2 

8 
iI 
1 

1 
3 8 2 3 3 2 32! 92E 

'uashi.toi "C 
Edleti Rag Details hadi 

:389 
15 8 

2 8 15 
2 

a 
39 
a 2 

8 
9 

3 
15 

2 
9 

3 
15 

ELI*,sa yZ.aire g 
9 iESA DEAIL SUP-J4G Z 8 1'. 2 B 2 II 8 8 8 B 9 8 11 

T.'1"''. COXPLErENTS 

.:gTht 2 Tran 8 8 12 2 S9 12 8 5 838 3 12 9 12 
Lar~guage Training 2 3 11 8 2 2 11 3 9 2 9 2 B 11 
EStry Trainingq

Sub-1otal Trag Ccapis 
a 
2 

a 
2 3 8 

9 
6 

2 
B 

32 
5 

2 
2 

8 
8 

6 
8 

380 
828 

3 
6 

392 
53 

B 
9 

3D 
53 

cEREA\SSISMENT CDN5?LEiiEiT 0 2 42 2 8 8 42) 2 2 0 9 i 0 42 8 42 

LTALEM 15 148 121 2 8 2 121 0 5 0 a- 3 ? 121 2 12'. 

]TAL NON-RESIONAL 25: 224 195 6 1 2 1M 27 2? 25 e 6 26 222 1 223 

Page 12 
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to end FY 84
 
The Monthly Personnel Staffing Report Reflects Full Time Employees in Permanent Positions For Jan 81 

For FY 85-87 This Report Reflects Full Time Employees With Permanent Tenure or with An Appointment GT 1 Yr 

------------------------- ---------------- ---------------------------------------------------- --------------------------------------------------

Target Target 

Location/Category 1/91 12/81 9/9Z 12/9: 12/84 12/95 12/86 02/87 07/87 9/30/87 9/30/88 

-- -- ~-- - -- - - -- -- --- -- - -- -- - - -- - - -

Overseas 

Foreign Service 

Foreign Nationals 

Sub Total 

14B8 

1892 

3380 

1464 

1701 

3165 

1504 

1459 

2963 

1506 

1415 

2921 

1503 

1287 

2790 

1424 

1254 

2678 

1 88 

1196 

2584 

1369 

1197 

2566 

14281369 

1194 

2563 

1428 

AID/W (including TDP) 

Foreign Service 

Civil Service 

Sub Total 

Total 

512 

1619 

21 1 

51 : 

1522 

20Z5 

266 

515 

1429 

1944 

4907 

527 

1433 

1960 

- 559 

1459 

199S 

505 

1359 

4542 

450 

1307 

47,41 

450 

1285 

1735 

4301 

450 

1293 

1743 

4306 

DIFF 
CURR & 

GRAND TOTAL 27 TAR 

Is23 182: 

DIFF 
CURR & 
Se TAR 

Foreian Service 

Civil Service 

USDH Total 

Foreign Serv Natl 

2000 

1619 

3619 

1892 

551 1 

1977 

1522 

3499 

1701 

5200 

2019 

1429 

3442 

1459 

4907 

203.

143 

3466 

1415 

4881 

2042 

1459 

3501 

1287 

4789 

1929 

1359 

3288 

1254 

4542 

18~B 

1507 

:;145 

1196 

4-41 

1819 

1285 

Z:104 

1197 

4301 

1819 

1295 

3112 

1194 

4306 

-15.9 3251 -1 9 3251 

Personnel Management
 
April 13, 1987
 



To 

H. 3
 
,CIVIL SERVICE FULL TIME PY CONTINUIN POSITIONS 

-- AS OF -- -- AS OF -- -- AS OF -- -- AS OF -- -- AS OF -- -- AS OF -- -- AS OF -- -- AS 01 -
9/30/81 9/30/82 9/30/83 11/30/84 9/30/85 6/30/86 9/30/86 3116/87 

NO. t T) NO0 % TO NO. I TO NO. I TO NO. % TO NO. %TO NO. %TO NO. %IT 
POSNS TOT Pos POSS T PO5 POSNS TOT POS POSNS TOT POS POSNS TOT P5 POSNS 101 POS POSNS TUT POS POSNS Tlr JUS 

01 EXECUTIVE PERSONNEL 44 2.59 62 4.11 so 3.34 50 3.41 46 3.49 44 3.24 45 3.31 41 3.00 
02 PROGRAM ANALYSIS 234 13.80 174 11.55 165 1i,03 156 10.65 140 10.64 142 10.44 142 10.45 144 10.54 
03 AhIINISIRATIVE MANAGEMENT 228 13.45 213 14.14 199 13.31 203 13.86 191 14.51 203 14.93 209 15.38 203 14.86 
04 FINANCIAL MANAGEMENT 78 4.60 73 4.84 74 4.95 73 4.98 68 5.16 71 5.22 74 5.44 79 5.78 
05 SECRETARIES & GEN CLERICAL 411 24.24 358 23.77 364 24.35 369 25.20 323 24.54 320 23.53 322 23.69 328 24.01 
06 GENERAL SERVICES 10 0.59 9 0.59 9 0.60 10 0.68 9 0.68 12 0.88 12 0.88 13 - 0.95 
07 ADMIN SUBPROFESSIONAL 257 15.16 239 15.86 253 16.92 249 17.00 223 16.94 234 17.21 226 16.63 219 16.03 
08 AUDIT & INSPECTION 27 159 25 1.66 24 1.60 22 150 21 1.59 21 1.54 21 1.54 24 1.76 
09 GENERAL DEVELOPMENT 3 0.17 1 0.06 

10 AGRICULTURE 30 1.77 24 1.59 26 1.73 24 1.63 22 1.67 23 1.69 23 1.69 24 1.76 
1/11 ECONOMIST 25 1.67 22 1.50 18 1.36 19 1.40 21 1.54 21 1.54 

12 PROGRAM MANAGEMENT 
2/14 RURAL DEVELOPMENT 1 0.06 1 0.07 

15 FODD FOR PEACE 1 0.07 1 0.07 2 0.15 
2

20 HOlSING, EBAN & CCMUNTY DEV 48 2.83 41 2.72 'A 0.26 2 0.13 2 0.15 3 0.22 3 0.22 3 0,22 
21 BUSINESS, INDUSTRY & PRIV SEC 41 2.74 47 3.21 40 3.04 41 3.01 42 3.09 44 3.22 
25 ENGINEERING 16 0.94 14 0.92 9 0.60 7 0.47 5 0.38 5 0.37 5 0.36 5 0.37 
27 EQUIP OPNS ( MINTENANCE 9 0.53 10 0.66 
50 HEALTH, MEDICAL & POPULATION 34 2.01 24 1.59 24 1.60 21 1.43 18 1.36 18 1.32 19 1.40 19 1.39 
60 EDUCATION 47 2.77 44 2.92 49 3.27 45 3.07 40 3.04 45 3.31 42 3.09 43 3.15 

72 SCIAL SERVICE 1 0.06 7 0.46 7 0.47 8 0.60 9 0.66 10 0.73 10 0.73 

75 PHYS 8 SOCIAL SCIENCE 31 2.07 26 1.77 25 2.12 33 Z,43 31 2.28 30 2.19 

80 (IfU4NITY &SOCIAL DEV. 30 1.77 25 1.66 

85 LEGAL 37 2.18 27 1.79 26 1.73 22 1.50 26 1.97 29 2.13 27 1.98 31 2.27 

91 PARTICIPANT TRAINING 18 1.06 6 0.39 

92 PROCURNENT & PROP-DISP 29 1.94 29 1.98 22 1.67 22 1.62 22 1.62 20 1.46 
93 CONTRACT MANAGEMPNT 86 5.07 92 6.10 50 3.34 52 3.55 45 3.42 47 3.46 46 3.38 47 3.44 

94 CAPITAL PRWlECTS/DEV. LOANS 24 1.41 22 1.46 21 1.40 17 1.16 12 0.91 13 0.96 12 0.88 12 0.88 

99 PRINTERS/DRIVERS 23 1.35 20 1.32 13 0.86 10 0.68 6 0.45 5 0.37 4 0.29 4 0.29 

TOTAL 1694 99.94 1504 99.93 1493 99.88 1464 99.99 1315 99.94 1360 100.00 1359 99.94 1366 99.99 
) 

1/ IN 1983 ECONOlIST POSITIONS WERE SPLIT OUT OF BS 02 - PROGRAM ANALYSIS IN-I THE NEWBS 11 - ECON(NISTS. 3V IN 1982 POSITIONS IN BS 09 - GENERAL DEVELIPMENT - WEE SPLIT AM)NG ThO NEW BACKSTOPS, BS 12 - PROGRAM MANAGEMENT AND BS 14 - RURAL DEVBWPNENT. 
IN 1983 SOME POSITIONS IN BS 20 - HOUSING, URBAN AND COMMUNITY DEVELOPMENT WERE REMOVED AND R)RMED A NEW BS 21 - BUSINESS, INDUST1RY AND PRIVATE SECTOR,TI IN 1983 POSITIONS IN BS 80 - COMMUNITY AND SOCIAL DEVELOPMENT WERE SPLIT AMONG BS 75 - PHYSICAL AND SOCIAL SCIENCE AND BS 72 - SOCIAL SERVICE.
 
IN 1983 SOME POSITIONS IN BS 93 - COTRACT MANAGEMENT WERE REMOVED AND FORMED A NEW BS 92 - PROCURMAr AND PROPERTY DISPOSAL.
 



I 
a 

FOR3IGN SERVICE RJLL TIME P CONTINUIG POSITIONS 
-- AS OF -- -- AS OF - -- AS OF-"--AS OF - -- AS OF - -- AS OF - -- AS OF - -- AS O 

9/30/81 
NO. I TO 

POSNS TOT POS 

9/30/82 
NO. ITO 

POSNS TOT POS 

9/30/83
NO. I TO 

POSNS TOT POS 

11/30/84
NO, I TO 

POSNS lOT i)S 

9/30/85
NO. % TO 

POSNS TOT POS 

6/30/86
NO. %TO 

POSNS TOT POS 

9/30/86
NO. TO 

POSNS TOT POS 

3/16/87
NO. I TO 
P05NS TOT PS 

01 EXECUTIVE PERSONNEL 120 6.,27 184 9.75 153 8.07 147 7.87 143 7.80 8.49 8.56 8.89 
02 PROGRAM ANALYSIS -/ 255 13.33 226 11.97 176 ~.29 179 9,59 168 9.17 9.34 9.60 9.64 
03 ADMINISTRATIVE M4NAGEENT 88 4.60 105 5.56 115 6.07 120 6.43 112 6.11 4.93 4.91 4.85 
04 FINANCIAL MANAGENENT 131 6.85 133 7.04 133 7.02 133 7.12 128 6.98 7.08 7.03 7.04 
05 SECRETARIES &GEN CLERICAL 95 4.96 77 4.08 71 3.74 55 2.94 48 2.62 2.83 2.74 2.25 
06 GENERAL SERVICES 41 2.14 37 1.96 32 1.68 34 1.82 37 2.02 0.40 0.40 0.40 
07 ADMIN SUBPROFESSIOCNAL 35 1.83 36 1.90 36 1.90 32 1.71 24 1.31 1.30 1.37 1.39 
08 AUDIT & INSPECTION 126 6.58 99 5.24 106 5.59 107 5.73 110 6.00 6.62 6.57 6.52 
09 GENERAL DEVELOPIENT 181 9.46 1 0.05 
10 AGRICULTURE 232 12.13 224 11.87 220 11.61 213 11.41 204 11.13 11.61 11.60 11.31 
11 00OMDIST 55 2.90 62 3.32 67 3.65 4.08 3.94 4.10 
12 PRO"GRM MANAGEMENT 135 7.16 114 '601 111 5.94 105 5.73 5.77 5.77 5.71 
14 RURAL DEVELOPMENT 43 2.27 , 37 1.98 31 1.69 1.70 1.54 1.56 
15 FOOD FOR PEACE 26 1.35 28 1.48 30 1.58 33 1.76 37 2.02 2.09 2.00 1.95 
20 HOUSING, URBAN $ 00MUNTY DEV 37 1.93 43 2.27 37 1.95 40 2.14 40 2.18 2.09 2.05 2.14 
21 BUSINESS, INODUSTRY &PRIV SE 20 1.05 25 1.34 28 1.52 1.47 1.60 1.85 
25 ENGINEERING 94 4.91 68 3.60 65 3.43 71 3.80 62 3.38 3.34 3.20 3.29 
30 ENERGY 4 NATURAL RESOURCES 11 0.60 0.68 0.68 0.63 
SO HEALTH, MEDICAL 4 POPULATION 111 5.81 125 6.63 119 6.28 111 5.94 109 5.95 6.11 5.88 5.89 
60 EJXrATION 39 2.03 59 3.12 50 2.64 44 2.35 40 2.18 2.21 2.34 2.31 
70 PUBLIC ADMINISTRATION 4 0.20 2 0.10 

72 SOCIAL SERVICE 3 0.15 2 0.10 2 0.10 2 0.10 1 0.06 0.06 0.06 
75 PhYS & SOCIAL SCIENCE 1 0.05 19 1.00 17 0.89 16 0.85 5S 0.27 3 0.17 0.17 0.23 

) 

. 80 C1H42ITY &SOCIAL DEV. 24 1.25 

85 LEGAL 29 1.51 32 1.69 32 1.68 34 1.82 34 1.85 30 1.70 33 1.88 33 1.90 
, 91 PARTICIPANT TRAINING 10 0.52 

92 PROCUR3EET a PROP DISP 40 2.11 33 1.76 36 1.96 32 1.81 32 1.83 29 1.67 
93 CONTRACT ANAGEMENT 54 2.82 55 2.91 25 1.32 23 1.23 33 1.80 34 1.92 36 2.06 39 2.25 
94 CAPITAL PROJECTS/DEV. LOAS 178 9.30 193 10.22 202 10.66 205 10.98 218 11.90 215 12.17 213 12.17 211 12.28 
TOTAL 1911 99.94 1884 99.85 1893 99.95 1867 100.07 1821 99.97 1766 99.97 1750 99.96 1733 100.01 

) 

1/.7' 

V 
3;, 

IN 1983 ECONOMIST POSITIONS ERE SPLIT OUT OF BS 02 - PROGRAM ANALYSIS INTO THE NEW BS 11 - ECONOMISTS.
IN 1982 POSITIONS IN BS 09 - GENERAL DEVELMENT - WERE SPLIT AMONG TWO NEW BACKSTOPS, BS 12 - PROGRN4 MANAGB{ET AND BS 14 - RURAL DEVELOPMENT.
IN 1983 SOME POSITIONS IN BS 20 - HOUSING, URBAN AND CMMITY DEVELOPMENT WERE REMOVED AND FORMED A NEW BS 21 - BUSINESS, INDUSTRY AND PRIVATE SECTOR. 
IN 1983 POSITIONS IN BS 80 - OMMUNITY AND SCIAL DEVELOPMENT WERE SPLIT AMONG BS 75 - PHYSICAL AND SOCIAL SCIENCE AND BS 72 - SOCIAL SERVICE,
IN 1983 SOME POSITIONS IN BS 93 - DNTRACT MN4AGEENT WERE REMOVED AND FORMED A NEW BS 92 - PROCUREMENT AND PROPERTY DISPOSAL. 

) 



ALL FULL TIME PERMANENT ONn-ABING POSIIO 
-- AS OF -- --AS OF -- -- AS OF -- -- AS OF -- -As OF -- AS OF -- -- AS OF -- -- AS OF -

11/30/84 9/30/85 6/30/86 9/30/86 3/16/879/30/81 9/30/82 9/30/83 
N0, t TO NO. i TO NO. %TO N0. t TO NO. I 1TO NO I t T0 NO. I it) 

POSNS TOT POs POSNS TOT POS POSNS TarT FOS FOSe11[PsPOSNS 'IDT EDS POSNS TOT POS POSNS TOT POS POmS TOr ~ POSTo 

5.91 189 5.9§ 194 6.21 195 6.27 195 6.29EXECUTIVE PERSONNEL 4.54 246 7.25 203 5.98 197 
311 10.03PROGRAM AUNALYSIS 13.S4 400 11.80 341 10.b5 335 10.05 308 9,76 307 9.82 310 9.97 

ADMINISTRATIVE MANGEENT 8.75 318 9.38 314 9.26 323 9.69 303 9.60 290 9.28 295 9.48 287 9.26 

FINANCIAL MANAGEMENT 5.78 206 6.07 207 6.10 206 6.18 196 6.21 196 6.27 197 6.33 201 6.40 

SKIUnTAuE &GEN CLERICAL, 14.01 435 12.83 435 12.83 424 12.72 371 11.76 370 ,11.84 370 11.89 367 11. 84' 

46 1.45 19 0.61 19 0.61 20 0.64 

289 8.52 281 8.43 247 7.82 257 8,22 250 8.04 243 7.84 
GENERAL SERVICES 1.41 46 1.35 41 1.20 44 1.32 

ADMIN SUSPROPBSIOAL " 8.08 275 8.11 
4.41 136 4.37 137 4.42AUDIT 4 INSPECTION 4.23 124 3.65 130 3.83 129 3.87 131 4.15 138 

GENERA DEYLOPMENT 5.09 2 0.05 

AGRICULTURE 7.25 248 7.31 246 7.25 237 7.11 226 7.16 228 ,7.29 226 7.27 220 7.09 

so 2.3d 84 2.52 85 2.69 91 2.91 90 2.89 92 2.97BCONOMIST 

PROGRAM MANAGEMENT 2/ 135 3.95 114 3'.36 111l 3.33 105 3.32 102 3.26 101 3.25 99 3.19 

RURAL DEVELOPMNTD 2/ 43 1.26 -38 1.14 32Z 1.01 30 0.96 28 0.90 28 0.90 

1.17 38 1.22 36 1.16 36 1.16F00D FOR PEACE 0.72 28 0.82 30 0.88 33 0.99 37 

42 1.26 42 1.33 40 1,28 40U 1.29 40 1.29HOUSING, URBAN &'4MYDEY / Z.35 84 2.47 41- , 1.20 

61 1.79 72 2.16 68 2.15 67 2.14 69 2.22 76 2.45BUSINESS, INDUSTRY 4 FRIV SBE3/
 
2.34 67 2.12 64 2.0U 61 1.96 62 Z.00ENGINEERING 3.04 82 2.41 74 2.18 78
 

BQUIP OPNS & mkINTEMANCE 0.24 10 0.29
 

ENERGY & NATURAL RESOURCES 11
 0.34 12 0.38 12 0.38 11 0.35 

3.96 127 4.02 126 4,03 122 3,92 121 3.W0HEALTH, MEDICAL & POPULATIDN. 4.02 149, 4.40 143. 4.21 132 

3.03 99 2.92 89 2.67 80 2.53 84 2.69 83 2.67 83 2.6860' EDUCATION 2.38 103 

70 PUBLIC ADMINISTRATION 0.11 2 0.05 
4/ 0.27 10 0.31 10 0.32 11 0.35 11 0.3572 SOCIAL SERVICE 4 0.11 9 0.26 9 
4/75S PHYS 4 SOCIAL SCIEN4CE 1 0.02 19 0.56 48 1.41 S42 1.26 33 1.04 36 1.15 34 1.09 34 1.10 
4180o (tHekIlTY &SOCIAL DEV. 54 1.49 .25 0.73 

85S LEGAL * 66 1.82 59 1.74 58 ' 1.71 56 1.68 60 1.90 59 1.89 60 1.93 64 2.06 

91 PARTICIPANT TRAINING 28 0.77 4 0.17 

92 PROCUREMENT &PROP DISP 5/69 2.03 62 1.86 58 1 .83 54 1.73 S4 1.74 49 1.58 

93 DONTRACT MANAGECm 140 3. B7 147 4.33 75 2.21 75 2.25 78 2.48 31 2.59 82 2,64 86 2,77 

7.29 225 7.23 223 7.19
94 CAPITAL PROJECTS/DEV. LOANS 2.02 5.59 215 6.34 223 6.57 222 6.66 230 7.29 228 

99 PRINTERS/DRIVERS 23 0.63 20 0.59 13 0.38 10 0.30 6 0.19 5 0.16 4 0.13 4 .0.13 

MA BN84ISM .98 100.00 3110 99.98 3100 99.96TPTA N 1983 ECONOMIST POSITIONS WERE Y T Oiff4 BS3621 8-P M SIS NMO THEI111 5t-Ily 3126 

IN 198Z POSITIONS IN BS 09 - GENERA DEVELOPNENT - wERE SPLIT AMONG TW NEW BkCKSTOPS, BS 12 - PROGRAM MANAGEMENT AND BS 14 - RURAL DBYELOPMENT. 
37IN 1983 SDME POSITIONS IN BS 20 - HOUSING, URBAN AND CO1RONITY DEVELOPMENT WERE REMDED AND FORMED A NEW BS 21 - BUSINESS, INDUSTRY AND PRIVATE SECTOR. 
4/IN 1983 POSITIONS IN BS 80 - 00NMITY AND SOCIAL DEVELOPMENT WERE SPLIT AMONG BS 75 - PHYSICAL AND SOCIL SCIENCE AND BS 72 - SOCIAL SERVICE. 
27IN 1983 SOME POSITIONS IN BS 93 - ODNTRACT MANAGEMENT WERE REMOVED AND FORME A NEW BS 92 - PROCUREMENT AND PROPERTY DISPOSAL. 



CIVIL SERVI WFEES
 
FULL T1 I I: wtERNE ITPPOnIETS
 

OR APPOINdNTS OF MDRE THAN ONE YEAR
 
-- AS OF -- -- As oF -- -- AS OF -- -AS OF -- -- AS OF -- -- AS OF -- -- AS OF -- -- AS OF -

9/30/81 9/30/82 9/30/83 11/30/84 9/30/85 6/30/86 9/30/86 3/16/87

nD. t TO NO I TO NO. % TV ND. %TO N. I TO NO. I TO NO. % TO NO. I TO
 

POSNS TOT POS POSNS TOT POS POSNS TOr POS ,POSNS TOT POS POSNS TOT'POS POSNS TOT POS POSNS TUT POS FOSNS TOT POS
 

01 EKECUTIVE PERSONNEL 31 1.96 55 3.74 45 3 05 SO 3.42 48 3.52 41 3.13 41 3.17 36 2.80
 
02 P ROGRAM ANALYSIS 1/ 224 14.22 187 12.73 170 11.53 163 11.17 160 11.74 146 11.14 149 11.53 147 

)
 
11.42 

03 ADMINISTRATIVE MANAGEMENT 206 13.07 211 14.37 212 14.38 209 14.32 193 14.17 197 15.04 206 15.94 199 15.46 
04 FINANCIAL HMAGEENT 78 4.95 68 4.63 67 4.54 67 4.59 63 4.62 68 5.19 69 5.34 74 5.75 
05 S BCRETARIES 4 GEN CLERICAL 377 23.93 36 22.88 355 24.08 347 23.78 314 23.05 303 23.13 288 .22.29 295 22.92 ) 

06 GENERAL SERVICES 8 0.50 9 0.61 8 0.54 9 0.61 9 0.66 12 0.92 11 0.85 11 0.85 
07 ADMIN SUBPROFESSIDNAL 254 16.12 235 16.00 252 17.09 248 16.99 234 17.18 230 17.56, 222 17.18 213 16.55 
08 AUDIT & INSPECTION 25 1.58 22 1.49 21 1.42 22 1.50 20 1.46 20 1.53 19 1.47 20 1.55 
09 GENERAL DEVELOPNT 2/ 1 0.06 1 0.06 
10 AGRICULTURE 26 1.65 21 1.43 23 1.56 23 1.57 24 1.76 20 1.53 21 1.62 2z 1.71
 
11 ECOOMIST 23 1.56 22 1.50 20 1.46 20 1.53 20 1.55 18 1.40
 
12 PROGRAM MAGEMNT 2/
 

14 RURAL DEVELOPtENT 2/
 

15 PO0D FOR PEACE 1 0.08 1 0.07 2 0.15
 
20 HOUSING, URBAN 0XNTY DEV/ 45 2.85 39 2.65 3 0.20 2 0.13 2 0.14 3 0:23 3 0.23 3 0.23
 

21 BUSINESS, INUSTRY 4 FRI s 3/ 34 2,30 42 2.87 41 3.01 38 2,90 38 2.94 38 2.95
 
25 ENGINEERING 15 0.95 15 1.02 8 0.54 7 0.47 7 0.51 7 0.53 6 0.46 6 0.47
 ) 
27 BQUIP OPNS 6 MAINTENANCE 9 0.57 9 0.61 
30 EMERGY 4 MTURAL RESCAJCES )
50 HEALTH, EDICAL 4 POPULATION 28 1.77 23 1.56 24 1.62 25 1.71 17 1.24 15 1.14 16 1.24 15 1.17 
60 EDUCATION 44 2.79 46 3.13 53 3.59 51 3.49 48 3.52 46 3.51 47 3.64 48 3.73 
70 PUBLIC AMINISTRATION 
72 SOCIAL SERVICE 4/ 1 0.06 6 0.40 8 0.54 8 0.58 8 0.61 9 0.69 9 0.69 )
75 PHYS & SOCIAL SCIENCB 4/ 30 2.03 34 2.33 32 2.34 35 2.67 32 2.47 30 2.33 
80 0*44UNITY 4 SCIAL'DEV. 4/ 27 1.71 23 1.56 ) 
85 LEGAL 28 1.77 25 1.70 24 1.62 21 1.43 25 1.83 22 1.68 23 1.78 25 1.94 

91 PARTICIPANT TRAINING 17 1.07 12 0.81 
K) 

92 PROCUREMENT & PROP DISP 28 1.89 28 1.91 27 1.98 22 1.68 18 1.39 17 1,32 
5/93 cWTRACT M4NAGEMBT 85 5.39 86 5.85 53 3.59 53 3.63 45 3.30 37 2.82 36 2.78 40 3.10 ) 

94 CAPITAL PROJECTS/DEV. LOANS 25 1.58 24 1.63 ZZ 1.49 16 1.09 13 0.95 12 0.92 11 O.b5 12 0.93 
95 IrTERMATIONAL DEV. INTERNS 1 0.06 
99 PRINTERS/DRIVERS/OTHER 22 1.39 19 1.29 13 0.88 12 0.82 12 0.88 7 0.53 0 0.46 7 0.54 
TOTAL 1575 99.99 1468 99.99 1474 99.99 1459 99.99 1362 99.99 1310 100.00 1292 99.94 1287 99.96 K)
1/ IN 1983 BCONOMIST POSITIONS WERE SPLIT OUT OF IS 02 - PROGRAM ANALYSIS INIFO TIE NEW BS 11 - FONOMISTS. 

IN 1982 POSITIONS IN BS 09 - GENERAL DEVELOPMENT - WERE SPLIT AM;G TWO NEW BACKSTOPS, BS 12 - PROGRAM MANAGEMENT AND BS 14 - RURAL DEVELOPMENT. 
IN 1983 SOME POSITIONS IN BS 20'- HOUSING, URBAN AND ODMMUNITY DEVELOPMENT WERE REMOVED AND FORED A NEW BS 21 - BUSINESS, INDUSTRY AND PRIVATE SECIOR,3/ IN 1983 POSITIONS IN BS 80 - COMMNITY AND SOCIAL DEVELOPMENT WERE SPLIT AMONG BS 75 - PHYSICAL AND SOCIAL SCIENCE AND BS 72 - SOCIAL SERVICE. 
IN 1983 SOMP POSITIONS IN BS 93 - CONTRACT MANAGRFeCT WERE RFmVED AN) PORMED A NEW RS 92 - PROCUR5IENT AND PROPERTY DISPOSAL. 



3
 
FOREIGN 	* t L OYEES . 

PULL TIIS -Fll WtSTERENR'APPWO 
cR APPOINIMT4S OF MORE THAN ONS YEAR 

-- AS OF - -- ASOF-- -- --S O- AS OF - -- AS OF - -- AS OF - -- AS OF - -- AS OF -
9/30/81

N0. t I 
9/30/82

t TO 
9/30/83 

NO. i To 
11/30/84

NO. I TO 
9/30/85 

No. t O N. 
6/30/86 

t TO 
9/30/86

NO. 4 TO 
3/16/87

N3. 1no 
POSNS TOT POS POSNS TOT POS POSNS TOT POS POSNS TOT POS POSNS TOT PUS POSNS TOT POS POSNS TOT PUS FUSNS TOT POS 

01 EXECUTIVE PERSONNEL 112 5.63 172 8.76 157 7.77 154 7.49 8.09 158 8.52 154 8.39 158 8.70 

02 PROGRAM ANALYSIS 1/ 279 14.04 244 12.43 201 9.95 192 9.34 9.73 180 9.70 179 9.76 174 9.58 

03 ADMINISTRATIVE MANAGEWeT 109 5.48 111 5.65 118 5.84 120 5.84 5.32 93 5.01 94 5.12 93 5.12 

04 FINANCIAL MANAGEMENT 126 6.34 129 6.57 132 6.53 131 6.37 6.45 121 6.52 121 6.60 118 

(1 05 SECRETARIES & GEN CLERICAL 91 4.57 83 4.23 82 4.05 65 3.16 3.22 so 2.70 49 2.67 43 2.37 

06 GENERAL SERVICES 46 2.31 40 2.03 34 1.68 .27 1.31 1.28 21 1.13 18 0.98 16 0.88 

o 07 ADMIN SUBPROPESSIONAL 41 2.06 39 1.98 40 1.98 38 1.85 1.53 27 1.46 26 1.41 26 1.43 

08 AUDIT & INSPECTION 93 4.68 88 4.48 92 4.55 111 S.40 5.37 102 5.50 104 5.67 105 5.78 
09 GENERAL DEVELOP?0t 2/ 183 9.20 

10 AGRICULTURE 206 10.36 225 11.46 230 11.38, 222 10.80 11.11 205 11.05 215 11.72 209 11.51 
ECONOMIST 51 2.52 68 3.31 3.27 63 3.40 67 3.65 69 3.80 

.12 PROGRAM MAN4GEMENT 2/ 147 7.49 131 6.48 ''122 5.93 6.25 11B 6.36 108 S.88 105 5.78 
14 RURAL DEVELOPMENT 2 46 2.27 38 1.85 1.74 33 1.78 31 1.69 30 1.65 

15 FOOD PR PEACE 24 1.20 30 1.52 33 1.63 38 1.85 2.04 40 2.16 39 2.12 37 2.04 

( 20 HOUSING, URBAN & O T DEV3/ 38 1.91 37 1.88 35 .1.73 35 1.70 1.84 34 1.83 34 1.85 35 1.93 ) 

21 BUSINESS, INDUSTRY 8 PRI SEC3'/ 15 0.74 22 1.07 1.12 25 1.35 27 1.47 29 1.60 

(: 25 ENGINEERING 88 4.42 70 3.56 68 3.36 71 3.45 3.38 60 3.23 57 3.11 57 3.14 

27 BQUIP OPNS &WAINTENANCB 

30 ENERGY & NATURAL RESOURCES 0.51 11 0.59 11 0.60 11 0.60 

50 HEALTH, MEDICAL 8 POPULATION 103 5.18 128 6.52 122 6.03 119 5.79 5.73 104 5.61 102 5.56 102 5.62 

60 EDUCATION, 38 1.91 63 3.21 56 2.77 55 2.67 1.99 37 1.99 40 2.18 39 .2.15 

70 PUBLIC ADMINISTRATION 3 0.15 3 0.1 s 2 0.09 1 0.04 

72 SOCIAL SERVICE 41 009 0.45 7 0.34 5 0.24 0.25 5 0.27 4 0.22 4 0.22 

75 PHYS & SOCIAL SCIENCE 1 0.05 16 0.81 16 0.79 14 0.68 0.20 2 0.11 2 0.11 3 0.16 

80 00MMUNITY 8 SOCIAL DEV. / 27 1.35 
85 LEGAL 26 1.30 28 1.42 30 1.48 34 1.65 34 1.74 33 1.78 34 1.85 33 1.82 
91 PARTICIPANT TRAINING 10 0.50 

92 PROCUREMENT &PROP DISP 40 1.98 33 1.60 34 1.74 32 1.73 31 1.69 30 1.65 

(93 CONTRACT ?AAGEfT 5/ 52 2.61 50 2.54 21 1.03 25 1.21 31 1.58 28 1.51 31 1.69 33 1.82 

94 CAPITAL PROJECTS/DEV. LOANS 166 8.35 177 9.02 .181 8.96 198 9.63 200 10.24 202 10.89 209 11,39 207 - 11.40 

(~. 95 INTERNATIONAL DEV. INTERNS 125 6.29 73 3.72 80 3.96 116 5.64 81 4.14 71 3.83 47 2.56 50 2.75 
99 PRINTERS/DRIVERS/0THER 
TOTA 1987 99.99 1962 99.99 2020 99.99 2054 99'.99 1952 99.99 1855 100.00 1834 99.94 1816 100.00 
1/ IN 1983 	 EC0IST POSITIONS WERE SPLIT OUT OF BS 02 - PROGRAM ANALYSIS INTO ThE NEW BS 11 - BOONOMISTS. 

S/	 IN 1982 POSITIONS IN BS 09 - GEN BRAL DEVELOPMENT - WERE SPLIT AMONG TWO NEW BACKSTOPS, BS 12 - PROGRAM 4MANGEMENT. AND BS 14 - RURAL DEVELOPMENT. 
IN 1983 SOME POSITIONS IN BS 20 - HOUSING, URBAN AND COMUNITY DEVELOPMENT WERE RFMJVED AND FORNED A NEW BS 21 - BUSINESS, INDUSTRY AND PRIVATE SECTOR.

(. 3 
IN 1983 	 POSITIONS IN BS 80 - ON4UNITY AND SOCIAL DEVELOPMEIT WERE SPLIT AMONG BS 75 - PHYSICAL AND SOCIAL SCIENCE AND BS 72 - SOCIAL SERVICE. 
IN 1983 	 SDM POSITIONS IN BS 93 - CONTRACT MANAGEMENT WERE REMOVED AND FORMED A NEW BS 92 - PROCUREMENT AND PROPERTY DISPOSAL. 



-- AS OF-
9/30/81

NO. %TOn 
POSNS TOT POS 

(FULL TIME WI ' - ?hMANrAPPOIMNTS 
OR APPOININBNTS OF MJRE THAN ONE YEAR) 

-- AS OF -- -- AS OF -- -- AS OF -
9/30/82 9/30/83 11/30/84 

'OSNS TOlT 0 POSNS&TOT POS POSNS TOT P05 

--AS OF,-
9/30/85 

205 45 TOT P05 

-- AS OF --6/30/86 

KISNS TOT POS 

-- AS OF -9/30/86 

POSNS TOT PUS 

--AS OF3/16/8 --7 
NO. ITOn 
P05 45 TOT P05 

0 

01 

02 

03 

04 

05 
06 

07 

08 

EXECUTIVE PERSONNEL 

PROGRAM ANALYSIS 

ADMINISTRATIVE MANAGEMBNT 

FINANCIAL MWRAGEMENT 

SECRETARIES 8 GEN CLERICAL 

GENERAL SERVICES 

ADMIN SUBPROPESSIONAL 

AUDIT 8 INSPECTION 

143 

503 
315 

205 
468 

54 

295 

118 

4.01 

14.12 
8.84 

5.75 
.13.13 

1.51 

8.28 

3.31 

227 
431 

322 

197 

419 

49 

274 

110 

6.51 

12.56 

9.38 

5.74 
12.21 

1.42 

7.98 

3.20 

202 

371 

330 

199 

437 

42 

292 

113 

5.78 

10.61 
9.44 

5.69 

12.50 

1.20 

8.35 

3.23 

204 

355 
329 

198 

412 

36. 

286 

133 

5.80 

10.10 
9.36 

5.63 

11.72 

1.02 

8.14 

3.78 

206 
350 

297 

189 

377 

34 

264 

125 

6.21 
10.56 

8.96 

5.70 

11.37 

1.02 

7.96 

3.77 

1 
3 
2 

1 

3 

99 

26 

90 

89 

53 

33 

257 

122 

6.29 

10.30 

9.16 

5.97 

11.15 

1.04 

8.12 

3.86 

195 

3Z8 

300 

190 

337 

29 

248 

123 

6.24 

10.49 

9.60 

6.08 

10.78 

0.92 

7.93 

3.93 

194 

321 

292 
192 

338 

27 

239 

125 

6.25 

10.34 

9.41 

6.19 

10.89 

0.87 

7.70 

4.03 

. 

C 

C( 

o 

09 
10 

11 
12 

14 
15 

20 

21 

25 

GENERAL DEVELOPEIT 2 

AGRICULTURE 

ECONOMIST 1 
PROGRAM MANAGEMENT 2 
RURAL DEVELOPMET _2 

FOOD POR PEACE 

HOUSING, URBAN &00MoNTY DEV3 

BbSINESS, INDUSTRY &PRI -EV 

ENGINEERING 

5/ 

/ 

184 

232 

24 

83 

103 

5.16 

6.51 

0.67 
2.33 

2.89 

1 

246 

147 

30 

76 

85 

0.02 

7.17 

4.28 

0.87 

2.21 

2.47 

253 

74 

131 

46 

-.33 

38 

49 
76 

7.24 
2.11 

.74 
1.31 
0.94 

1.08 
1.40 

2.17 

245 
90 

122 

38 
38 

37 

64 

78 

6.97 

2.56 
3.47 

1.08 
1.08 

1.05 
1.82 
2.22 

241 
84 

122 

34 
40 

38 

63 

73 

7.27 
2.53 

3.68 
1.02 

1.20 

1.14 

1.90 
2.20 

225 

83 
118 

33 
41 

37 

63 
67 

7.11 
2.62 
3.73 
1.04 

1.30 
1.17 

1.99 
2.12 

236 
87 

108 
31 

40 

37 

65 

63 

7.55 
2.78 
3.45 

1.00 

1.28 

1.18 
2.08 
2.02 

231 
87 

105 

30. 
39 
38 

67 
03 

7.44 
2.80 

3.38 
0.97 

1.26 
1.22 

2.16 
2.03 

(I 

27 

30 
50 
so 
60 

70 
72 

75 

80 
85 

BQUIP OPNS 8 MAINTENANCE 

ENERGY 8 NATURAL RESOURCES 

HEALTH, MEDICAL &POPULATION 

EXUCATION 
PUBLIC ADMINISTRATION 

SOCIAL SERVICE 

PHYS q SOCIAL SCIENCE 

CH4JNITY &SOCIAL DEV. 

LEGAL 

1/ 
41/
i4 / 

9 

131 

82 

3 

1 

54 

54 

0.25 

3.67 

2.30 

0.08 

0.02 

1.51 
1.51 

9 

151 

109 

3 
10 
16 

23 
53 

0.26 

4.40 
3.17 

0.08 
0.29 

0.46 

0.67 
1.54 

146 

109 

2 

13 

46 

54 

4.17 

3.11 
0.05 

0.37 

1.31 

1.54 

144 

106 

1 
13 

48 

55 

4.09 

3.01 
0.02 

0.37 

1.36 

1.56 

10 

129 

87 

13 

36 

59 

0.30 

3.89 

2.62 

0.39 

1.08 

1.78 

11 

119 

83 

13 

37 

5 

0.35 

3.76 

2.62 

0.41 

1.17 

1.74 

11 

* 118 

87 

13 

34 

57 

0.35 

3.77 

2.78 

0.42 

i.ob 

1.82 

11 

-117 

87 

13 

33 

58 

0.35 

3.77 

2.80 

0.42 

1.06 

1.87 

91 

92 

93 

94 
95 
99 

To 

PARTICIPANT TRAINING 

PROCUREMBNT & PROP DISP 

CONTRACT MANAGEiNT 

CAPITAL PROJBCTS/DEV. LOANS 

INTERMATIONAL DEV. INTERNS 

PRINTERS/DRIVERS 

TAL 

27 

137 

191 

125 

22 

3563 

0.75 

3.84 

5.36 
3.50 
0.61 

100.02 

12 

136 

201 
74 
19 

3430 

0.34 

3.96 

5.86 

2.15 

0.55 

99.99 

68 

74 

203 

80 

13 

3494 

1.94 

2.11 

5.80 
2.28 

0.37 

99.99 

61 

78 

214 

116 

12 

3513 

1.73 

2.22 

6.09 

3.30 

0.34 

99.99 

61 

76 

213 
81 

12 

3314 

1.84 

2.29 

6.42 

2.44 

0.36 

99.99 

54 

65 

214 
71 

7 

3165 

1.71 
2.05 

6.76 

2.24 

0.22 

100. 00 

49 

67 

220 
47 

6 

3126 

1.57 

2.14 

7.04 

1.50 

0.19 

100.00 

47 

73 

219. 

50 

7 

3103 

1.51 
2.35 

7.06 

1.61 

0.22 

99.96 

BS 02 - PROGRAM ANALYSTS INTO THE NEW BS 11 - ECONOMISTS.
IN 1983 ECONMIST' POSITIONS WERE SPLIT OUT OP ND Bs 14 - RuRA DEVELOPMENT. 
IN 1982 POSITIONS IN BS 09 - GENERAL DEVELOPMENT - WERE SPLIT AMONG TWO NEW BACKSTOPS, IS 12 - PROGRAM MANAGEMENT 

SECTOR.A NEW BS 21 - BUSINESS, INDJUSTRY AND PRIVATE3/ IN AS 20 - MOWJING, JLtEAN AND COMMUNITY DEVELOPMENT WERE REMOVED AND FORMEDl
IN 1983 .St~ POSITIONS BS 72 - SOCIAL SERI ICE.
 
IN 103 POSITIONS TN FS RO - Qi-t4JNTTY PANT)
SOCIAL, DEVFlAPWNT WERE SPLIT MWNC BS 75 - PHYSICAL ANT)SOCIAL SCIENCE AND 



X I 
H. 4.
 

MNAGER TO MARAGER 

AD Personnel -- Appointmrents and Proration 
MaCh 31, 1987 

NNsE TI-PM, OrFICS P 
HIGHEST 

Cv.lWSRAT 
E(D 
DATE 

APPOIFICtr 
GRADC/ShARY CURRCN'PSAJJRY 

EXPLANATION OF 
OmA*Es ANDoNrS 

Abrams, Stephen N. 

Aller, Howard L. 

Atkins, Adrian 0. 

Atwood, David A. 

Babcock, Christine 

Bafalis, Renee 

Barbieco, Victor K. 

lenollel, Sharon P 

Brower. Charles 

arunnec, Susan 

Cong. Liaison officec 

cen Business specialist 
NTE 11/20/87
lbtor Vehicle Operator 

Economist 

Disaster Op Spec 

Disaster Op Spac 

Public health Advisor 

Program Analyst 

Special Aset 
(ITC 04/06/87 
Executive A5ssiant 

LEG 55,544 

PRE/I 63.000 

EX 19,513 

ST/D 33,500 

can 

OFEA 32,673 

S&T 36,000 

ASIA .21,053 

WI/PM/CaP 100,000 

OS 21, tub 

01/07/85 

11/18/84 

09/14/86 

04/01/84 

02/03/85 

08/11/85 

07/22/84 

01/20/81 

02/01/87 

05/12/U5 

AD-15/04 

AD-15/10 

AD-D7/DB 

AD-13/02 

AD-13/ol 

AD-12/02 

AD-13/02 

AD-12/Ul 

AD-le/05 

AfD10/07 

, 

57,488 

65,642 

21,982 

37,538 

37,599 

32,673 

37,538 

26,951 

70,8003 

28,UL1 

AD-15f05 
AD-15/ 
AD-15/10 
AD-15/10 

AD-070/ 
AD-13/02 
AD-13/03 
AD-13/04 
Al-13/04 
AD-13/03 
AD-13/03 
AD-14/01 

AD-12/03 
AD-12/03 
Pf)-13/02 
AU-13/03 
AD-13/04 
AD-13/04 
AD-12/03 
AD-12/04 
AD-12/04 
AD-12/D5 
AU-12/05 

AD-16/05 
AD-10/00 
AD-10f08 

59, 230 
61,005 
67,940
6
9,97b 

22,642 
38,852 
40,105 
41,358 
42, 6C0 
40,105 
41,309 
45,763 

33,727 
34,739 
38,852 
40,105 
41,3513 
42,600 
31,332 
33, 603 
34,781 
35,835 
3b, 911 

71,555 
29,611 
30,500 

Step Increase 
Pay Adjust 
Cornparability 
Pay Adjust 

Pay Ad)ust
Comparability 
Step Increase 
Pay Adjust 
Pay Adjust 
Pay Adjust 
Pay Adjust 
Prarction 

Step Increase 
Pay Adjust 
Comnparability 
step 
Step 
Pay Adjust 
Pay AJJust 
Pay Adjust 
Coparablity 
step
Pay Adjust 

Pay Mjust 
Pay Adjuet 
Pay AdjutSL 

01/04/87 
01/04/87 
01/06/85 
01/04/87 

01/04/87 
01/06/85 
03/31/85 
11/24/85 
01/04/87 
12/02/85 
01/04/17 
02/15/87 

00[17/86 
01/4/87
01/06/5 
07/21/85 
07/20/86 
01/04/t7 

09/19/82 
01/06/85 
09/15/8' 
01/04/07 

02/15/87 
05/ L1/fl 
0L/04/l7 



MANAGER'IO HANGER 

AD Personnel -- Appointments anid Proration 

HIIGHESr EOD APPOINTMENT EXPIdNATIU OF 
NAME TITME OFFICE PRII(US RATE DATE GRADE/SALARY CURRFtf SALARY CHAWGE AND DATE 

Byers, Lo Ann 

Cahr, DaVld ,. 

Executive Alaistant 

Spcial Assistant 

MAID 

AA/ANE 

21,500 

5,00 

01/04/83 

10/19/86 

AD-11/03 

AD-iS/05 

26,142 

59,230 

AD-11/05 
AD-12/02 
AD-12/02 
AD-12/03 
AD-12/08 
AD-12/09 
AD-12/09 
AD-12/10 

AD-15/05 

27,776 
31,567 
32,673 
33,727 
38,997 
40,051 
41,255 
42, 341 

61,006 

Pay Adjust 
Promoition 

siparability 
Step Increase 
Pay Adjust 
Pay Adjust 
Pay Adjust
PaY AdjuSt 

Pay ACIlt 

08/21/B3 
03/04/84 
01/06/85 
03/03/85 
03/31/85 
03/16/86 
01/04/87 
03/15/87 

01/fl4/B7 
Chandler, Peter j. 

chase, Suzame 11. 

ttiLer 1:uilor 

ExeCttiv Azusttant. 

XA/PI. 

A/AID 

XA 

144 werday 

23,800 

12/07/86 

05/13/84 

05/26/85 

AD-13/03 

AD-11/01 

40105 

25,489 
AD-13/03 
AD-11/01 
AD-11/03 
AD-11/03 
AD-11/05 
AD-12/01 
AD-12/01 

41, 309 
26,381 
28,139 
28,139 
29,897 
31,619 
32,507 

Pay AI)huSt
QxCralnltity 
Pay Adju't 
Reassignmnt 
Pay Adust 
Promotion 
Pay Adjust 

01/04/87 
01/06/85 
05/26/B5 
05/26/85 
02/1 6/B6
05/25/06 
01/04/87 

dlase-lansdale, iI. C. 

Claffy, Joan m. 

Clay, wubect 

Speucial Assistant 
Gen ni, Spc 

Ediucation [x-v Off 

Pulilt leailtlh Adviour 

PRE: 
pRll 

ST/D 

ST 

62,404 

37,599 

$125 p/day 

02/16/86 

09/08/85 

04/24/84 

AD-15/07 

AD-14/01 

AD-12/04 

62,714 

44,430 

33,603 

AD-15/U7 
AD-15/07 
AD-14/02 
AD-1 4/02 
AD-12/05 
AD-12/05 
AD-] 3/02 
AD-1 3/03 
AD-13/03 

62,714 
64,594 
45,9 11 
47,238 
34,621 
35'35 
38,1152 
40,105 
41,3119 

Reassminrnt 
Pay Adjust 
Step Increase 
Pay Altls 
ciuality Step Inc 
Comparability 
Prorotion 
Pay Adjust
Pay Aljuti 

05/11/86 
01/04/87
09/1 4/86 
01/04/87 
11/25/84 
01/06/85 
(6/23/85 
06/22/8C6 
01/04/$7 



t 

MANACER TO MANAGER t 

AD Personnel -- Appointnents and Promotion 

111GIFST EOD APOIMIMP	 EXPLANATION OF 
NM	 TI.0E OFFICE PREVIOUS RATE DATS GRADE/SAu.RY CUltE SA1ARY CHANP MNDDATE 

When, Normnn Special Asst AA/AID 67,930 06/22/86 AD-16/U5 68,700 
AD-16/05 70,800 Pay Adjust 01/04/87
AD-16/05 71,555 Pay Ad3ust 02/15/87 

cross, mrry Social Scien11ce Analyst ST/PCP 40,200 04/01/84 AD-14/02 44,359	 AD-14/02 45911 Corparability 01/06/85
AD-14/03 47,392 Stop Increase 03/31/5
AD-14/07 53,316 Step Increases 01/19/86 
AD-14/07 54,931 Pay Adjust 01/04/87

Oirtings, Ralph Agrtcultural Ecort ShT 52,158 07/21/82 AD-15/08 57, 500	 AD-15 59,801 Pay Adjust 12/18/82
AD-15 63,423 Motit Pay Inc 10/02/83 
AD-15/10 65,642 Pay Adjust 10/14/84 
AD-15/10 67,940 Conparability 01/06/85
AD-15/10 69,976 Pay Adjust 01/04/87

Dailey, 'thomas special A,.sta.nt IPC 54,004 01/26/06 AD-15/02 54,0004 
AD-15/02 55,624 Pay Adjust 01/114/87
AD-15/03 57,418 Step Incrrase 02/01/87

lkavidsor, Oliver Disdster ClmaofE ODA 51,E0u 02/15/87 AD-15/02 55,624 
Donahuie, Jeroirr. Adsan Other OIDA 31 000 12/24/84 AD-13/01 36, 327	 AD-13/ni 37,599 Comparability 01/16/85 

AD-13/02 38,852 Pay Adjust P7/21/8s 
AD-13/03 40,105 Pay Adjust f2/16/86 
AD-13/05 42, 611 PatyAdjust 12/21/86 
AD-13/U5 43,891 Pay Adjust fil/04/87

Dry, JnaAs a. Progral., Analyst PC 51,095 09/14/86 AD-14/06 51,835 
AD-14/06 53, 388 Pay Adjust (11/04/87

Durban, Joe S. Prograt Analyst PRE 50,000 05/13/84 AD-14/01 42,928 AD-14/01 44,430 Corparability 01/16/85 
AD-14/04 48, 873 Pay Adyvst 05/26/US 
AD-14/04 48,873 Roossianenlt 138/11/85 
AD-14/06 51,835 Pay Adjust. flS/25,'86 
AD-14/06 53, 3uti Pay Adjyst 01/4/u7 

farnhar, kriJtorC Disuster (p ft Al- 57,759 07/07/US AD-LS/05 59,23D 
(Conversion) 

AD-15/DS 61,o1116 1y Ary t, 114/10 

http:A,.sta.nt
http:GRADE/SAu.RY


I 

MANAGER MANACER an 

AD Personnel r- Appintients and Pcomotion 

HIGH"ESr EOD APPOIfLtDC rXPLMIATIGJ OF 
NAME TITLE OFFICE PRFYIcuS RATE DATE GRADE/SALARY CUUlRP SALARY CIWuJCEAND DATE 

FOX, 

Fox, 

Jaies 

Jadith 

Interntonal con 

ExUcutzv MsVIstant 

IAC 

A/AID 

46,050 

18,500 

05/06/82 

02/28/82 

AD-15/05 

AD-10/04 

52,909 

23,594 

AD-15 
AD-15 
AD-15/08 
AD-15/08 
AD-15/08 
AD-11/06 
AD-1l/09 

55,878 
59,724 
62,276 
64,455 
66,388 
28,593 
32,134 

Merit Vay Inc 
Merit Pay Inc 
Pay Adjust 
Corrparability 
Pay Adjust 
Prcmtion 
Pay Adjust 

10/03/82 
10/02/83 
10/14/84
01/06/85
01/04/87 
11/07/82 
02/05/84 

AD-11/10 
AD-11/10 

33,139 
34,292 

Pay Adjust 
Conparability 

03/04/84 
01/06/85 

Gilliare, Judith 
coddard, Paula 

Grant, John 2. 

Grceaunn, Antonia 

Special M-,istnt 

Public ACtairs Sx: 
Sup Program Mlyst 
Proj. Analysts Officer 

Intl Cpt SThG 

Special Assiltannt 

IVA/PVC 

XA/P,
FVA 
PPC 

FVA 

I'/CVOMIP 

58, (15U 
17,453 

32,300 

32,1100 

2/15/87 
02/26/79 

03/1 8/4 

10/27/US 

AD-I5/f06 
An-14/01 

AD-13/04 

AD-12/04 

62,800 
32,442 

39,960 

34,781 

AD-12/07 

AD-13/05 
AD-13/05 
A-13/05 

AD-15/05 
AD-15/05 
AD-15/06 
AD-15/06 
AD-13/04
AD-I 3/05 
AD-13/05 
AD-14/02 

AD-12/04 

31,943 

42,611 
43,891 
43,891 

54,987 
57,227 
59,23D 
60,972 
62,8100 
41,358 
42,611 
43,891 
47,2I8 

35,825 

Proction 
Reassigonent 
Pronotion 
Pay Adjust 
leassignmnt. 

Pay Adjstict 
Comrability 
Step Increase 
Pay Adjust 
Cxarability 
Pay Adjust
Psy Adjust 
Procotion 

Pay Adjuqt 01/04/87 

03/17/85 
12/15/85 
04/27/86 
01/04/87 
02/01/87 

101/14/84
01/06/85
10/12/86 
01/14/86
01/06/85
03/16/86 
01/04/87
113/15/87 



Si 

TILlE 

Grigsby, Carol Financial Analyst 

Grinder, Susan Secretry-Stero 
Haire, Paul Special Asstant 

Harisky Esperanza 13. Secretary, Steno 
Clerk 'lyust 
DIE 05/01/87 

Alarley, Willian Siup ier 1ml: Spec 

Farrell, Levonne Per Stat hpvC Nc 

DiqesLer opis Spotl 

Farvey, Michael Disaster (.pns Spel 

MANAGER TO MANAGER 

AD Personnel -- Appointments and Promotion 

HIGIST EOD APPOINTMENT EXPLANATION Or 
OFFICE PRENICOUS RATE DATE GRADC/SNARY CURRENT SALARY CNME AND DATE 

PIC 17,035 09/21/80 AD-11/01 20,611 AD-12/01 
AD-I2/02 
AD-13/01 
AD-13/02 
AD-13/02 
AD-13/03 
AD-I 4/01 
AD-14/01 
AD-14/02 

28,245 
30,353 
34,930 
37,538 
38,852 
40,105 
44,430 
45,763 
47,288 

Proction 
Step Increase 
Promtion 
Step Increase 
cmarabtlity 
Step Increase 
Proction 
Pay Adjust 
Step Increase 

04/04/82
04/03/83 
08/21/83 
08/19/04 
01/06/85
08/18/85
03/16/86 
01/04/87 
03/15/87 

A/XA 
PPC 

PRK 

PRE/'D 

LAC 
LAC 

wPM 

PPH 
OFDA 

oLDA 

19,000 
211 per 
day 

14,336 

43,780 

30,402 

02/17/87 
06/11/84 

09/18/86 

04/22/84 

01/15/84 

AD-09/01 
AD-15/01 

AD-09/01 

AU-14 

AD-12/01 

-

22,458 
50,495 

46,407 

30,549 

AD-15/Ul 
AD-15/02 
AD-15/02 
AD-15/03 
AD-15/03 
AD-15/03 

AD-05/02 
AD-05/rl2 
AD-14/05 
AD-14/05 
AD-14/06 
AD-14/06 
AD-12/01
AD-12/02 
AD-12/02 
AD-12/03 
AD-12/03 

52,262 
54,004 
54,004 
55,746 
55,746 
57,410 

14, 870 
15, 316 
48,652 
50,354 
51,835 
53,388 
31,619 
32,673 
32,673 
33,727 
33,727 

Corparability 
Step Increase 
Reassigntrent 
Step Increase 
Reassignant
Pay Adjust 

R1eassign/Pay Adjust 
Pay Adjust 
Pay Adjustnrcnt 
Orparability 
Step Increase 
Pay Adjust 
Conparability 
Step Increase 
Reaossqnnent 
Step Increase 
Reassigroent 

01/06/85
06/09/85 
07/2A/85
06/08/06 
10/01/86
01/04/87 

12/21/86
01/04/87 
10/14/84 
01/6/85 
10/12/B6
01/04/87
01/06/d5 
01/20/B5 
09/01/R5
01/19/86
08/17/86 

OlCA 24,f100 03/15/87 AD-ll/OL 27,127 
AD-12/03 34,739 Pay Adjust nl1/04/87 



MANAGER '10 MANACER 

AD Personnel -- Appointments and Promotion 

NAM TITLE OFFICE 
HIGHEST 

PREVIOUS RATE 
ED 
DATE 

APPOIMEMT 
GRADB8/SAIARY CURENr SALARY 

EXPIANATION OF 
CHANGE AND DAT r 

Iooker, Evelyn 

1ibbard, ThOrS 

Sup Prograwi Ana 

Supy Kall & Mot 
Assistant 

or Pool 

PWar 

ES 

52,166 

19,871 

09/01/85 

06/12/03 

AD-15/03 

AD-09/04 

55,746 

22,281 

AD-15/04 
AD-1S/04 
AD-09/05 
AD-09/05 
AD-09/06
AD-09/06 

57, 488 
59, 212 
23,874 
24,712 
25,439 
26,203 

Step Increase 
Pay Adjust 

corparability 
Step Increase 
Pay Adjust 

08/31/86 
01/04/87 

01/06/85
09/14/86 
01/04/87 

Irving Ellen 
Jackson, Qirtis 

Jame, Carole 
Kaiser, Joyce 

Kelly, Brigid 

'hdo, M'ay 
Kii 81it hil 

Ilriter Editor 
Dit/Clc Tech Rev & Info 

Pers Staffing Spec
Part rtig Off 

Pets Staff my 5,c1 

Ac1nOff Ct 

XA 
S&T 

R/P&/FSP 
sC/IT 

M/IM 

OFDA 

24,000 
79,594 

20,746 
66,282 

22,000 

26,850 

03/22/07 
12/28/86 

01/20/87
04/07/85 

04/08/84 

05/26/81 

AD-13/01 
AD-15/10 

AD-12/01
AD-iS/la 

AD-12/01 

AD-13/01 

38,727 
67,940 
32,567 
67,940 

30,549 

32,048 

AD-15/10 

AD-15/10 
AD-12/01 
AD-12/02 
AD-12/03 
AD-12/03 
AD-13 
AD-13 
AD-13/05 
AD-1 3/05 
AD-13/06 
AD-13/06 

69,976 

69,976 
31,619 
32,673 
33,727 
34,739 
37,837 
40,730 
41,171 
42, 611 
43,864 
45,182 

Pay Ad)Ust 

Pay Adjust 
corqarability 
Step Increase 
Step Increase 
pay Adjust 
Merit Pay Inc 
leit Pay Inc 
Pay AdjUstment 
colparability 
Step Increase 
Pay Ad3ust 

n0/04/87 

01/04/87 
01/06/85
04/14/85 
04/13/86 
01/04/87 
10/03/82 
10/02/83 
10/14/84 
[3/06/85 
10/12/86 
01/04/87 

DLSdatIr Q,' Ot ODI 06/23/85 AD-15/01 
(cuonvursion) 

52,262 

AD-15/03 
AD-15/03 

55,746 
57,418 

Pay Adjust 
Pay AdJLst 

05/25/86
01/04/87 



AD Personnel - Appointments and Promotion 

HIGIEST EOD APPOIMIMFfrI EXPIANATICN OF 
TILt OFFICc PITVItS RAT& DATS GRADB/SAIARY CUliDDf SALAY CHANGEANDDATR 

Kull, liarton Writer Editor XA 41,277 10/31/83 AD-14/02 41,277 AP-14/02 44,359 

both, Richard 

lcD±vitt, Herbert 

flcmntosh, Rhodina 

Gen flu; se 

IMusing Guaranty Spec 

Supv. ProgrIn Analyst 

F'it 

PRE/Hl 

NA 

66,000 

AD-14/06 

200 
pr*r'LyA 

07/06/86 

11/24/b5 

03/29/13 

AD-15/D9 

AD-14/06 

AD-14 

66,198 

51,835 

41,277 

AD-14/03
AD-15/01
AD-15/01
AD-15/02
AD-15/03 
AD-15/03 

AD-15/09 

AD-I4/406 
AD-14 
AD-15 
AD-15/02
AD-15/02 
AD-I 5/03 
AD-15/04 

45,790 
50,495 
52,262 
54,004 
55,746 
57,418 

68,182 

53,388 
43,848 
50, 495 
52,178 
54,004 
55,746 
57,488 

Step Increase 
Prorstion 
Comparability 
Step Increase 
step Increase 
Pay Adjust 

Pay Adjust 

Pay Adjust
Merit Pay Inc 
Promotion 
Pay Adjust 
COr.pacability
Step Increase 
Step Increase 

07/00/84 
11/25/84
01/04/85 
11/24/85
11/23/86
01/04/87 

01/04/87 

01/04/117 
10/f2/83 
08/05/84 
10/14/84 
01/06/85 
10/13/85 
10/12/86 

ilctaster, Margaret
ItshloffE, Russ11 

Prograu GEV Asst 
InterntIonal Coop, 
Specialist 

M/pI/COM2 
Nil 

18,700 
53,661 

01/18/87 
02/06/1 

AD-08/01 
AD-15 

20,333 
56,880 

AD-15/04 

AD-15 
AD-15 

59,212 

57,927 
59,954 

Pay Adjust 

Mtcit Pay Inc 
Pay Adjustrnnt 

01/04/87 

10/02/83 
01/08/84 

uc XSon, ran G. 

Detail to State 
tE 3/8/87 

Forest,. ST 55, 602 06/03/84 AD-15/05 'V7,227 

AD-15 
AD-15/0B 
AD-15/08 
AD-1 5/08 
AD-15/08 
AD-1 5/05 
AD-I 5/06
AD-15/06 

60,244 
62,276 
64,456 
66, 388 
66,3138 
59,2311 
60,972 
62,800 

Pay Adjustment 
Pay Adjustinent 
Comparability
Pay Adjust 
Dtntil 'I State 
Coilarability 
Step Incroaw, 
Ply A&jiut 

01/08/84 
10/14/84 
01/06/85 
01/04/87
03/08/87 
01/016/81 
(16/08/816 
01/04/17 



MANAGER TO MANAGER 

AD Personnel -- Appointments and PrCoticn 

IicGrssr EDO APPOINMENTr EXPLANATICON OF 
TITLI: OFFICE PRIbVlOJS RATE DATE GRADE/SALARY CURRENT SAIARY CHAMCEAND DATE 

Mulbarn Mary T. 

ftinson, larthon 

Special Assistant 

Special AssLstant 

PPC/WID 

AA/AFR 

U.O.C. 

120,000 

10/14/96 

11/07/82 

AD-09/01 

AD-15/10 

21,804 

57,500 
AD-09/01 
AD-15 
AD-15 
AD-15/10 

22,458 
63,115 
65,640 
65,642 

Pay Adjust 
Pay adjustment 
Merit Pay Inc 
Pay Adjust 

01/04/87 
12/18/82
10/02/83 
10/14/84 

AD-15/10 67,940 Conparability 01/06/85 

Hurchie, Gordon 

muse, Philip J: 

Special Asistant 
NTI' 2/23/UU 
AdiniStrative Aide 

XA 

I:S 

250 per day 02/24/86 

05/24/81 

AD-15/01 

AD-09/04 

52,262 

23,470 

AD-15/10 

AD-15/01 
AD-09/05 

69,976 

53,830 
23,874 

Pay Adjust 

Pay Adjust 
Pay Adjust 

01/04/87 

01/04/87 
08/19/84 

Nedil Richard A. 

l'rtega, Roger V.A. 

O'cara, Chloe 

O'Neill, Ttisthy J. 

Outldw, it [iion (1. 

Pilheries Advisor 

Writer Editor 

mittri on Adviser 

Dep Dir Iog Mrs 

Writer-4ittor' 

XA 

ST/l 

rAXD 

XA 

31,000 

28,800 

69,000 

29,000 

-

03/24/85 

11/09/86 

08/19/84 

09/02/86 

12/9/65 

AD-15/10 

AD-12/05 

AD-13/01 

AD-15/10 

AD-12/0S 

67,940 

35,835 

36,327 

67,940 

35,835 

AD-09/05 
AD-09/07 
AD-09/07 
AD-09/08 

AD-15/10 

AD-12/05 
AD-13/01 
AD-13/02 
AD-13/03 
AD-13/03 

AD-15/10 

AD-12/07 
AD-12/07 
AD-13/04 

24,712 
26,166 
26,952 
27,701 

69,976 

36,911 
37,599 
38,852 
40,105 
41,309 

69,976 

37,q43 
39,083 
42,6110 

Coxparability 
Pay Adjust 
Pay Ad)Ust 
Pay Adjust 

Pay Ad)ust 

Pay Aujst 
Conparability
Step Increosea 
Step Increase 
Pay Adjust 

Pay Adjust 

Pay Adjust 
Pay Adjust 

i inn 

01/06/85 
12/22/85 
01/04/a7 
03/IS/87 

01/04/87 

03/04/87 
01/06/85
08/18/8 
(8/17/86
01/04/117 

01/(14/87 

MI/I 7/16 
(Il/f14/87 
fi /18/81 
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MANAGER IC AGER 

AD Personnel - Appointments and Promotion 

lIGHEST EOD APPOIUTIlT RXP1ANATION OF 
OFPICE PRLVICUS DATE DATE GRADE/SALARY CUlURur SALARY CHANFE AND DATE 

PI+ttt, Patricia 

Pickard, Cynthia 
Posey, Tyler 

Ndra Operattons spel 

Secretary Typing 
Cong Liaison Off 

XA 
LEW 

28,000 

50,000 

03/18/81 

03/01/87 
08/18/85 

AD-11/10 

AD-06/01 
AD-15/01 

29,236 

16,521 
52,262 

AD-12/06 
AD-12/07 
AD-12/07 
AD-12/09 
AD-12/10 
AD-12/10 

AD-15/02 
AD-15/03 

34,269 
36,657 
37,943 
40,051 
41,105 
42,341 

54,004 
55,746 

Prustion 
Pay Adjust 
Corparability 
Pay Adjust 
Pay Adjust 
Pay Adjust 

Step Increase 
Pay Adjust 

06/13/82 
12/11/83 
01/06/85
02/03/85 
03/30/85 
01/04/87 

08/17/86
11/23/86 

Oiandt, Anna S. 

RadloEf, Scott N 

Soc Seitnct 

DcourastL 

Analyst ST/Iv 

PPC 

Skr 

$150 p/lay 

15,372 , 

0/29/84 

02/13/83 

AD-14/01 

AD-12/01 

49,928 

29,374 

AD-15/03 
AD-14/01 
AD-14/02 
AD-14/02 
AD-14/03 
AD-14/03 
AD-12/02 

57,418 
44,430 
45,911 
45,911 
47, 392 
48,013 
31,567 

Pay Adjust 
Coqparabilfty 
Step 
Reassignment 
Step Increase 
Pay Adjust 
Step Increase 

01/04/87 
01/06/85 
08/04/85 
08/18/85 
(B/03/86
01/04/87 
02/19/84 

leed, Nancy ConfidentAli Assistant A/XA 36,000 12/27/83 AD-0)/U6 23,631 

AD-12/02
AD-12/03
AD-13/01 
AD-13/02
AD-13/02 
AD-09/06
AD-10/05 
AD-10/07 

32,673 
33,727 
37,599 
38,852 
40,018 
24,460 
26,291 
28,811 

COrr.parability
Step Incras 
Pr(rtion 
Step Increaqe 
Pay Adjust 

ro-tation 
Pay Adjust 

01/116/85 
n2/17/85 
(16/09/85 
06/01/86
01/04/87 

04/15/84 
01/06/85 

AA/rAC 

XA 

AD-i2/07 
AD-10/09 
AD-10/09
AD-10/09 

28,811 
30,411 
31,324 
31, 324 

ReassiqrmnwInt 
Pay Adjust 
Pay Adjust 
1eassimmenat 

(19/15/85 
02/16/86 
01/04/87 
03/15/87 

Reynolds, .Lrcival 

Rilling, Mark A. 

I. Special Assistant 

Prugron AnaIyjb 

TDP 72,00 

31,050 

09/16/86 

03/30/86 

AD-15/10 

AI-12/03 

67,941 

33,727 
AD-15/10 69,976 Pay Adjust 0]/04 87 

AD-12/03 34,739 Iuy Adjust 111/04l/87 



AD Personnel 

HIGESr 
NAME TITUR OFFICE PREVIOYS RATE 

Robinson, Rose Participint Trng Offcr. St.T 26,738 

Robinson, Willis N. Mail & Motor Asst IS 19,513 

Rosenberg, Alison DirPol Dev & Pro Mev P1C 58,000 

IVPVCOMP 

Ryan, tIny Power Progrw Analyst PlC 33,000 

Sabadell, Alberto 11iysical Scientist S&T 47,000 

Schildt, kWrilynn Porxilation Advisor S&T 30,108 

HANAGER IO MAGER 

-- AppointtenLs and Promotion 

DOD 
DATE 

APPOInNMr 
QMADE/SALARY CUIRIN SALARY 

EXPf)AATION Ol 
CHANM AND DATE 

01/02/77 

09/14/86 

03/03/85 

07/10/83 

12/05/U2 

10/31/82 

AD-14/01 

AD-07/08 

AD-15/06 

AD-15/01 

AD-14/07 

AD-13/01 

28,725 

21,982 

60,972 

48,553 

49,553 

34,q30l 

AD-15 
AD)-15/07 
AD-15/07 
AD-15/07 

59,110 
60,593 
62,714 
64,594 

AD-07/08 22,642 

AD-15/06 
AD-15/06 
AD-15/07 
AD-15/01 
AD-15/02 
AD-15/02 
AD-15/03 
AD-15/04 
AD-15/04 
AD-14/07 
AD-14/07 
AD-14/08 
AD-14/08 
AD-13/01 
AD-13/02 
AD-13/03 
AD-13/04 
AD-13/04 
AD-14/01 
AD-14/03 
AD-14/03 
AD-14/04 

62,800 
62,800 
64,594 
50,495 
52,178 
54,004 
55,746 
57,488 
59,212 
51,514 
53,316 
54,797 
56,438 
34,930 
37,538 
38,749 
39,96f) 
41,358 
44,430
47,392 

- 48,813 
50,338 

Pay Adjust
Corparablity 
Pay Adjust 

Pay Adjust 

Pay Adjust
Reassignrent 
Step Increase 

Step Increase 
Caparability 
Stop 
Step . 
Pay Adjust 

Comparability 
Step Increase 
Pay Adjust 

Step Increase 
Step Increase 
Quality step Inc 
Colparahi lily 
Promtion 
Pay Adjust
Pay Adjust 
.Step Increase 

10/14/84
01/06/R5 
01/04/87 

01/04/87 

01/04/87
02/15/87
03/01/87 

07/08/84 
01/06/85 
07/07/85 
07/06/86 
01/04/87 

01/06/85 
12/08/85 
01/114/87 

10/30/83 
10/28/A4 
11/25/84 
01/106/15 
f)3/03/1, 
(13/102/86
01/04/87 
(3/011/53' 



I 

Schuler, Sidney 

Seawright, Patricia 
Tally, Nhe Sue 

Theisen, Gary t. 

Thiubeault, Rolert 

Towsend, Mdrcia 

Tropp, Richard A. 

Tru'eIl, Galsn
 

Vullan., Clayton J. 

TITLE 

Smcial Science Ana 

Special As'istant 
Special Assistant 

International FAtc. 
Spec. 

Gen'1 B'us Spec
Speial AstL 

Social ScA Analyst 

Special MAsStant 

slvacia Assitant 

Tedi InE" Sp c 

MANAGER TO MANAGPR 

AD Personnel - Appointments and Promotion 

OFFICE 
IIIGRE.ST 

PRI1S RATE 
DOD 
DATE 

APPOIRMET 
GRADB/SALARY CURRINM SAIARY 

EXPIfldATION OF 
CHAWE AND DATE 

ST/POP 

A/AID 
AA/LAC 

ST/ED 

SDB 
olDA 

StNT 

A/AID 

AA/PVJ& 

SWr 

200 per day 

260 per day 

30,000 

44,367 

66,400 

48,000 

7(0,010 

11/24/85 

03/01/87 
10/14/86 

08/19/84 

10/15/85 

02/26/84 

11/12/84 

10/05/81 

12/01/U6 

AD-13/01 

AD-15/D1 
AD-15/06 

AD-13/01 

AD-15/03 

19-14/1)6 

AD-17/03 

/-15/02 

AD-14/10 

37,599 

S3,830 
60,972 

36,327 

55,746 

50,083 

66,400 

48,241 

57,759 

AD-13/02 
AD-]3/02 

AD-15/DG 
AD-13/01 
AD-13/02 
AD-13/03 
AD-14/01 
AD-14/01 

AD-15/04 
AD-15/05 
AD-15/05 
AD-14/06 
AD-14/07 
AD-14/07 
AD-17/03 
AD-17/04 
AD-17/04 
AD-17/04 
AD-S/04 
AD-15/05 
AD-15/05 
AD-IS/U6 
AD-15/06 

AD-14/10 

38,852 
40,018 

62,800 
37,599 
38,852 
40,105 
44430 
45,763 

57,488 
59,230 
61,006 
51,835 
53,316 
54,913 
68,700 
68,700 
70,800 
72,500 
53,407 
57,227 
59,230 
60,972
42,800 

59,488 

Step Incrense 
Pay Adjust 

Pay Adjust 
Cmxtcrability 
Step increase 
Step Increase 
Promtion 
Pay Adjust 

Reassiqnmmt 
Step Incras' 
Pay Adjust
Pay AdjusL 
Comparability 
Pay Adjust 
Pay Adjust 
Corparability 
Step 
Pay Adjust 
Pay Adjust
Pay Adjustment 
Step Increise 
Comparability 
Step 
PAy Adjust 

Pay Aijus:t 

11/23/86 
01/04/87 

01/04/87 
i1/O6/85 
08/18/85 
(0/17/86 
11/23/86 
01/04/97 

04/13/06 
10/26/86 
12/21/86
01/04/87
01/06/85 
11/24/85 
61/04/87
01/06/85 

)9/2Q/85 

01/04/87 
02/15/87
11//lBI 
11/13/83 
61/06/85 
11/O1/us
01/04/87 

0/0.1/87 



Watkins, Birge 

Ulegner, Herbert 

Weanstein, Warren 

lwhitaker, Lindsay 

itttaker, Richard 

Wilkinson, John 

TIHLE 

Special Assistant 

Special As-istant 

Sup Proj Dcv Off 

AMa O$ AnSL 

Prograni Anlyst 

Sfxecial Assistant 

OFFICE 

PRE/TF 

ST/IT
 

FVA 
PRE 

AA/PPC 

%A/IASP 

AI
 

A/AID 


MANAGERTO MANAGER 

AD Personnel - Appointments and Promotion 

IllGHEST EOD APPOInrMiiT 
PRWIOUS RATE DATE GRADE/SALARY 

18,000 plus 04/13/02 AD-131/04 36,946 
cot.ritission 

100,000 01/09/83 AD-15 63,115 

62,189 11/09/86 AD-15/07 62,714 

06/08/8 A>-07/01 17,824 

06/10/5 AD-12/05 35,835 

'50,495 07/22/84 AD-15/02 52,178 

CURREYT 

AD-13/04 
AD-13/05 
AD-14/02 
AD-14/02 
AD-14/02 
AD-14/03 
AD-14/04 
AD-14/04 
AD-15 
AD-15/10
AD-15/10 
AD-15/1l 

10-15/07 
AD-15/09 

AD-07/01 

AD-13/02
AD-13/02 
AD-15/02 
AD-15/04 
AD-15/06 
AD-15/06 

SALARY 

39,767 
40,972 
44,359 
45,911 
45,911 
47,392 
48,873 
50,338 
65,640 
65,642 
67,940 
69,976 

64,594 
68,182 

18,358 

38,852
40,018 
54,004
57, 488 
60,972 
62,800 

EXPLANATICH OF
 
CHANGE ANDDATE
 

Step Increase 04/15/84

Prortion 05/13/84
 
Corparability 01/06/85

Reassignment 03/03/85
 
Step Increase 05/21/85 
Step Increase 05/25/86 
Pay Adjust 01/04/87 
Merit Pay Inc 10/02/83 
Pay Adjust 10/14/84 
Corparability 01/06/85
Pay Adjust 01/04/87 

Pay Adjust 01/04/87
Pay Adjust 03/01/87 

Pay Adjust 01/04/87 

Promotion 07/106186
Pay Adjust 01/04/87
Cocparability 01/06/as
Pay Adjust 07/07/85
Pay Adjust 11/23/96
Pay Adjust 01/04/87 



MANAGER To MANAGER 

AD Persomel *- Appointments and Promotion 

IGHEST EOD APPOINTMENT EXPIANATICt OF 
NAME TITLE OFFICE PREVIOUS RATE DATE GRAD/SAIARY CURR2flT SALARY CHAK;E AND DATE 

Willens, Lily Intel Coop Spol AFR 23,500 08/16/81 AD-13/01 32,048 AD-13/03 
AD-13 
AD-13 
AD-13/05 
AD-13/05 

35,826 
38,120 
40,408 
41,171 
42,611 

Pay Adjust
Mecit Pay Inc 
MWrit Pay Inc 
Pay Adjust 
Comparability 

07/25/82 
10/03/82 
10/02/83 
10/14/84 
01/06/85 

AD-14/03 
AD-14/04 

47,392 
48,873 

Proration 
Pay Adjust 

03/31/85 
03/30/86 

Willta.son, Handy 

special Asst 

Director, ST/tUR 

AA/Ar 

ST/RUR 03/17/05 AD-15/09 66,198 

AD-14/04 
AD-14/04 

48,873 
50, 388 

Reassignnont 
Pay Adjust 

06/01/86 
01/04/87 

%ine, Earted Special Asistant DA/AlD 95,000 07/13/86 AD-15/10 67,940 
AD-15/09 68,182 Pay Adjust 01/04/87 

fltfe, Jwon 

lolicki, Nancy 
Young, Margaret 

Zank, Heal S. 

Zcletko, Mary Ri.a 

Part Trll Officer 

Progra Ojrs spc1
Clerk Typing 

Special Assiqtant 

InstL Play Se 

Ier Stffingj spjec 

ST/IT 

FVA 
XA/Pl 

PPC/PDPR 

PM/CSP' 

08-14/02 

144 per day 
6.00 ph 

41,000 

38,853 

06/02/85 

U3/01/U7 
11/17/85 

07/22/84 

09/01/U5 

AD-14/04 

AD-12/10 
AD-05/02 

AD-14 

AD-14/01 

48,873 

42,341 
14,870 

45,790 

44,430 

AD-15/10 

AD-14/04 
AD-15/01 

AD-05/04 
AD-07/01 
AD-07/01 
AD-14/04 
AD-14/04 
AD-14/05 
AD-14/05 

69,976 

50,338 
53,830 

15,830 
17,824 
18,358 
47,221 
48,873 
50,354 
51,863 

Pay Adjust 

Pay Adjust 
Promotion 

Pay Adjust 
Pronotion 
Pay Adwust 
Pay Adjust 
Coaparability 
Step Increase 
Pay Adjust 

01/04/87 

01/04/87 
01/04/87 

05/25/86 
10/12/86 
A1/04/87 
10/14/04 
01/16/as 
10/12/86
01/04/87 

Per Marsit Spoc Pt 1/PCP/Ni 

AD-14/02 
AD-14/02 
AD-14/02 

45, 911 
47,2F0 
47,28t 

.Step Increase 
Pay AdylsL
160iqsimumnt 

08/31 /86 
01/04/87 
03/1 v7 

TlAL: 101 



if ' H. 5. 

-7-

MANAGERTO MANAGER 

Schedule C personnel - Appointments and Promotion 

HIGHEST EOD APPOINTMENT 
TITLE OFFICE PREVIOUS RATE DATE GRADE/SALARY 

Allen, Mary B. Special Assistant AA/ASIA 18,585 06/21/81 AD-l/01 22,486 

AA/LAC 

Anthony, Willian A. Special Assistant 44,000 06/22/86 AD-15/01 52,262 

Armstrong, Lisa B. Adri Cps Asst PMVCOMP 02/16/86 AD-07-01 17,824 

Baker, Douglas B. Special Assistant PPC t5.00 P.H. 09/28/86 AD-06/01 16,040 

Barbieri, Janice Special Assistant PIM/COMP 44,146 05/06/84 AD-14/02 44,359 

wughlin, Catherine Progran Opvs Spec
Cong L OtEct 

WvA/PVC 
LEG 

32,000 04/07/85 AD-12/01 31,619 

March 31, 1987 

EXPLANATION OF 
CURRENT SALARY CHANGE AND DATE 

AD-11/02 25,325 Step Increase 06/27/82 
AD-12/03 32,585 Promotion 06/26/83 
AD-12/04 33,603 Step Increase 06/24/84 
AD-13/01 36,327 Promtion 11/11/84 
GS-13/01 36,327 Appt Change 12/31/84 
GS-13/01 37,599 Comparability 01/06/85 
GS-13/02 38,852 Step 11/10/85 
GS-13/02 38,852 Reassignment 07/20/86
GS-13/03 40105 Step Increase 11/09/86 
GS-13/03 41,309 Pay Adjust 01/04/87 

GS-15/01 52,262 Appt Change 07/27/86 
GS-15/01 53,830 Pay Adjust 01/04/87 
GS-07/01 17,824 Appt Change 03/02/86 
GS-07/01 18,358 Pay Adjust 01/04/87 
GS-07/02 18,970 Step Increase 02/15/87 

AD-06/01 16, 521 Pay Adjust 01/04/87 
GS-06/01 16,521 Appt Change 01/25/87 
AD-14/03 45,790 Step Increase 12/23/84
AD-14/03 47, 392 Corparability 01/06/85, 
GS-14/03 47,392 Appt Change 02/03/85 
GS-14/04 48,873 Step Increase 12/22/85
GS-14/04 50,338 Pay Adjust 01/04/87 
AD-12/02 32,673 Pay Adjust 04/13/86 
GS-12/02 32,673 Alpt Change 08/24/86 
GS-13/01 37,599 Pronotion 09/28/86 
GS-13/01 38,727 Pay Adjust 01/04/87 



MANAGER TO0MWAGER 

Schedule C Personnel -- Appointments and Promotion 

HIGHEST EOD APPOINEMiT EXPLANATION OFNAME TITLE OPPICE PREVEOUS RATE DATE GRADE/SALARY CUUREU SALARY CHANGE ANDDATE 

English, Mary M. Deputy Assistant to the PM/(4P 22,486 03/14/82 AD-14/01 39,689 GN-14 42,887 Merit Pay Inc 10/03/82Adninistrator for GM-15 48,553 Promotion 03/14/83Pubijc Affairs GM-15 51,337 Merit Pay Inc 10/02/83
GS-15/03 53,861 Pay Adjust 10/14/84
GS-15/03 55,746 Corparability 01/06/85
GS-15/04 57,488 Step Increase 10/13/85
GS-15/04 59,212 Pay Adjust 01/04/87Espostto, Joseph Special Assistant ANE 39,689 07/25/82 AD-15/01 46,685 GM-15 49,187 Merit Pay Inc 10/03/82
GM-15 52,824 Merit Pay Inc 10/02/83
GS-15/04 55,544 Pay Adjust 10/14/84
GS-15/04 57,488 Coparability 01/06/85
GS-15/05 59,230 Step Increase 10/12/86 

Forman, Lori Special Assistant PVA GS-15/05 61,006 Pay Adjust 01/04/aB738,880 06/26/83 AD-13/07 41,914 014-13 44,027 Merit Pay Inc. 10/02/83
GS-14/05 48,652 Promotion 10/28/84
GS-14/05 50,354 Coparability 01/06/85
GS-15/02 54,004 Promotion 12/22/85
GS-15/03 55,746 Step Increase 12/21/86

57,418Grossman, Sheryl Special mststant FVA 08-25/03 Pay Adjust27,000 07/31/83 AD-12/01 29,374 S-1 3/01 36,327 Pronotion 07/29/84GS-13/01 37,599 Conparability 01/06/85
GS-13/02 38,852 Step 08/04/85
GS-13/03 $40,l05 Step 08/03/86
GS-13/03 41,309 Pay Adjust 01/04/67Higgins, George Special Assistant XA 59,795 09/13/81 GS-15/01 GS-15/0244,547 50,171 Step Increase 09/19/82
GS-15/U3 53,961 Step Increase 09/18/83
GS-15/04 55,544 IncreaseStep 09/16/94
GS-15/04 57,488 Corprability 01/06/85/M GS-15/04 57,488 Reassignment 11/17/85
GS-15/05 59,230 Step Increase 09/14/86
GS-15/OS 61,006 Pay Adjust 01/04/87 



~1 

Hoel, Martha Tcavis 

KisIaba, Aileen M. 

Wrig, Nancy E. 

aInyebier, Holly D. 

tUoney, Andcea 

NeLdeffert Carol
 

Parner, Jake 

Poell, It. Bn 

TITLE 

Social Science An 

Special Asst 

Writer Editor
 

Adino 1pnsAsst (Stny) 

public Affairs Spec 

Special Asst 

Special Assistant 

Confidential Asst 

Prograi Op Spec 

Progran Ops Asst 

MANAGERTO MANER 

Schedule C Personnel - Appointments and Promotion 

OFFICE 
HIGHEST 

PREVIOUS RATE 
APPOINI4ENT 
GRADE/SALARY CURRENT SAtARY 

EXPLANATION OF 
CHAME AND DATE 

PPC/PDPR 

AA/PRE 

XA 

116G/ou 

XA 

XA 

FVA/PVC 

A/AID 

EVA/PVC 

FVA/PVC 

16,000 

12,000 

19,740 

CS-11/02 

10/15/85 AD-15/01 

06/30/86 GS-15/01 

03/30/86 AD-09/01 

07/31/84 AD-06/01 

05/11/86 GS-lu/01 

12/15/85 AD-11/02 

07/01/85 AD-09/04 

04/21/86 GS-08/01 

52,262 

52,262 

21,804 

15,497 

24,011 

27,260 

23,985 

19,740 

GS-15/01 
GS-15/02 

GS-15/01 

GS-09/01 
GS-09/01 
AD-06/01 
AD-07/01 
GS-07/01 
AD-08/01
AD-1D/01 
GS-10/01 
GS-10/01 

GS-in/01 

GS-11/02 
GS-11/03 
CS-11/03 

AD-11/01 
GS-11/01 
GS-11/01 

GS-0B/01 
GS-iD/01 

52,262 
55,624 

53,830 

21,804 
22,458 
16,040 
17,824 
17,824 
19,740 
24,011 
24,011 
24,732 

24,732 

27,260 
28,139 
28,984 

26,361 
26,381 
27,172 

21,333 
24,732 

Termination 
Appointment 
Pay Adjust 

Pay Adjust 

AWt Change 
Pay Adjust 
cormparability 
Pconotion 
Conversion 
Conv/Pronotion 
Promotion 
Arpt change 
Pay Adjust 

Pay Adjust 

Appt Change 
Step Increase 
Pay Adjust 

Pronotion 
Appt Chanqe 
Pay Adjust 

Pay Adjust 
Promotion 

06/04/86 
06/09/86 
01/04/87 

01/04/87 

07/06/86 
01/04/87 
01/06/85 
05/26/85 
08/18/85 
02/02/86 
08/03/86 
08/31/86 
01/04/87 

01/04/87 

07/20/86 
12/21/86 
01/04/87 

05/25/86 
08/03/86 
01/04/87 

01/04/87 
03/01/87 



e-

NAME 

Sruth, Dee Ann 

Steuart, Cynthia J. 

Vanuare, Thones 

Volk, Laurie 

Uietss, Delores 

Witson, Iatherine M. 

TOTAL: 25 

TITLE 

Associate Director 

Special Assistant 

Public Affairs Spec. 

Special Assistant 

Special Assistant 

Sup Pub Aff Spec 

SpecialA 

Schedule C Personnel 

HIGHEST 
OFFICE PREVIWS RATE 

LEG 20,497 

,A/AID 55,746 

XA 31,332 

FVA/PVC 15,600 

AX/LAC 64,000 


XA 21,000 


AA/PHE 

MANAGER 'IO MANAGP.R 

- Appointnents and Promotion 

SOD APPOINTE'NT 
DATE GRADE/SALARY 

05/31/81 AD-12/01 26,951 

09/04/83 AD-12/03 31,332 

05/27/86 GS-11/01 26,381
 

11/29/85 AD-15/09 66,198
 

12/18/83 AD-11/01 25,489 

06/15/86 0S-13/01 37,599 

EXPLANATION OF 
CHAME AND DATE 

Promotion 04/18/82 
Promotion 10/17/82 
Promption 10/17/83 
Pay Adjust 10/14/84 
Conparability ni/06/85 
Step 10/13/85 
Termination 07/18/85 
Appointrent 07/23/86 
Step Increase 10/26/87
Pay Adjust 01/04/87 

Step Increase 04/15/84 
promoton 09/16/84 
Appt Change 12/30/84
Conparability 01/06/85 
Step Increase 09/14/86 
Pay Adjust 01/04/87 

Pay Adjust 01/04/87 

Canv to Exc Appt 05/25/86
Pay Adjust 01/04/87
Promotion 07/15/84 
Appt Change 08/26/84 
(Aality Increase 01/06/85 
Step Increase 07/21/89 
Conversion/Prom 09/01/85
Conversion 12/29/85 
Procotion DB/17/86 
Pay Adjust 01/04/87 

Pay Adjust 01/04/87 

CURRENMSALARY 

AD-13/01 
GM-14 
GM-15 
GS-15/02 
GS-15/02
GS-15/03 
GS-15/03 
GS-15/03 
GS-15/04 
GS-15/04 
AD-12/03 
AD-12/04 
AD-13/04 
GS-13/04 
GS-13/04 
GS-13/05 
GS-14/02 

GS-11/01 

GS-15/09 
GS-15/09 
AD-12/02 
GS-12/02 
CS-12/03 
GS-12/04 
AD-13/01 
GS-13/01 
G1-14-00 
GM-14-0Dn 

GS-13/01 

33,586 
41,277 
50,495 
52,178 
54,004 
55,746 
55,746 
55,746 
57,488 
59, 212 
32,428 
33, 603 
39,960 
39,960 
41,358 
42,611 
47,288 

27,172 

66,198 
68,182 
31,567 
31,567 
33,722 
34,781 
37,599 
37,599 
44,430 
45,763 

38,727 



A.I.D. SENIC ExECLUIVE SERVICE Mrch 

pOSITIa4 UTILIZATION (career rnorbers) 

NAME "F DCSIGNATED TITLE PAYRATE 

ASHLEY IVAN Rt EO OFFICER EOP/OD 4 

OiRISTEtISEN CUijMlS U FINACIAL MNAGER 1MICVW 5 

DUDIK-QAYOSO JOAN [B DIR OFC DONOR CODRDN PPC/DC 3 

DUJIUliEJAMES D DEP IG/ASST INSP GEN/AUD3 IG 4 

FORMAN MARTIN J DIR OPC NlRITION gr/N 4 

GILLESPIE DUFF G DEP DIR OC POP sr/POP 4 

HARTMN LOIS E DEP DIR OFC PER WnT VlF/OD 4 

H1IARD LEE 14 DIr OFC HWIi Sr/Hp 4 

KA*MMER KELLY C DIR OFC LEG AF1S LE/OD 6 

KIt PTEM 1i DAWSNG/URBAN PGM AA/PRE 5 

LAtlMAID BIWASiA JR F DAARESEARCH SAA/S&T S 

H.6. 

WANGil 73111 PAGE 
31, 1987 

APPIRMT CCMVENrS 

CAREER Detail EECC E 9/30/87RESERVED) 

CAREER (RESERVED) 

CAREER 

CAREER (RESERVED) 

CAlRKC 

cAiwpR EPAP aproved for Director, S&T/ POP 

CAREVrR (RESEWED) 

CAIER To retire: 6/30/87 

CAREER 

CARER 

CAREER 



H. 6.
 

A.I.D. SENIOR EXECLUIVE SEIWICE March 

POSITION UTFILIZATION (career menters) 

"F. DESIGNATED TILE PAY RATE 

ASELET IVAN It ,SOerzICER EOP/OD 4 

CHRISrENSEN CURTIS 11 FINACIAL MANAGER M/FWCOfrf 5 

DUDIK-CAYOSO JON 13 DIR OFC DCOO CCORDN PPC/DC 3 

DURIIL JAMES D DEP IG/ASST INSP GEN/AUnG IG 4 

FOI4IlN MARTIN J DIR OPC NUtRITION Sr/N 4 

GILLESPIE INFF G DEP DIR OPC POP SV/kOP 4 

HARTMANLOIS B DCP DIR OFC PER fGT M/PKVOO 4 

HIARD LEE 14 DIH OFC HEAIII SP/IIP 4 

KAMMERR KELLY C DIR DPC LEG APRS LEG/OD 6 

KIM PETE K DAAISNG/iWAM FOMS AA/Pit' 5 

LACMAID DIADSHAW JR DAARESFACH SAA/S&T 5 

IlIM 11731H PAGE I 
31, 1987 

APIPOINTMENT CO1HENTIs 

CAREER Detail EECC NTE 9/30/87(RESERED) 

CAIEER (RESERVED) 

CAREFR
 

CAREER (RFSERZVED)
 

CARKER 

CAREfJI EPAP aMroved for Director, S&T/POP 

CAREER (RESEWED) 

CAREER Io rettre: 6/30/87 

CAREER 

CAREER 

CARErRA 
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WXEEL 11 tAYNE DEPUTrY COflOL fl/FM/Cutr CAREER (RESERVED) 

IrNMKIN CAR[ES 1) DIR OFC ICT (MIS K/SER/FO 4 CARa:R (RESIVED) 

II)NCADA FiAWIS J DDPROGWINS WSP/AA 4 CARFR (R.SRWED) 

MULLEN JCHN B DEP GUIERAL COUNSL GC CAREER (RESARVED) 
4 

IAMNSJctN F ASC ASST IV AOIR IMT WMA/SER CAREER (RESERVED) 

PAGANO GERALD A. EXWCSECitHWARY COMP/CS/DS CAREi (JPA Expires: 8/28/87 cannot be 
extended Eurther) 

R[cffARDSa GENE AssT INSP GEN IWtGS IG/Il 4 CAREER (RESERYft) 

ROLLIS B T JR AStff (o ADMW?IT MA/m 6 CAREER (RBSzvr)) 

SPISHAK PMIL P Dln OFC INF l8R9 IC? wSr.vIlM 4 CAREER (RESEINED) 

SPiRAUE DAVID If DIR Of EDUCATION SV/ED 4 CAREER 

SULLIVAN JO4 D DIRECTOR OFC FENtN s/fl)p 4 CAREER 

VANDERRYN JACK ACCYDIR EfOR/tr RSRS SP/EN 5 CAREER 

MZIX C(A DIR (C INTL TRG ST/If 4 CARlEla 
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(recent career 
POSITION UTILIZATION 
appointments serving me year probation) 

*F" DESIGNATED TITLE PAY RATE APPOIRTflh COM4ERS 

CAREER PROS /IGP (Probation thru: 9/27/87)
Wr GCSSETGO FO CON &.CO n 

FRIES KENNell1 E 
IG cANEEA pace t/NiT (Probation thru: 4/12/a7) 

COUNSEL TO 'lEE IG 
PERKINS IO3ERT S 

IG CAREER PROB W)/fIT (Probation thru: 1/31/B8) 
ASST IG FOR SECURITY 

FLANNERY CORBB'1T M. 
CAREER PROB WO/RT (Probation thru: 3/28/88)

S&TOFC OF ENERGYDIRECTOR,SULLIVAN JAMS L. 
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1 (2 o 4/26/87) LTD TEM position expires: 4/12/89

EGOFFICIA EOP/0D
DIAMND DINIS 

reeployment rights thru: 1/87untenur ed)Former Career SES tNot SFS -
SIMKINS CHARES 
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6IER o - INC P T 1 HDARER 

DIRDAVIES PATRICIA KAY 
GCGENERAL W)UNSEL 

FRYU LMWfE STMlIN [ZR DIR SRAT STUDIS A/PPC 6 UN-CA REM 

6 t Ot-CMW SR
A EE F PROGRAM MNAGER FVA/PVCNICKAY M E T M IA 

IA S VWA TCOUID FGN DStR KLF OFDA/OD 6 NO-CAREER ycr J 
TAFTr JULIA VADALA MWYDA? 

ed m Sa a approval 5r7) U.S. OPM) 
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CRnJ chevd Knjffl1 pstoS Ganges sice 1231/86: MdjiticO Of James Sullivan and corbctt aMerY
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Career Reserved Minim: 15 positins 
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Saesjpositions filled by
 

28 
6 noacareer
 
1
 limited tern
 

Total
 



BRIEFING PAPER
 

OFFICE OF FINANCIAL MANAGEMENT (M/FM) 

OVERVIEW
 

I. THE ORGANIZATION OF M/FM 

II. ORGANIZATION FUNCTIONS BY DIVISION 

III. MAJOR ISSUES CONFRONTING M/FM 

A. Operating Expenses 

B. "Accountability" of Foreign Assistance Funds 

IV. OTHER ONGOING ACTIVITIES 

A. Systems Initiatives 

B. Internal Control 

ANNEX I: ADDITIONAL DETAILS ON A.I.D. OPERATING EXPENSES 

ANNEX II: ADDITIONAL DETAILS ON A.I.D.'s WORKFORCE 



OVERVIEW
 

The purpose of this paper is to provide a brief outline of the organization 
and major functional responsibilities of the Office of Financial Management. 
It also discusses two issues that may deserve attention in the coming weeks -
the uncertainty surrounding our FY 1988 Operating Expense request, and the 
growing Congressional concern over our perceived lack of accountability for 
foreign assistance dollars. 

I. THE ORGANIZATION OF M/FM
 

'The A.I.D. Controller reports to the Assistant to the Administrator for 
Management (AA/M), supervises the Office of Financial Management (FM) and its 
workforce of 150 and monitors the performance of approximately 120 Foreign 
Service Controller personnel overseas. Three Deputy Controllers and an 
Executive Officer assist the Controller in policy formulation, coordination, 
and management of the financial functions of the agency. 

The broad functions of the Controller may be conceptualized as; 1) budget and 
workforce, 2) the centralized A.I.D./W accounting operations, 3) professional 
development of personnel and 4) support of overseas operations. Items 1) and 
2) are presented by organizational structure below. The unique functions of 
personnel development and overseas support merit special note. 

Under A.I.D.'s decentralized management style, overseas Controllers exercise a 
high degree of independence. USAID Controllers manage their operations with a 
minimum of oversight from A.I.D./W. Mission Controllers report to and are 
evaluated by Mission Directors, but they are responsible to the Agency 
Controller for all of the financial management activities of their USAID. The 
Agency Controller/USAID Controller relationship is referred to as a "dotted 
line." 

USAID Controllers are nourished and monitored through periodic overseas 
conferences, triannual on-site assessments, frequent telephone interchange and 
advice, TDY visits by senior A.I.D./W managers, discussions with both 
Controller personnel and Mission Directors during TDYs in conjunction with 
home leaves and visitations and review of USAID Controller accounting, budget 
and internal control reports. Senior FM staff are familiar with overseas 
Controller operations and stay abreast of their performance. 

Through the Executive Office function, FM takes the lead in placement of 
Controller personnel and selecting individuals to move up to the position of 
USAID Controller. Professional development courses round out the 
monitoring/nurturing role of FM's senior managers in assuring the continuation 
of a professional cadre of competent overseas Controllers. 
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II. ORGANIZATION FUNCTIONS BY DIVISION 

BUDGET DIVISION
 

Plans, develops and maintains systems and procedures for determination of 
A.I.D.'s Operating Expense requirements. 

Provides backup at Congressional Budget Hearings for Operating Expense and 
provides background assistance on the program budget. 

Determines A.I.D. workforce requirements, prepares submissions to the Office 
of Management and Budget (OMB) and the Congress, and manages the personnel 
ceilings given A.I.D. 

Provides advice and assistance to various "client" organizations (USAIDs, 
Bureaus, etc.) in the preparation of the Operating Expense and Workforce 
Budgets.
 

ACCOUNTING SYSTEMS DIVISION 

Designs, develops, implements and maintains automated and manual accounting 
systems to track the A.I.D. budget and to meet various legislative and 
executive requirements. 

Negotiates approvals of all financial systems with the other federal agencies 
legislated the responsibility to do so. 

Coordinates financial management, cash management, policies and guidance 
procedures.
 

CENTRAL ACCOUNTING DIVISION 

Controls appropriated funds from OMB apportionments and Treasury warrants 
through allotments to selected offices. 

Monitors accounting reports by A.I.D./W and overseas accounting stations.
 

Maintains the general ledger of the agency.
 

Consolidates all official financial statements of the agency.
 

LOAN MANAGEMENT DIVISION
 

Provides accounting control over and services the agency's $20 billion loan
 
portfolio.
 

Prepares a series of accounting reports covering the agency's loan program. 

Monitors compliance with legislation covering the agency's loan program. 

Provides accounting control, reports and financial assistance for the Housing 
Guaranty Program, its revolving fund, and the Private Enterprise revolving 
fund.
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PROGRAM ACCOUNTING AND FINANCE DIVISION 

Provides accounting control and service for A.I.D./W program funds and 
non-project assistance.
 

Processes payments for contracts and governmental agreements. 

Issues and manages the Treasury Letter of Credit system. 

Issues Bank letters of commitment/letters of credit for all agency programs. 

WASHINGTON ACCOUNTING OPERATIONS DIVISION 

Provides accounting control and service for A.I.D./W operating expense funds. 

Processes payments for A.I.D./W operating expense funds.
 

Maintains payroll system. 

Processes payments for all travel vouchers submitted to A.I.D./W. 

III. MAJOR ISSUES CONFRONTING M/FM
 

Two issues falling under the responsibilities of M/FM may require attention in 
J 	 the short-term: the uncertainty surrounding A.I.D.'s FY 1988 Operating 

Expense appropriations and efforts by Congress to require greater 
"accountability", i.e., end-use monitoring, of A.I.D. dollars and local 
currency programmed overseas. Both issues could affect the way A.I.D. 
conducts its business in the future. 

A. Operating Expenses
 

For every agency in the Function 150 (International Affairs) budget category, 
1988 and 1989 are shaping up to be disappointing if not disastrous years from
 
the budget standpoint. We are hopeful, however, that through wise management 
of 	agency resources and the continued authority to use program funds to pay
 
for certain 0.E. costs, we can avoid adverse personnel actions such as 
Reductions in Force (RIFs) and furloughs. 

A brief summary of the 1986 and 1987 action on A.1.D.'s O.E. is necessary to 
understand where we are with respect to 1988. The following table shows the 
major funding elements of the O.E. account (S in millions): 

1986 1987 1988 Increase Increase
 
Actual Estimate Request '86-'87 '87-'88
 

Appropriation 361.6 340.6 400.4 
Program Funded 
local support 16.2 38.6 -
Subtotal 77. + 1.4 + 21.2 

Plus: Pay/FERS - 9.8 26.4 + 9.8 + 16.6 
TOTAL 97 W77=. T+37. 
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5' 	 For the first time since 1976, when the separate O.E. appropriation was 
created, Congress in 1986 allowed A.I.D. to "charge" certain overseas costs to 
program funds, 	in an amount equal to the amount sequestered from O.E. under
 
Gramm-Rudman-Hollings ($16.2 million). 

In 1987, Congress appropriated an artificially low amount for 0.E. as a way to 
make room for other programs within the tight budget resolution totals, but
 
once again allowed A.I.D. to charge the program accounts for overseas costs as 
long as total O.E. did not-exceed $380 million or roughly a straight-lining of 
the 1986 level. Congress put A.I.D. on notice that 1987 would be the last 
year that the agency would be allowed to use program funds to pay O.E. costs. 
The only action on our $9.8 million pay/retirement supplemental request for 
1987 has been on the House side - Obey's markup includes $7.6 million. 
Because our hiring has been slower than anticipated in 1987, we are currently 
running a surplus of several million dollars that can be used to offset this 
difference or to forward-fund certain 1988 requirements. 

Our 1988 request of $426.8 million, an increase of $37.8 million over the 1987 
enacted level plus supplementals, assumes full-funding of operating expenses 
from this account. The following table bridges between the 1987 level and the 
1988 requested level by major elements of increase. $16.6 million of the 
$37.8 million increase is attributable solely to the mandatory costs 
associated with the 1987 pay raise and the new Federal Employee Retirement 

k System (FERS).
 

A.I.D. 	 OPERATING EXPENSE INCREASES - FY 1988 
($ in millions) 

1987 Appropriation.....................$ 340.6 
Program funded local support costs.... 38.6 

Subtotal....................... 
Proposed supplementals for pay raise and FERS....... 9.8 

TOTAL 1987 REQUIREMENTS............................. 389.0
 

1988 INCREASES: 

Salaries and Benefits (primarily FERS and pay raise) 18.8 
Overseas Inflation.................................. 9.1 

AID/W: 
Increased GSA Rents................ 
Increased Training................. 
Data Processing Enhancements....... 
Other.............................. 

2.5 
1.0 
2.0 
1.4 6.9 

636(c) Overseas Property Program.................... 
Transfer to other agencies......................... 

2.0 
1.0 

TOTAL INCREASE............................. ........ $ 37.8 

1988 REQUEST..................................4	 $ 426.8
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The House and Senate authorizing committees have completed their 1988 markups 
and both committees (1) kept budget authority at the 1987 enacted level of 
$340.6 million; (2) allow the agency to use program funds to reach a level of 
$380 million; and (3) allow A.I.D. to use program funds to pay the mandatory 
costs of FERS (but not the $6.2 million associated with the January 1987 pay 
raise), estimated to be $20.3 million in 1988. Since pay and retirement would 
eat up $26.8 million of the $400 million, the 1988 level is actually a 
reduction of $13.6 million from our expected 1987 level, which itself is a 
straight-line of 1986. Under these circumstances, 1988 would be a very tight 
year, and severe steps would have to be taken in order to-avoid furloughs or a 
RIF. 

On the appropriation side, we assume the committees feel somewhat relieved 
that the authorizing committees have allowed the use of program funds to 
offset 0.E. costs, notwithstanding their warnings of last year. The 
appropriators will be under intense pressure to stay with the 150 account 
resolution totals, which we know will be substantially lower that the 
President's request. Our immediate objective is to convince appropriation 
staffers that we cannot operate effectively below a level of about $410 
million level regardless of how they treat the issue of program funding. 

The dilemma this scenario poses for the agency is apparent. Holding the 
appropriation at the $340.6 million level will require a shift of nearly &60 
million from programs into 0.E., even assuming the unacceptably low $400 
million level. In addition, there will be a shift of about $4.5 to $5.0 
million from programs into the appropriation for Operating Expenses of the 
Inspector General. If Congress expects A.I.D. to absorb any additional G.E. 
requirements, the cost to the program will go up. Our FERS estimate, for 
example, was based on the OMB-prescribed rate of 40% for individuals switching 
from the old system to the new retirement system. We believe the switch rate 
for foreign service personnel may be substantially higher, and require 
significantly higher agency contributions. If so, we may find that Congress 
will require us to absorb the additional cost from program funds. 

This discussion was designed to bring you up to date on what is a 
potential problem now, but what could turn into a real problem in late 
September or October.
 

B. "Accountability" of Foreign Assistance Funds - a Congressional Concern 

Due to allegations of fund misuse or diversions by the Marcos and Duvalier 
regimes, together with a number of critical GAO and IG audit reports, the 
Congress is calling for increased accountability in the delivery of our 
assistance programs. The degree of accountability required by the Congress is 
not currently possible without additional staff and/or major changes in how we 
structure and carry-out our programs.
 

The HFAC has approved Hamilton sub-committee language which requires the 
establishment of strict accounting procedures and controls which ensure that 
the USG is able to verify that all foreign assistance is not used for corrupt 
personal financial gain. We have two major concerns with this legislation. 
First, there are no practical procedures and controls available to ensure 
verification of personal gain. We are therefore attempting to have the 
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language changed to incorporate the concept of "reasonable assurance" rather
 
than verification. Second, the applicability of the provision is all
 
encompassing. That is, it includes all foreign assistance and PL-480 funds
 
and commodities. This includes hosowned local currencies which were 
generated as a result of A.I.D. or PL-48 programs. To apply the degree of . 
accountability envisioned by the legislation to host-country owned monies, in 
addition to being extremely labor intensive, would in many cases require 
difficult and sensitive negotiations with host countries. We are attempting 
to change the scope of the proposed legislation to include only appropriated 
monies. 

The bottom line on this issue isthat, like motherhood and apple pie, we are
 
all for increased accountability but there are limits as to what we can do.
 
We are currently managing two major initiatives; the internal control and the
 
payment verification processes, which are directed toward improved
 
accountability. In addition we have, this year, initiated a complimentar
 
program which requires an on-sight assessment of every overseas inancia
 
management office every three years. We can do more, but not much more
 
without additional resources and program changes.
 

IV. OTHER ONGOING ACTIVITIES
 

1. Systems Initiatives
 

Over the past several years FM has worked to upgrade its obsolete manual and 
semi-automated financial systems both in A.I.D./Washington and overseas. The 
results of these efforts are the Financial Accounting and Control System 
(FACS) inWashington and the Mission Accounting and Control System (MACS)
 
overseas.
 

The FACS is a modern, on-line, interactive system which provides for single
 
data entry and provides information to M/FM clients upon request. This new 
system iscurrently being implemented, replacing over 25 individual manual
 
and/or automated systems. We hope that itwill be fully implemented within
 
the next 12 months. It is already, however, providing us with some limited
 
payback. Various controls and edits built in help us to prevent overpayments
 
and meet Federal prompt pay guidelines. We have also begun to train personnel
 
inthe rest of A.I.D. on how to use the system to keep track of their
 
funding. Using FACS in this way will help reduce the numerous "cuff" records
 
now being kept inWashington.
 

The MACS is a somewhat similar system developed to run on a mini-computer in
 
the field. Prior to its implementation, our overseas missions maintained
 
manual, people-intensive systems. As financial requirements expanded and both
 
American and Foreign Service Nationals staffs decreased, automation was about
 
the only way we could expect to adequately service the mission and, at the
 
same time, fulfill all Congressional and administrative demands. This system
 
is currently either "up and running" or inthe process of being implemented in
 
24 of our 42 accounting stations overseas covering over 70 countries. Six
 
other accounting stations have been scheduled for implementation. The
 
remaining 12 were initially left out because they could not otherwise justify
 
the size computer which would be required. With the recent reduction in costs
 
and increase in power of mini-computers, we will review these decisions.
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2. A.I.D.'s Internal Control Process 

Under the Federal Managers Financial Management Integrity Act of 1982 (FMFIA) 
each agency head is required to submit to the President and to Congress a 
certification as to the adequacy of their internal controls to avoid waste, 
abuse, and mismanagement of U.S. Government funds. This Annual Certification 
submitted annually on December 31 identifies material weaknesses based on 
evaluations of an agency's internal control systems. The OMB Circular A-123 
contains the implementing guidelines to government agencies to implement the 
FMFIA. 

The Assistant to the Administrator for Management is the Internal Control 
Manager for the entire Agency. The Internal Control manager has the 
responsibility to issue and clarify all Agency policy on internal control. 
A.I.D.'s Internal Control Oversight Committee (ICOC), whose membership 
primarily consists of all deputy assistant administrators and which is chaired
 
by the Controller, is responsible for coordinating the evaluations of the 
Agency's internal control systems. ICOC staff work, which includes design and
 
maintenance of tracking systems, is performed by FM personnel. 

In response to government-wide complaints about too much paperwork and cost,
 
OMB revised its implementing guidelines in 1986. The revised Circular A-123
 
allows an agency more flexibility to tailor an internal control process
 
suitable to its own particular needs. The revised Circular also calls for
 
more active participation of agency senior management in the internal control 
process. In line with this, A.I.D. is currently undergoing a major change in 
its process which will result in a strengthening of our ability to manage and 
monitor our world-wide activities.
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ANNEX 1 - ADDITIONAL DETAILS ON A.I.D. OPERATING EXPENSES
 

1. Legislative History 

Prior to Fiscal Year 1976, the administrative costs of A.I.D. were funded in 
part from the functional appropriations for development and supporting 
assistance, and in part by a separate administrative expense appropriation. 
In FY 1976 the Agency, at the insistence of Congress, initiated a request for 
a distinct funding appropriation for its operating expenses. 

The initial operating expense appropriation consisted of funds required for 
salaries and other supporting costs of direct hire personnel engaged in policy 
formulation, personnel and administrative support, and basic functions of 
planning, coordination, management, support, and evaluation of assistance 
programs. The normal administrative overhead costs such as rents, utilities,
 
communications, supplies, equipment, etc., were also funding from the 
operating expense account. Some costs however, such as travel and salaries of 
some direct hire employees directly related to projects, continued to be 
funded from functional appropriations. 

InFY 1979, again at the urging of Congress, the concept of operating expenses
 
was refined. At that time the Agency began charging the salaries and support 
costs of all direct-hire employees as well as all of the costs associated with 
travel performed by direct hire employees, to the operating expense account, 
regardless of project association. 

The Senate, in its Report on A.I.D.'s FY 1980 Appropriation Bill, stated that
 
"In keeping with congressional requitements,' all costs not specifically and 
directly related to identified projects are mandated to be funded from 
Operating Expenses. In addition, all personnel and related expenses including 
travel and transportation of non-rtimbursable full time employees in permanent 
positions are required to be justified and funded only from this account". 
The only employees excluded from this provision are those in the Housing 
Investment Guarantee Program and the Excess Property Disposal Program-

Infurtherance of this position, the Senate Committee deleted projects from
 
the FY 1980 functional account budget request because the proposed activities
 
fell under the Senate's definition of Operating Expenses. The Report, in
 
deleting these funds, stated that "These projects are of questionable value to 
the Agency, and it is clear that they do not contribute directly to economic 
development, they must be considered as operating expenses. Ifthe Agency 
wishes to pursue these activities, and other projects having same or similar 
purposes, then the Agency will have to justify or request supplemental funding 
for them under the (Operating Expense) appropriation".
 

In FY 1986 the Congress reversed this trend by allowing the Agency to use 
program funds to pay for certain local support cost. Congressional action for 
FY 1987 and FY 1988 has continued this practice of split funding. 
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2. Operating Expense Policies
 

In 1980, FM introduced a cost center system for budgeting and accounting for
 
operating costs. The system, which was encouraged by the Senate
 
Appropriations Committee, is fully operational. Each Washington Bureau and
 
Office and every field mission now has a separate operating expense budget and
 
is primarily responsibly for managing and adhering to its budget levels. Each 
month FM prepares and distributes a report of actual obligations compared to 
budgeted amounts by cost center. As a result, managers have become increasing 
cost conscious since they now have the responsibility for managing the 
resources budgeted for their offices. 

The installation of controller staffs within the Regional Bureaus has
 
increased day-to-day oversight of both Washington and field mission budgets
 
and expenditures. They also assist in relating personnel and program
 
activities to operating expenses during formulation of the budget as well as
 
in implementing the budget throughout the operating year.
 

During recent years, the Agency has made major efforts to reduce costs and
 
effect efficiencies inthe use of its operating expense funds. Relatively
 
modest increases in operating costs have been accomplished in spite of major
 
inflationary pressures overseas and the necessity to defer costs from year to
 
year in order to remain within funding levels limited by Continuing
 
Resolutions.
 

As a result of implementing these policies, Agency management believes it has
 
attained more effective control over operating expenses and has virtually
 
eliminated the Senate Appropriation Committee's previously expressed concern
 
that A.I.D. did not budget or accouni for .its administrative costs effectively.
 

3. Trends in A.I.D. Operating Expenses
 

The table on the next page breaks out the major categories of operating
 
expenses from FY 1982 to the FY 1988 request:
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A.I.D. OPERATING EXPENSES 
($ in millions) 

Category
 

REGULAR OPERATING EXPENSES:
 

Salaries/Benefits
 
Overseas Costs
 

Subtotal
 

General Support Services
 
ADP/WP Support Services
 
Staff Training
 
Miscellaneous Services
 
A.I.D./W Travel
 
Federal Payments

Subtotal 

636(c) Construction 
636(d) Schools
 

urity Equipment
 
Subtotal
 

REGULAR OE REQUIREMENTS 

Funds Available 
Appropriated OE
 
Local Support Costs
 
Supplementals
 
Prior Year carryforward
 
End of Year Balance
 
Reimbursements
 

TOTAL OE AVAILABILITY
 

OE Unobligated Balance
 

IG OE REQUIREMENTS 
TOTAL IG AVAILABILITY 
IG Unobligated Balance
 

TOTAL REQUIREMENTS 
TOTAL AVAILABILITY
 

OlOBLIGATED BALANCE 

FY 82 FY 83 FY 84 FY 85 FY 86 FY 87 FY 88 
Actual Actual Actual Actual Actual Est. Request 

$ 159.6 $ 172.9 $ 183.7 $ 191.8 $177.7 $ 194.8 $ 213.6 
128.9 137.6 143.3 150.5 149.9 147.4 156.5 

-R.5 -342.3 327.6 -2. -37.1 

16.9 16.6 17.4 19.7 22.6 22.9 26.1 
5.6 8.1 7.7 11.4 9.7 9.1 11.0 
2.9 3.2 3.8 3.0 3.3 3.5 4.2 
4.4 6.3 6.1 6.8 6.8 5.2 5.5 
4.0 4.5 4.7 4.5 3.8 3.5 3.8 
3.4 3.5 3.9 4.0 5.1 5.1 5.6 

3-77.2 -43.6 49.4 51.3 49.3 56.2 

2.6 0.7 2.1 2.5 1.0 0.5 2.5 
2.5 2.5 1.5 1.5 2.5 2.5 2.5 
1.4 1.0 1.2 1.7 0.0 0.0 0.0 
6.5 4.2 4f.8 b-3.7 3--.8 --. 0o 5.0 

$3.2 36_._9 $1275 3 $ 824 $ 394.5 $ 431.3T377 

331.0 335.0 361.5 391.5 360.2 340.6 426.8 
0.0 0.0 0.0 0.0 16.2 38.6 0.0 
0.0 9.9 11.0 2.5 0.0 9.8 0.0 
0.0 8.1 0.2 1.2 1.4 0.0 0.0 
0.0 
2.8 

(0.1) 
4.2 

(1.2) 
4.1 

(1.4) 
4.2 

0.0 
*5.4 

0.0 
5.5 

0.0 
4.5 

$ 333.8 $357.1 $375.6 $39-8.0 $ 383.2 $ 394.5 $ 431.3
 

$ 1.6 $ 0.2 $ 0.2 $ 0.6 $ 0.8 $ 0.0 $ 0.0
 

$ 20.7 $ 22.2 $ 22.7 
21.0 22.2 22.7 

$ 0.0 $ 0.0 

$ 332.2 $ 356.9 $ 375.4 $ 397.4 $ 403.1 $ 416.7 $ 454.0 
333.8 357.1 375.6 398.0 404.2 416.7 454.0 

$ 1.6 $ .2 $ .2 . 6 $ 1.1 $ 0.00.0 $ 0
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ANNEX 2: ADDITIONAL DETAILS ON A I.D.s WORKFORCE
 

FY 1986 FY 1987 FY 1988 
Actual Estimate Estimate 

Washington: 
U.S. Nationals 2,009 , 2,085 2,085 

Overseas: 
U.S. Nationals 
Foreign Nationals 

Subtotal Overseas 

1,426 
1,240 
2,666 

-

1,444 
1,296 
2,740 

1,444 
1,296 
7,740 

Total A.I.D. 4675
 

The Agency's authorized workforce level in FY 1986 was 4,875 workyears. 
Because of limited funding availabilities and uncertainties regarding the 
impact of Gramm-Rudman-Hollings on the Operating Expense Budget, the limited 
hiring freeze in place in 1985 was continued through mid-1986. This hiring 
freeze, combined with higher than anticipated retirements during the latter 
half of FY 1986, resulted in a workyear utilization 200 workyears less than 
that authorized by OMB, about half of which were vacant foreign national 
positions. 

The Agency is now recruiting to fill the many critical vacancies throughout 
the Agency resulting from past hiring freezes, including a program to recruit 
an additional 100 International Development Interns (IDIs). However, itwill 
take some time to reverse the past donnward trend in the Agency's workforce 
levels and begin filling the vacancies. We hope that most current vacancies 
will be filled prior to the end of FY 1987 and that the-budgeted workyear 
levels will be fully utilized in FY 1988. 

1. A.I.D. Workforce Resources 

A.I.D. obtains its workforce resources under a variety of arrangements and 
authorities -- direct-hire U.S. (USDH) and foreign national (FNDH) employees, 
contractors, personnel of other Federal agencies who are assigned to work with 
A.I.D. by agreement between the two agencies (Details-In), and individuals 
made available from state and local governments (including universities) 
through the Intergovernmental Personnel Act (IPA). 

(a) A.I.D. Direct-Hire Personnel 

The bulk of A.I.D.'s workforce is made up of full time direct-hire employees 
serving in permanent positions, who are responsible for the administration of 
Agency programs and projects, including the functions of program planning, 
development, evaluation, and management support. Very few of these U.S. 
personnel actually engage in project execution; the Agency utilizes the 
expertise of other Federal agency personnel and contractors in project design 
and implementation. 
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Some 1,296 foreign national direct-hire employees support the U.S. direct-hire 
staff overseas. Most of the foreign nationals provide support in the 
administrative and clerical fields; some, however, perform functions which 
could be -- and in the past often were -- performed by U.S. staff such as 
engineers, economists, participant training officers, personnel officers, and 
a wide range of other specialists. Because of their knowledge of local 
customs and practices, local employees are often more effective and 
appropriate than Americans might be, and they are less costly. 

In A.I.D./Washington, there are approximately 2,085 full-time direct-hire 
Americans responsible for a wide range of functions, including the provision 
of policy and program direction to the overseas posts, and a wide variety of 
program and management support services. 

As of March 31, 1987, the Agency had 4,306 full time, direct-hire employees in 
permanent positions in Washington and overseas, as well as 331 part-time and 
temporary employees.
 

(b)Contractor Personnel 

Consistent with explicit direction in the Foreign Assistance Act, the Agency 
has established a policy of carrying-out its development assistance programs 
to the maximum extent possible through the private sector. 

0i	 A.I.D. currently utilizes the services of Americans and foreign nationals 
through contractual arrangements with individuals, private institutions and 
firms. The contract may be directly between A.I.D. and the contractor (A.I.D. 
- direct-contract), or may be betweenq the recipient country and the contractor 
(Borrower/Grantee -- "B/G" - contract). 

(c) 	 Other Federal Agency Personnel 

A.I.D. also looks to other Federal agencies to provide the expertise from 
their staff under a special Participating Agency Service Agreement (PASA)
 
worked out with each agency. Under such agreements the personnel involved
 
remain employees of the parent agency during their overseas assignment with 
A.I.D.; they do not enter A.I.O.'s employment rolls. A Resources Support 
Services Agreement (RSSA) is used for obtaining continuing professional staff 
assistance from other agencies when the services are not related to specific
 
projects with a fixed-time period for their accomplishment. RSSA personnel
 
are assigned inthe U.S.
 

(d) 	 Intergovernmental Personnel Act 

Under the provisions of Public Law 91-648, the Intergovernmental Personnel Act 
(IPA) of 1970, A.I.D. also utilizes employees from state and local governments
 
and from institutions of higher education. Title IV of this law provides for
 
the 	interchange of personnel of the Federal Government and of state and local 
governments and instititions of higher education under a special agreement 
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between the individual Federal agency and the local government or 
institution. Such personnel serve in the Federal Government either under a 
detail arrangement or on transfer from the parent organization while in a 
leave-without-pay status. 

(e) Details-In 

Finally, A..D. obtains some personnel resources from other Federal agencies 
through formally detailing the employees to A.I.D. Under these arrangements 
A.I.D. reimburses the employing agency for all salaries and benefits earned by 
the employee. The employee continues to count against the FTE ceiling of the 
employing agency, not the ceiling of A.l.D. 

In summary, the Agency's policy of using non-A.I.D. expertise to the maximum 
extent feasible is based on several factors. First, the scope of the economic 
assistance program requires that the Agency draw upon the variety of technical 
resources and skills of other government and private institutions; in many 
cases the need for specialized skills may be only temporary and "borrowing" 
rather that employing such personnel provides the Agency with greater program 
management flexibility. Second, this policy encourages the continuing 
infusion of up-to-date technology and "state-of-the-art" expertise from the 
institutions with outstanding capabilities in the various technical areas. 
Further, the use of personnel from private institutions encourages the 

t, establishment of post-assistance ties and relationships between those 
) institutions and parallel institutions and entities in the recipient 

countries, which can provide a mutual benefit to both parties in the future. 

2. A.I.D. Internal Workforce Resource Allocation and Employment Control System 

Within ceiling limitations imposed by OMB, A.I.D.'s workforce resource 
requirements are determined as an integral part of the annual program 
development and budget cycle. This cycle begins with the transmission to each 
A.I.D. overseas post of the Annual Budget Submission (ABS) guidance prepared 
by the Bureau for Program and Policy Coordination (PPC) and the Office of 
Financial Management (FM) for field submission of budget requests. The ABS is 
developed consistent with and in support of the Country Development Strategy 
Statement (COSS) from each overseas mission. It is designed to provide data 
for use in the review and approval of the current and projected workforce 
resource requirements. The Office of Financial Management is responsible for 
reviewing and making recommendations on the workforce resource requests of the 
Missions in conjunction with the appropriate Geographic Bureau, and with other 
A.I.D. Bureaus and Offices with overseas staffs. 

Concurrently guidance for the Washington ABS, which includes workforce 
allocations, is sent from FM to each Washington Bureau and Office. The. 
workforce requirements are then reviewed by FM, which makes recommendations 
based on overall Agency priorities and program requirements. 

After comprehensive reviews, FM aggregates all of the workforce requests and 

and develops the overall A.I.D. workforce budget proposal.recommendations
This proposal is then reviewed and approved by the Administrator and submitted 
to OMB.
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Based on the decisions resulting from the foregoing process, and after the 
appropriation process, FM issues workforce and funding levels for the
 
operational year to each A.I.D./Washington Bureau and Office.
 

Simultaneous with this process, requests for allocations of consultant
 
workdays and overtime are reviewed by FM and levels for each A.I.D./Washington 
Bureau and Office are determined after a careful assessment of requirements,
 
as well as the availability of operating expense funds.
 

Adherence to Agency U.S. national workforce allocations -- both for A.I.D./W 
and overseas -- are assured by control procedures in the Office of Personnel 
Management supported by an automated data system. Foreign National Employment 
is controlled at the Mission level and monitored by Washington. 

Overtime and consultant allocations in A.I.D./W are monitored centrally.
 

3. Workforce numbers and trends
 

A.I.D.'s direct-hire workforce has changed significantly over the years. From 
an on-board level of about 14,750 direct-hire personnel in 1961, the Agency 
reached a peak of some 18,000 in 1968. Between 1968 and the end of fiscal 
year 1980, the workforce was reduced by approximately 12,000 (4,700 U.S. and 
7,300 foreign national employees) - to a level of about 6,000. Between 1981 
and 1987 it was decreased further to an authorized level of 4825. 

There are a number of factors which have affected the changing workforce 
levels. The peak employment of the late 1960's reflected the expansion of the 
Agency's programs inthe Southeast Asia area. Then during 1969, A.I.D. 
sustained a 12% reduction inAmerican'personnel overseas -- both A.I.D. 
direct-hire and other Federal agency personnel in service with A.I.D. under 
PASAs -- and a similar reduction in foreign national under the President's 
Balance of Payments program, the purpose of which was to save staff cost
 
outflows overseas. The Washington *staffwas also reduced (through 
reduction-in-force procedures) by approximately 12% during this period due to
 
a reduction inthe FY 1959 administrative appropriation.
 

During FY 1970 the Agency's overseas staff was reduced further under another
 
exercise -- Overseas Presence Reduction -- in which the President directed 
that by June 30, 1970, A.I.D. and other government agencies reduce overseas
 
employment 10% below the June 1969 level in order to minimize the official
 
U.S. government profile overseas. For purposes of this exercise, A.I.D. 
overseas employment was defined to include: (1)A.I.D. direct hire employees 
in permanent positions, (2)other U.S. agency employees working for A.I.D. 
under PASAs and (3)American personal service contract employees. A.I.D. 
actually reduced the total number of employees overseas by 758 Americans, or 
14%. Inthe same period foreign national employment was reduced by over 854 
or 10%. 

In FY 1971, A.I.D. achieved a further reduction of 12% overseas. The
 
President directed the Under Secretaries Committee of the National Security
 
Council to continue to monitor and control U.S. Government presence abroad.
 



- 15 -


In FY 1972 and FY 1973, A.I.D.'s direct-hire staff was reduced by more the 
3,300 employees -- a two-year reduction of 25%. This reduction, resulting 
from a Reform Plan initiated by the Agency in 1972, was achieved through a 
consolidation of program and management support services in Washington, a 
tightly enforced hiring freeze, and the separation of foreign service staff 
serving intime-limited appointments. 

Reductions continued in the Agency's direct hire overseas staff during FY 1974 
resulting from program changes, as well as new ways of doing business, whereby 
actual project implementation was carried out by others -- the host country 
itself, the U.S. private sector, and other Federal agencies. 
During FY 1975, the overseas A.I.D. direct-hire staff was reduced dramatically 
as a result of the termination of programs in Indochina -- by about 525 
Americans and about 1,600 foreign nationals.
 

In spite of the large reduction in the A.I.D. workforce from the 1960s to'the 
late 1970s, it was obvious that A.I.D. continued to maintain both a large 
headquarters staff and an extensive overseas field presence. Consequently, as 
a part of President Reagan's effort to reduce Federal spending in FY 1981, OMB 
sought and reached agreements with A.I.D. in February, 1981 on a series of 
graduated employment reductions through 1986, totaling 965 FTE and 851 
full-time permanent positions from January 31, 1981 on board levels. The 
agreement.represented reductions of 21% and 18% in FTEs and FTEPPs, 
respectively, over the 5-year period. 

At the direction of Peter McPherson, a Task Force on Personnel Ceiling 
Reductions was formed for the purpose of identifying options for how A.I.D. 
would go about attaining the workforc? reduction and to identify the program 
and policy changes required for the agency to function effectively at the 
reduced workforce levels. A report was submitted to McPherson in December, 
1981. Subsequent personnel decisions were based upon recommendations 
contained in this report.
 

By March, 1982, A.I.D. had developed a 1986 ceiling proposal allocating the
 
851 FTEPP reductions it revealed that:
 

(a)250 FTEPPs would be eliminated by 9-31-82, including 184 in Washington and
 
66 overseas; 

(b)45 additional positions would be eliminated through efficiencies in the 
Bureau of Management and clerical reductions in the regional bureaus; 

(c)165 overseas positions (50 U.S., 115 foreign national) identified as 
"overstaffing" would be eliminated; and; 

(d)462 foreign national positions would be converted to contract status; 

From the beginning of the reduction exercise, A.I.0. was guided by several
 
principles: 

(a) 	 the reduction should be achieved without impairing A.I.Dl.'s overseas 
presence; 



- 16 

(b)redundancy should be eliminated wherever possible. InA.I.D./W, an
 
attempt has been made to achieve a reduction in duplicative review
 
procedures; thus, reductions in PPC (mostly IDCA), S&T and the regional
 
bureaus were intended to reduce paper shuffling and unnecessary layers of
 
review;
 

(c)the reduction should be achieved without a RIF. To achieve the reduction
 
through attrition, A.I.D. started early using the 1982 target instead of
 
the higher 1981 limits. McPherson also put in place a modified A.I.D./W
 
hiring freeze and began a replacement program to put occupants of deleted
 
positions into continued position vacancies;
 

(d)clerical and unskilled foreign national positions, where possible, should
 
be replaced by contract personnel.
 

The following table outlines A.I.D.'s FTE workyears from FY 1982 to FY 1988:
 

* Fiscal	 U.S. DIRECT HIRE 
Year AID/W Overseas Total FNDH TOTAL FTE
 

1982- 1,494 746 5, 445
 
1983 2,189 1,447 3,636 1,536 5,172
 

tb 	 1984 2,211 1,515 3,726 1,391 5,117 
1985 2,161 1,507 3,668 1,301 4,969
1986 2,009 1,426 3,435 1,240 4,675 
1987 2,085 1,444 3,529 1,296 4,825 * 
1988 2,085 1,444 3,529 1,296 4,825 * 

* ceiling 
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