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DIVISION CHIEF

Outline of Functions

I. PARTICIPATES IN PROGRAM DEVELOEMENT
A. Obtains Information

1. Conters with potentially knowledgeable people
2. Selects and reads documents

3. Assigns subordinates to obtain information

4. Evaluates information

5. Observes host country conditions
B. Develops Project Plans and Revisions

1. Reviews proposals
2. Formulates and Justifies project ideas
3. Explores feasibility of project plans and details

C. Manages Document Preparation

L. Develops and guides working arrangements
2. Reviews, edits and evaluates documents prepared by subordinates

3. Writes or rewrites documents in required terms and format
II. PREPARES PROJECT IMPLEMENTATION DOCUMENTS
A. Reviews Background Information Relevant to Projects

1. Confers with staff
2. Reviews documents
3. Obtains clarifications

B. Directs Document Preparation

1, thrites, revises, edits development grant iamplementation documents

2. Reviews loan applications
3. Confers with program office concerning details of documents



C. Conducts Negotiations With Host Government Officials

1. Negotiates details of development giant implementation documents
2. Negotiates details of loan applications

III. MANAGES PROGRAM
A. Monitors and Guides Projects
1. Obtainsinformation on project status

a. confers with project staff, other American personnel, and
host country personnel

b. revieuws project reports and correspondence

¢. visits project sites

d. solicits appraisals from others
2. Prevents or cocrrects project deficiencies

a. assigns, adjusts, and advises on duties and responsibilities
b. procures needed equipment

¢. advises subordinates on plans, and procedures

d. persuades host govermment to honor commitments

e, deals with host conditions and complications

f. coordinates U. S, activities

g, motivates project personnel

h. provides training
3. Evaluates projects
k. Guides project phase-outs

a. advises mission personnel

b. arranges details of disposition of equipment and personnel
5. Manages division participant training

a. advises on selection and administrative procedures
b. evaluates participant training efforts

ii



B. Provides Information Concerning Project Progress

1. Prepares or reviews progress reports and correspondence
2, Gives formal end informal briefings

IV. CONTRIBUTES TO MISSION MANAGEMENT
A. Directs the Technical Division
1. Supervises subordinates

a. provides orientation and information
b. evaluates performance
c. develops skills; counsels
d. settles disputes
e. handles special behavior problems
2. Manages operations

a. interprets policies, regulations, and manual orders

b. assists in recruiting and selecting personnel
B. Assists in Other Mission Activiiies
1. Receives visitors

a. provides briefings
b. develops itineraries and schedules conferences

¢. accompanies visitors on field trips

2. Socializes with personnel from other U. S. agencies, other
donor &gencies end the diplomatic community

V. VORKING RELATIONS WITH HOSTS
A. Develops and Maintains Relations with llost Government Officials

1. Participates in soclal activities
2. Cultivates friendships

B. Acts as Consultant or Advisor to Host Nationals

iii






USAID DIVISION CHIEF

INTRODUCTION

The functions outlined for this position are necessarily ideglized:
the number of them carried out by any one man, and the extent of his
efforts in any one function, obviously depends upon such factors as the
size and nature of the mission's progrem in the specific technical area,
the relative importance of the area to overall program ard host country
objectives, and the particular capabilities, interests, and work habits of
other mission personnel, host government personnel, and the incumbent him-
self. The variations observed range from a position in which the incumbent
was extremely busy with both USAID affairs and voluntary activities con-
cerning his professional field, to a position in which the incumbent was
almost literelly Jobless becausethe program in his specialty was rélatively
small and he was continually By-passed by both host government personnel
and his superiors in the mission. On a hypothetical scale of "busy-ness,"
most Division Chiefs by far were closer to the idle end. l/

Similar observations are valld for specific segments of the job. For
example, the extent and nature of interactions with host government officials

l/ A supplementary part of the data-collection effort in this study
consisted of one full day of observation of each incumbent. On these
days almost &ll incumbents were observed to have "light" activities.
This finding is consistent with observations made during extensive inter-
viewing and information provided by other mission personnel.



covered a wide range, with the bulk of the incumbents having minimsl
interactions of any kind. A majority of these men indicated thet contacts
vere relatively few because of resistance on the part of the host govern-
ment officials.

The Division Chief's job can be broadly viewed as consisting of
plamning and carrying out specific development projects, together with the

administrative and social tasks required in support of these two sub-
stantive functions. Of the four positions studied, 1t is through this

one that most of the Agency's practical successes and failures are realized.
Although direct changes could be achieved by Deputies and Program Officers,
their impacts can legitimately be indirect as well. The Division Chief
must produce change directly. It is through him and his staff that the
Agency's policies, procedures, organizational units, its entire overhead
in the mlssions and in VWashington, meet the realities of concrete project
events, and things in concrete situations. It is these people who must
produce palpable results in the face of real problems. The predominant
complexities and difficulties encountered Iln carrying out these functions
stem chiefly from the milieu in which the job is conducted, i.e., as part
of a highly organized U. S. government agency attempting, in conjunction
with other U. S. govermment agencies, to assist in the progress of under-
developed, and in some instances newly independent countries, which are
receiving assistance from other sources as well. It is these envirommental
considerations that engender various specific problems to be cited in the
discussions of specific functions, such as coordination difficulties,
personnel inadequacies, conflicting objectives, vested interests, con-
tradictory policies, and information gaps, to name but a few. Several
difficulties and observations which pertain to many specific functions
will be discussed below.

A fundamental question about any job is "who is the man's boss?"
Even this question cannot be answered unequivocably. In some missions it



..is the Director, in others it is the Deputy Difector or a chilef of
several divisions. In many missions it is sometimes one person, and some~
times another. In all the missions visited the Progrem Officer had
responsibility for some aspects of the Division Chief's job; in only some
missions dAid he have authority as well. Incumbents are unclear on these
metters, and will often view the Director as their immediate superior in
an effort to avoid the confusion of conflicting authorities. Iven when
he 1s clearly not their immediate superior, incumbents turn to the
Director in an effort to cut corners or to obtaln a reversal of a decision
made by the designated supervisor.

What i1s the Division Chief's role with regard to the host government?

If he views himself as an "advisor,"” and as a means of stimulating self-
help efforts, both of which seem to imply to incumbents a relatively
passive role, he feels that "nothing will get done." He thus finds him-
self confronted by two seemingly contradictory considerations: to get
things moving, and to assist the host government to carry out what it
chooses to initiate. In actual fact, while the confliet is reported, the
predominant procedure is for the incumbent to inform the host government
about the project plans decided upon by the mission, rather than to guide

or advise on the initiation of plans by the host government.

What is the nature of the planning function? It is, or should be,
a complex task based upon needs, resources, policies, past experience,
host government wishes, and consideration of broad elements such as the
planned activities of other divisions and other donor agencies. The
task 1s complicated by such factors as lack of information, lack of
experience or skill in planning, conflicting pressures, budget uncertainties,
and seemingly unrealistic requirements imposed by the hosts and/or AID/vW
and/or Progrem Office. While several of the incumbents indicated awareness

of these complexities, planning efforts appear to be directed more toward



avoiding the complications than toward meeting and perhaps overcoming

them. For example, coordination is attempted infrequently, procedures

for obtaining useful information are not instituted, etec. In some
instances, incumbents have expressed a "defeatist" attitude, i.e., they
feel it 1s futile to do a thorough job when Washington can cut or

eliminate the project with little or no knowledge of local needs or events.

With whom does the incumbent work? The number and quality of both
Division personnel and the counterparts involved in project work are
among the key sources of difficulty. These factors are also complicated
by the fact that the Division Chief has little or no choice, ordinarily,
in who is assigned, and there is little or no corrective action he can
take about incompetence, other than to provide counseling or informal
training. The problem of lack of control applies to both U.S. personnel
and thelr counterparts. In some instances it is easier to correct U.S.
personnel problems; in other instances it seems to be easier to correct
protiems involving host national counterparts. Of the two types of prob-
lems, the latter is a more importent consideration from a long-term point
of view since the Division Chief is concerned with pointing toward ultimate
phase-out of U.3. efforts and take-over by host nationals. From a shorter
point of view, problems involving U.3. personnel are paramount since
they more directly involve specific project "success" and the image of the
U.5. Both types of problems not only involve the Division Chief in a
supervisory or administrative role; they also require him to spend a

significant portion of his time in the substantive work itself.

Other factors which cut across several functions include the un-
certainties of program development, the necessary changes in both planned
and on-going projects, the influence of both U.3. and host country political
considerations, and differences in views and requirements between the

mission and AID/W. In addition, there is the problem of job insecurity



which engenders the attitude: "don't rock the boat." This is a particu-
lar problem for Division Chiefs because of the possibility of changes in
program emphasis and the shift in policy from direct hire to contract
personnel in technical fields.

Each of these, as well as each of the considerations cited above,
can itself disrupt or preclude effective Jjob performance. When they occur
in combination, and are further complicated by the more specific problems
to be cited below, it should not be surprising that so many Division
Chiefs are often idle or are engaged in relatively inconsequential work
such as supervising vehicles or ordering supplies.



FUNCTIONS

I. PARTICIPATES IN PROGRAM DEVELOPMENT

The Division Chief contributes to the development of a program
within his specialty by identifying host needs, formulating end review-
ing project ideas, creating the necessary conditions for acceptance of
the ideas, and managing the preparation of necessary documents. The
extent to which he is involved in these functions varies from mission
to mission. The degree of involvement appears to depend upon several
factors such as the size of the mission, the role of the mission
aedministrators, the emphasis placed by the Agency for International
Development/Washington (AID/W) and the mission on his specialty, and
finally, his own inclinations and capabilities. For example, a small
mission, headed by a strong director, mey require little assistance
from the Division Chief while a large and active mission would almost
necessarily require delegation of responsibility to the technical
divisions and particularly to those divisions concerned with the key
development projects. However, many of the incumbents interviewed
reported that their particular roles in their missions were more or
less unclear to them.

Difficulties in carrying out the functions pertaining to program
development are found both within and outside the mission. Within the
mission, decisions and commitments in a technical area may be made by
administrative personnel, such as the Director, the Deputy Director, or
the Program Officer, without consulting the Division Chief--at times
without informing him even after the fact--leading to poor morale,
frustration, and embarrassment in dealing with host government officials.



Outside the mission, problems center around the host govermment officials
and other donor agencies. The officials are often political appointees
who have varying degrees of competence in the specialty area and
suggested projects are apt to be based on self-interest or political
expedlency. At times problems are hidden rather than disclosed so that
they can be solved. There also tends to be falrly rapid turnover and
little regard for the wishes or commitments of one's predecessor. Co-
ordination or integration of the division Chief's or the mission's propos~
als with the plans of other agencles is a formlidable task involving
political and economic rivalries (with their attendant secrecies and
ambiguities) and subtle political wishes and actions on the part of the
host government officials. It may also involve planning skills of & high
order since there may be a likelihood of potential overcommitment by

the host govermment to a diversity of aid sources.

A. Obtains Information

To effectively contribute to program development, the Division
Chief is required to obtain information from a wide range of sources about
a variety of topics, including such subjects as demographic, geogrephic,
political, economic and cultural conditions of the country, and policies
and wishes of the United States government.

1. Confers with potentially knowledgeable people

To obtain these types of information he confers with
Ministry officials to determine what statistical information they can
provide, such as population figures, breakdowns on trained ve. non-
trained persons within special technical fields, or geographical infor-
mation on terrain, climate, and soil of the host country. He also
tri€8 to obtain their views on development priorities. A major difficulty



in performing this activity is in contacting the officisals. They are
busy, sometimes disinterested, or prefer to deal with the Director.
Information flow is poor. To supplement information obtained from the
host officials, the Division Chief may cell in other U. S. advisors,
consultants, technicians from other missions and request that surveys
be made to observe and report on existing conditions in the host
country. These survey reports are used as a basls for determining

the scope, immediacy, and value of development within a specific area.

Third country groups are another source of informetion.
Although the host Ministry sometimes requests all groups to cooperate,
they do not force them to do so. Third country groups may refuse to
inform anyone of what they are doing, as illustrated in one of the
incidents below.

Host nationals are another source of information. Informal
conversations on education, asgriculture, etc., and problems encountered
in these fields provide the technicians with the views and observations
of private citizens to supplement those of the govermment officials.

Consulting representatives of host institutions and
research groups also provides information. If the information is fur-
nished by the host to the Mission, but not made available to the
Division Chief dQue to poor administration, then the Division Chief is
faced with the embarrassing situation of obtaining the informetion
directly from the host group.

* % % *

In order to formulate plans for training, I needed
information on the levels of competence, existing

training programs, and the total number of people

involved. I was able to talk to & ministry offi-

cial about these matters on the basis of our



personal friendship. Otherwise I would have had to
work through many people on his staff to provide the
information.

* K K *

There are times when I can't get the information I
need so I simply put my cards on the table. When
theproject first got under way I went to see the
Minister to get some idea of what type of personnel
training would be most beneficial. The Minister

wes very uncooperative and would not discuss the
area. Vhen I recognized this resistance I told

the Minister very frankly, "if we are going to pro-
vide eassistance for you I have to get certain infor-
mation in order to establish a program which will be
of value. I have to know what problems you are
having. Some of your problems we won't be able to
help you with by training, but if you can't be hLonest
and frank, I can't help you at all." The Minister
saw the plain common sense of this. We discussed
this workable approach and from then on I encountered
little resistance in getting the Minister to tell me
about personnel training problems.

* ¥ Kk K*

It is a problem to try to find out what is really
going on within the Ministry. I should have

8 go-between %o contact people in the Ministry.
In this country the third channel for communica-
tion is indirection. Some agencies have men on

& double payroll; that is, they have men on their
payroll who are also on the Ministry payroll.
Thus they have an inside track as to what is
going on. I put in a request for such a liaison
man but it was turned down by the Deputy Director.

* ¥ K *

A group which is trying to aid the host country
refuses to inform anyone as to what they are doing.
I tried to gain their cooperation by inviting them
to committee meetings, to social affairs, and



asking their advice. So far, I have not been
successful. For example, the group constructed
a building next door to an AID center and didn't
consult with anyone about vwhat they were plann-
ing to do. The Ministry has formally asked all
groups to cooperate and follow standard plans,
but no one is forced to do so. This particular
group continues to act independently.

* k¥ %

An official of a research institute was trying
to get a contract with the host govermment to
conduct some experimental work in my specialty.
He called me and asked to discuss the project
and asked if I had seen the plan. I l:ad not,
and was not aware of such a plan. The repre=~
sentative seld this was strange because he had
given a copy of the plan to my boss 2-3 weeks
ago. We decided to hold the discussion anywey,
and the representative brought a copy of the
Plan to the meeting for me to see.

* X R ¥

One project called for a trial of a specific
equipment utilization procedure in two
institutions. I was to check with these two
universities to see if the equipment was
really needed, and if anyone objected to the
procedure. I went to one institution and
gathered some facts. I needed more data. I
have done nothing to get more data, have not
informed anyone of my results thus far. My
supervisors have probably dropped the idea
because nothing more has been said to me.

* * ¥ %

2, Selects and reads documents

To contribute to his overall understanding of hLost needs, the
Division Chief will read various documents. He may have at his dis-
posal reports prepared by other groups which will provide factual

10



information as well as information on their activities and intentions
in a given area. Statistical records are checked, previous program
documents are reviewed, reports from the Embassy, techniclans, and
Division Chiefs are read vhen available, and the Division Chief revievs
host publications in order to prepare cost estimetes and to determine
quantity and variety of host needs. As in most technical work, a major
problem is to be able to distinguish between the relatively large
amounts of useless matter and the usually less abundant relevant
materials, before time and effort have been wastefully cormitted.
Furthermore, therc is often a scarcity of knowm, available; directly
germane material upon which to base hypotheses, from which to draw

conclusions, etc.

The Minister requested that the AID mission pro-
vide certain English language materiels. I
turned the problem over to my subordinate and
asked him to check the catalogs and find out
how much they would cost. He did this, and
sent it to the Minister and the Deputy Director.
The Minister questioned his figures by tele-
phone, and the subordinate checked again. He
discovered that the document from which he had
been vorking was printed by a foreign firm and
the prices quoted had been in foreign currency,
vhich he had read as dollars and cents. We
recalled the memos anc destroyed them.

* ¥ ¥ ¥

3. Assigns subordinates to obtain information

When information is not readily avai.able from personal
or documentary sources, the Division Chief may assign subordinates to
obtain it by visiting esites or gathering data. A frequent difficulty
is the need to use inexperienced personnel wvho provide erroneous

evaluation of information.

1l



The man who came to analyze and evaluate requests
for loans had never been overseas before and hed
been "oriented" in Washington by people who had

no first-hand knowledge of the host country. I had
to make all his contacts for him and the man never
quite "adjusted" to the host's problems. I felt
that his lack of experience left him unequipped

to interpret the local data. For example, he took
production figures at face value, and I had to
insist that he check on them. His report was
"naive" and I had to edit it section by section.

* ¥ 3 *

I wanted to use a technician to visit other sites
around the country and make preliminary studies
of potentlal development projects. I was over-
ruled by the Program Officer. He thought it
was not a good idea because the host government
might interpret this as a commitment.

* K K K

4. Evaluates information

Evaluation of information may reach very complex levels. For
quantitative data, errors or inconsistencies must be inferred and some-
how corrected. For all types of data, the reliability of the sources
must be considered and Jjudgments must be made of the potential relevance
of diverse material. In addition, the Division Chief may be called
upon to evaluate information which 1is ordinarily outside of his nominel

areca of competence.

The host government's classilication of certain
products is misleading. Wool production was
placed under "food", but wine is not found in
that category. Situations like this made it
necessary to seek more detailed information
and revise figures accordingly.

* * K %



I was trying to analyze some of the construction
phases of the loan application. Realizing that
as a I was not competent to pass such
Judgments, I called my boss and explained the
difficulty. I explained that I needed the asgsis-~
tance of a speclalist to check some phases of the
plans. Vhen he evaded the issue, I gave up and
wvent back trylng to do the analysis myself.

* K K ¥

After working out my estimates of their needs
I decided to ask the host government how many
items they felt were neceded. The officials
wvorked out a set of figures and I found them
to be closely similar to my own Figures so I
accepted them.

* ¥ ¥ ¥

In spite of my best efforts, all cost estimates
for the initial sector of school construction
are grossly in error. One factor contributing
to the error wes the incompetency of consultants
sent out on Temporary Duty (TDY) by AID/W. One
men stayed for § deys and was shipped out of
the country, the second stayed for three months
but his figures were not accurate.

K % ¥ ¥

5. Observes host country conditions

Direct observations of host country conditions is another
step in obtaining information, particularly with regard to conditions
that present opportunlties for development. The overriding problem
in carrying out this function 1s reported to be lack of time or
opportunity for leaving the office or the capital city. The function
is rarely accomplished, and no specific occurrences are available for
citation. However, surveys might be instituted to learn details of
conditions and resources, as in the following example:

To support my ideas I have had regional AID
advisors come for two weeks and report on

13



the possibilities for development. Their reports
were positive and I made them known to my superiors.

* * ¥ *

B. Develops Project Plans and Revisions

This function represents the distillation of informetion about
vhat 1s needed, what is desired, and what 1s possible. The Division
Chief recommends projects based upon his own views, the views of the
host government, and the views of other mission personnel. One of the
chief problems is %he inability to determine objectively which of many
possible projects in a particular specialty would be optimally valuable
ones; 1t is even more difficult for Technical Division Chiefs to deter-
mine objectively the potential value of projects in their specialties as
compared with projects in any or all other upecialties. In addition to
the substantive factors entering into the recommendations, the Division
Chief must consider various non-technical factors such as the overall
ald policies of the mission. For example, one incumbent pointed out
that it was difficult to "sell" education projects such as curriculum
development to "the front office" because the benefits would be long-
range and intangible.

1. Reviews proposals

Suggestions for projects or for project revisions come from
host government officials, mission personnel, AID/W, and other U, S.
agencles on the scene (particularly the Embassy). The Division Chief
reviews these proposals for practicality, need, and conformance to AID/W
end mission policies and regulatioas. Ideally, perhaps, the bulk of
the suggestions would emanate from the host government. Actually, this
appears to be more the exception than the rule. As one incumbent put
it, "if the U. S. waited for them to develop proposals, nothing would
ever be done.” The Division Chief often needs to "educate" the officials
about AID's purposes and possibilities and to advise on the most appro-
priate proposals within his technical field. A complicating consideration
is that proposals from the host government are apt to represent

departures _from on-going projectg- because of changes

14



in host personnel and reviews of such proposais involve considerable
attention to'hon-substantive" considerations. Another problem in this
function is the bypassing previously cited, i.e., proposals are approved
at a higher level with no review opportunity given to the Division Chief.
vhen this occurs, he can only defer to the judgment of his superiors or
write a paper outlining his position. A related problem occurs when the
Division Chief turns down a request from the host government, on the basis
of clear regulations or policy, and then "the Director or AID/W pulls
the rug out from under him" by approving the proposal. This epparently

does not occur often.

I received an information copy of an airgram
from the mission to AID/W explaining that my
division supported the plan and was gathering
facts on how to implement the project. The
airgram listed me as having drafted it, but

I had not. Furthermore, I did not support

the plan because the facts so far did not
indicate such a plan to be feasible. Further,
no additional facts were being gathered. I
had not been consulted at all about the airgram.
My first knowledge of it was when I received
the information copy. If I had been consulted
I would have advised against the project until
more facts could be gathered.

* Kk K ¥

A plan came from ¥Washington to provide free
assistance of to every child.

I objected to the "free" nature of the assistance.
I felt that a fee should be charged and the

funds thus gained could be used to purchase
replacements in the future. I expressed this:
thought to e representative from ’

but was rebuffed with a statement about the
political nature of giving free things to host
children.

* K * *

15



One of the current proposals called for aid

to e normal school, where the teacher training
project is being carried out. The Minister
acked for a meeting about this. He explained
that since some students and teachers were
being shifted around at the school because of
the plan, then more money was needed. I tried
to find out just how the suggested extra money
would be spent. The Minister hedged, refusing
to give a direct answer. I decided that what
was really wanted was "palm money" either for
the Ministry officials or for the teachers in
the normal school.

* ¥ R ¥

During the course of a rare meeting with the
Minister, the Deputy Director committed us to
providing a particular type of training aid for
local schools. After the meeting, I was
charged with seeing what could be done ebout
getting those items. I was very negative about
the whole plan. I leaned toward another method
but realized that we would have to carry out
the Deputy Director's commitment. But I know
that AID is going to blanket this country with
the other method in the next few years. We are
investing heavily in a complete backup system
for it. Why can't we wait? What to do with
them...the schools don't have the facilities
for them...I felt we were overextending ourselves.

* ¥ * ¥

2. TFormulates and justifies project ideas

The specific ideas are generally written up and sukmitted
for review to the Division Chief's superiors; and then are submitted
through them to AID/W. There is usually informal conversation about them
beforehand. The ideas and papers may be worked on independently or with
other interested parties. Problems encountered include lack of clear

guidelines from the Director and the Program Officer, delays in obtaining

16



the necessary or desired reviews, and the inaccessibility of Imowledgeable
people with whom the Division Chief needs to discuss his ideas. B3everal
examples illustrate the problem of "selling" -one's activities in the face
of an opposing "front office" viewpoint. There is often fundeamental
disagreement between the Division Chief and the Program Officer or Director
as to the role of a given specialty area in furthering the general goals
of the mission.

I had an idea about utilizing the Peace Corps
Volunteers in my work and I outlined my idea
to the Peace Corps country representative.

He thought the idea was feasible, so we had
other meetings to work out details. I
discussed the proposed project with the Mission
Director and received his approval. The
Peace Corps representative did likewise with
the Peace Corps Headquarters. With this
approval, we drew up a formal proposal. The
proposal was submitted to the Minister who
readily approved.

* ¥ ¥ ¥

When I began tn formulate a concrete program

for 1 wanted to eslablish a participant
training program. Traininug in the states would
provide us with qualified people to take over
when we phase out. I explained vhy and how

I wanted to utilize this training to the Director
and got his approval.

¥ * % *

An advisor and I prepared a draft proposal

on establishing a __ college. The
Director reviewed the draft and found it
lacking in specifics: number of students to
be trained, coordination with other divisions,
tie-in with host development goals. It was
not accepted and required further work.

* ¥ ¥ *
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I recommended to the Program Officer that

a special public health evaluation project
be established. The man serving as Program
Officer at this time felt that health had
no economic impact, so was reluctant to
consider the project. To combat this,

I wrote a lengthy paper on the economic
impact of public health, stressing facts
such as work days lost because of sickness.

* X X ¥

One of my first tasks assigned by AID/W
vas to comment on the host country!s most
immediate need in the field of education.
My reply was that the biggest need was

for an increase in training for school
teachers because of the booming population.
Washington fired right back for me to draw
up & plan for this. A realistic plan for
this was worked and seut to AID/W. They
loved the plan so much that they added money.
This caused a revision upward of the plan.
Then Congress cut funds to a point less
than called for in the original realistic
plan. This caused a downward revision.
Then some money was restored, causing
another revision of education plans.
Eventually, the final amount of funds
available vas fixed, and the Program
Agreement was written.

* Xk ¥ X

The Director and I rarely "communicate"
with each other--we do not scem to speak
the same "language". The Director was
drivirg for an integrated program that
would have & real impact on the local
economy without having the capability to
integrate it himself. On the other hand,

I constantly referred to the need to go
slow, establish rapport and good relation-
ships in order to have the advice acted on.

* K X K

18



I don't really know how far I should go in
arguing my position that my specialty is an
essential part of development. I don't know
vhether the front office wants to hear this
kind of argument in favor of a technical
speclalty or whether they think that I am
simply being rigid and narrow vhen I make
this kind of argument. My problem lies in
finding vays to justify my program in terms
that the Program Office and the front office
will undevstand. I must be able to tie in
each projuct with the basic objectives of
the mission. One problem here is that the
basic objectives change from year to year.

* K ¥ %

3. Explores feasibility of project plans end details

A prerequisite for successful planning is obtaining the
approval and support of host government officials. It is scmetimes
necessary to approach the officials directly with respect to funding
details and staffing or equipment projections. Meetings with host
personnel are frequently attended by the Mission Director, Teputy
Director, or Program Officer, and the project idea is clarified and
reviewed for the host to obtain his support and consent. A major
problem in doing so is to avold premature commitment, since final
approvel is a long way off at this stage, and USAID policy changes
mey force major shifts in the plans. ‘Knovledge of the local language
is particularly helpful here since delicate explorations and tentative
negotiations are involved and misinterpretations would create serious
problemc later. Another fairly frequent problem is lack of information
on developments concerning the project which have previously been
carried out by other U.S. personnel or within the host government
itself.

In several missions the exploration and coordination of
tentative plans is carried out chiefly by USAID personnel other than the
Division Chief,
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Lack of information is also a major difficulty where it is
necessary to integrate plaas with the host government'!s development
program or with the plans of other agencies.

Delays in planning occur when the host government officials
will not provide the necessary information required to outline final
steps in planning. This 1s sometimes due to an official's desire to work
with higher level people, or due to their inability to come to decisions.

University officials and the Chief of
another USAID division worked out an
errangexent without my knowledge. Then,
with the mission committed, I was brought
in to help work out details. Since the
situation vas so obviously wrong, I was
determined to try to salvage the situation
if at all possible. I insisted on a meeting
with the Minister and university officials
and told them that AID would help, but with
qualifications. They agreed to them.

* kK ¥

AID/W requested a manpower survey of the
country. At the same time, an international
group had its own idea of a manpower study
and wvas going to invite two teams in to do
it. I tried to convince the other group

to combine efforts. The head of the group
would not deal directly with me but felt

he should deal with the Director. I talked
to a representative of the group and got

him to get the Director and the head of the
group together. They agreed to try to

vork together. I got the other team and
our team together at a cockteil party and
they discucsed their mutual interests and
common problems. At any mejor reporting

to the host government, I made sure that there
vas representation from both groups.

* K ¥ *

20w



I met with the head of the local international
delegation to apportion segments of an : verall
program. They agreed that their group would
sponsor a research institute within the
Ministry, but independent of the host depart-
ment. The operating program, sponsored by
USAID would then apply the information developed
by the research institute. However, this
agreement was being sabotaged by the head of the
international group vho was "pirating" people
from the program for the institute. I

objected to his practices and suggested he be
declared "persona non grata."

* K ¥ *

One of the major problems was getting the
Ministry officials to act. For example,
they were supposed to provide & list of
Places vhere construction was to begin.
My subordinate and I asked for the list
several times. At last, long after the
due date the list was submitted. This
delay, in turn, caused a short delay in
getting construction underway. The locals
frequently jusi won't act unless they are
dealing with an important person. Thus,
they Jjust ignored my subordinete, even
though they held up construction of their
own buildings.

* % * *

One of the lending institutions was planning
to lend the host money for educational
purposes, but they required a census of
scnool students, buildings, teachers, etc.,
before they would release the money. I
notified the Minister of this requirement
and indicated that nothing could be done
ebout the loan uatil the census was accom=
plished. The Minister insisted that no
census was needed. Later the Director wes
called to a meeting with the Minister and
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the Ambassador. The Director took me along.
At this meeting the Minister again insisted
on the loan without bothering with the
census. The Director pointed out to those
present that the census was & necessity

for processing the loan. The Minister
accepted this.

ck K KK

I had not previously mentioned the evaluation
project to host government officials, in
spite of having it in mind for over a year.

I vaited to be sure of having AID's approval,
and to enesble building up friendly relations
first.

* Ok ¥ %

A subordinate got data together on a five-
year plan with the financial prediction
based on the continuation of joint support
of the project by AID and the Ministry.
Figures based on a contribution of 50%

by the USAID were submitted, but shortly
thereafter the mission had decided not

to contribute to local costs. A subordinate
brought the problem to me, and I haadled

it. Instead of confronting the Minister,

I worked through the other advisors who
worked in the Ministry. These people

were my friends and professional colleagues.
I got them to change the figures in the

U.S. presentation and made it clear that
the plan involved no commitment by the

U.5, for local cost.

* X K *

A host official sent a letter to the
Minister requesting answers to technical
questions about one of our possible projects.
He wanted clarification concerning financing,
overall scheduling, and material to be used.
They both assumed I had been gent a copy of
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the letter for my information and comment.
I should have been agked by the Minister
to help draft a reply and I should have
been sent a copy by the host official.
Neither was done. It wasn't until the
host government official called a meeting,
a couple of months later, to discuss

these points, that I learned of the letter.
This embarrassed everyone bectuse this
rointed out the haphazard way in vhich the
Ministries were handling our project.

* ¥ * ¥

I thought my ideas about a project could
be promoted by a movie which I had sent
from AID/W. It was a film on self-
help housing from all over the world.

It showed that this was not solely a
locel program, and it included explana-
tions and examples of the effectiveness
of participant training which I wanted

to begin.

* K X #*

C. Manages Document Preparation

The Division Chief prepares documents which outline each project!s

objectives, estimates costs, and suggest personnel and equipment needs.
If there is a sufficient and competent staff, the Chief will delegate

document writing tasks to his subordinates.

He will call meetings, assign

duties, review the content and format cf the document, and has on occasion
hand~drafted the document to facilitate the process. Often consideratle
rewriting is required because of the quality of the sutordinate's

work or because of the comments and requests of the Program Office.

The documents require specific and accurate facts and figures, attention

to procedural detail, and to an extent depending on the quality of the

Program Office, interpretation of guide-line materials. Coordination

with other divisions may also be a problem.
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1. Develops and guides working orrangements

Because of budget arrangements, this project
is paid for out cf another division's funds.
However, my division plans the work, staffing
arrangements, and course content. For a long
vwhile it was unclear as to vhich division
should prepare the E-1, At first, a joint
preparation was attempted. This required
excessive time because so many people were
involved. Aware of this problem, I suggested
a solution. I asked the Mission Director
and the Chief of the other division to allow
my division to prepare the E-1 and then
submit it to the other division for approval.
Both agreed to my suggestion.

* ¥k *

2. Reviews, edits, and evaluates documents prepared by subordinates

One subordincte had excellent technical know-
ledge, but very poor writing skills. I wanted
& good E-1 for his project without pushing

him aslde., Therefore I used a technique used
by many college-level teachers, i.e., discussing
the document, suggesting that a paragraph be
revritten, asking a question requiring an
explanation, and keeping the pepers flowing
back to the subordinate for reviscions.

* % * ¥

3. VUrites or rewrites Jocuments in reauired terms and format

My local cmployees have little general and technical
education. They can't prepare program documents.
Therefore, I must do them myself. Their dralting
skills and knowledge of construction are also

far below U.,S. standerds.

* N ¥ ¥

- & o -
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II. PREPARES PROJECT IMPLEMENTATION DOCUMENTS

This function includes the preparation of Project Implementation
Orders, preparation and review of project agreement documents, and
negotiating the specific terms of such documents. (For present purposes,
loan applications are included in the general category of project
implementation documents since they represent an implementation phase
relative to a more basic development planning document such as the
Country Assistance Plan.) A distinguishing characteristic of this
function is that it 1s heavily governed by constraints. These include
such considerations as: a) conformance with the approved CAP or Long-
range Ascistance Strategy, b) the interpretations of the Division Chief's
superiors and the Program Officer concerning the specific application of
general policy pguidelines, c) the particular interests of the cognizant
host government officials, d) the legal implications of the agreements,
e) format and procedural requirements, and [) the necessity to mect
fairly strict calendar deadlines.

These constraints will frequently conflict with the requirerent
that the implementation plen be the one most likely to achieve the
relevant goals of the CAP, and the Division Chief (and his superiors)
must use considerable judgment in developing and negotiating the optimal

plans under the prevailing circumstances.

A. Reviews Background Information Relevant to Projects

In order to be informed about the format, content, schedule,
and processing of the documents, the Chief carries out all or some of
the following steps:

1. Confers with staff

In conferring with his steff, the Division Chief decides
upon estimates with respect to equipment, personnel, and time. He relies
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on his staff for accurate information and sound advice. Where the project
represents a continuation or modification of previous work, estimates will
be based in part on past experience. When he is given incomplete informa-
tion or inaccurate estimates, the Division Chief is responsible for

discovering the inaccuracies and correcting them.

2. Reviews documents

The Division Chief uses previous documents as a source
of information on those items to be included eand the manner in which
they are included. He also consults the approved CAP for review of
specific goals if, as is generally the case, considerable time has

elapsed between CAP submission and implementation.

3. Obtains clarifications

The Division Chief consults the Program Officer and
others for interpretations of policies, procedures, and plans, since
the specific application of generally-vorded material is frequently
a matter of Judgment.

Vashington allocated money for the training
project. This was much below my estimate
(s made with Program Officer and Controller)
of what the project rcquired. Since funds
had to be gotten by the end of the fiscal
year, I ned to find some right away. By
having a broad knowledge of vhere money is I
knew vhere to go to get the extra money. I
consulted with the Controllzr to see vhether
I wvas right about the omounts available and
then got the Program Officer's approval to
put ihe funds in my project. From various
areas, I brought the total up Lo the needed
amount. I got come funds from one project's
Tunds vhich were to be recallocated to make
my total minimum. This is a matter of
advising Program Officer vhere money can be
gotten and telling him vhere it should be.

[

* * X %



I pointed out that the Director's instruc-
tions violated procedural requirements.
The Director insisted. I refused to sign
the documents and advised the Director to
consult the Controller to verify the
accuracy of the procedure outlined.

ol N X

B. Directs Document Preparation

The preparation of the documents may involve meny persons,
or a few. Without suitable assistance, the Division Chief may initially
prepare all documents himself. Missions vary in terms of the specific
people involved in review of the documents; with more people involved,
the likelihood of delays, disagreements, conferences, and revisions all

increase.

1. Vrites, revises, edits development grant implementation
documents

2. Reviews loan epplications

At times the Division Chief needs to assess plans in an
ares outside of his specialty, as was illustrated in an example in
Function I. B 4. - Evaluates information.

3. Confers with program office concerning details of
documents ’

" One problem occurring here is the frequent changing of
rules governing format for Project Agreementc. Often the document must
be rewritten to conform to the new regulations. The function is
facilitated or made difficult depending upon the clarity of information
provided by the Program office.

C. Conducts llegotiations With Host Government Officials

Since some of the documents produced represent the legally
binding agreement between two govermments, there is a necessity for
considerable negotiation over very specific details. In most instances
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the final negotiations are handled by ‘the Director, the IDeputy Director,
or Dmbassy personnel, with the Division Chief pPlaying a relatively minor
role during the meetings. The nature and extent of his involvement is
highly variable from mission to mission. Generally, he will have laid
the groundwork for the agreements in the course of his own meetings with
Ministry officials. Problems include uncertainty about AID/U actions,
the reluctance of host government officials to commit themselves, the
danger of committing AID prematurely, the personal relations between
USAID and host govermment personnel, and language ability on the part of
both USAID and host government persomnel.

1. Negotiates details of development grant implementation
documents

We have a deadline for receiving participant
nominees from the government. If they aren't
in by then ve can't complete implementation
in time to include them in this year's budget,
and ve certainly can't write them off on next
year's program. Thic year it was late and we
vere supposed to get  participants for Just
one project from the”ﬁfhister; ve had only
three nominations. The government is Just
Plain slow in getting around to nominating
participants. They don't want to go through
all the difficulty of nominating en individual
until they are surc he will be approved, so
they don't send us the nccessary information
on which ve can make our judgments. And
naturally, wve don't want to approve a nominee
until ve have the data. It 15 a vicious
circle. 1In this particular case, I called
the Minister and told him that tomorrow was
the lact day for nominations and that if they
were not in tomorrow all the funds for that
Project vould be deobligated and the program
would be scrapped. The next day the entire
group of official nominations came in. The
effect of this 15 that by nominating every one
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at the last minute this office is jammed
with people and paper work for 6 weeks to

2 months. Everybody vorks overtime at the
close of the FY. The rest of the year the
work is easily handled and comes in a smooth
flow. T really don't knov how to alleviate
this delay problem so I learn to live with
it.

% * % W%

All my negotiations with the host govern-
ment concerning the host contribution to
projects must be done vith no knowledge of
the American contribution to be made. I
may indicate to the host vhat U.S. funds
have been requested and Lry Lo find out
vhat the host would be able to give if the
U.S. gave a given amount. However, the
host does not know with certainty what
they may contribute. Any Ministry commit-
rment rust be approved by the liinistry of
Finance. Thus, uncertainty for both
groups makes negotiation a very time con-
suning process.

¥ ¥ ik

I had to go to lMinistry with the Chief. I
felt lthat the fact that I had to interpret
for the Chief secmed fto veaken his position
victh the host. The Chief knewevery detail
cf the program, but couldn't speak the
language. The lMinister wvas free and open
with me and my subordinave, but formal
with the Chief. I teel that an under-
standing or the language leads to an under-
standing of attlitudes.

* ¥ K ¥

Since there were such hiph priorities
attached to this training it was established
immedictely ond included in ¥Y 63. I had to
compose, approve and transmit to AID/W the
PIO/Ps for all the proposed programs in a
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very short time. This meant that I had to
have very detailed information for AID/W
concerning each project. There wvere 20
projects altogether. I had to give them the
types of training for each project and for
each participant. Out of all the projects
AID/V had only one question, which I think
1s pretty good. I got my estimates from the
information that I had accumulated in many
conversations with governrent and city
officials vho vere interested in training,
end when the request for training came to me
I had no official means of assecsing the
Minister's judgment regarding the training
programs (time cstimates, etc.). I accepted
his evaluations which were close to my own,
but I made sure that he gave me detailed
information from which he made his estimates
so I could satisfy all of AID/\'s information
requirements.

* % ¥ ¥

2. Negotiates detalls of loan applications

(No examples available.)
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III. MANAGES PROGRAM

This function provides the Division Chief with his greatest
degree of eutonomy. In contrast with the two preceding functions,
the extent of the responsibilities in this function depends relatively
little on the predilections of the front office; the Division Chief's
role in this function is fairly standardized and will vary primarily
with the size of the division staff and the nature of the program,
e.g., the extent to which contracts are involved. In this function,
the plans are put into operation, and the ideas, words, and papers
involved in other functions are confronted by the realities of people,
environment, and resources. The tasks may be summarized simply with

the terms "observes operations," "corrects deficiencies,” and "keeps
others informed." Problems abound, however, ai 1 decisions and ad-

Justments must be made on one's own, since review by one's superiors
occurs long after the fact and is lilkely to concern broad accomplish-

ments rather than day-to-day operations.

A. Monitors and Guides Projects

The task involves recognizing and correcting errors made
in the development and implementation phases and recognizing and over=-
coming obstacles which were not anticipated beforehand. It also in-
volves considersble interaction with host nationals, ranging from
personnel on high government levels to those on the "working level,"
such as teachers, construction workers, or villagers, depending on
the particular project involved. The Division Chief's role in these
interactions is more like that of a supcrvisor or coordinator than a
"negotiator", and unique problems are likely to arise because of this
reletionship. These will be indicated 1in appropriate sections below.
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1. Obtains information on project status

Sources of information are other people, written material,
and observation. As with other information tasks, the Division Chief is
required to interpret and evaluate the "facts" received. He must also
on occasion persist in his efforts to obtain the information, particularly
if the information must come from the field, from other divisions, AID/Y,
or the host government. A major problem lies in the fact that the
"natural evolution" of projects may differ from similar projects in the
United States. The Chief cannot assume that certain future events are
probable because certain others have taken place. Thus, he must develop
a different and often more detailed set of cues whilch indicate progress or
the lack of it. Delayed or misleading information prevents timely or

appropriate action and may lead to costly or embarrassing errors.

a. confers with project staff, other American personnel,
and host country personnel

Both formal and informal meetings are held, usually on
an irregular basis. The Division Chief must be alert to any hint of
current or potential difficuliy and mey even need to infer trouble from
the Very absence of negative information.

“hen the head of a project group came to tcwn I
invited him to lunch, and rad a pleasant Iinforma-
tive conversation. From the luncheon discussion,
I was abtle to learn that he hud "shaken down,"
how he was getting along with his staff, the
Ministry, and wiih other local persons. I felt

this to be & good professicnal visit, made
smoother because it was personai and informal.

* ¥ * ¥
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Project work is to be accomplished by a
university team. The contract has not yet
been signed although it has been in process
for several months. I frequently asked my
supervisor the status of the contract and
was told each time that it was almost
signed, that only a tiny technicality was
in the way and that it would be worked

out at any moment. The Director just re-
turned from AID/W and reported that no%
even & draft copy of the contract had been
worked out. I was very upset by this
information. I couldn't figure out why my
boss had misled ne.

* X K ¥

Shortly after my arrival and after my first
few meetings with the Ministers, I felt as
though there was a strong antipathy between
them. I reported this to the Director and
the Ambassador. ‘'hen a delay arose over our
project due to their internal lack of co-
operation, we readily knew what the reacon
was and what the origin of the delay was.

e didn't have to make many embarrassing
inquiries as to why there was such an admin-
istrative breakdown concerning our project.
In view of our being alerted to this situa-
tion we could mere realistically evaluate
what we had accomplished under the circumsilances.

* %K ¥ %
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Flow of communicetion is from a villager,

to village political leaders, to us. I was
sure the villagers were bringing their prob-
lems to us. I also assumed that if they
didn't they would go to the political leaders --
so0 they would get to us through them. The
local political leaders promised to keep us
informed about the villagers' feelings and
this is the assumptinn I went under. Since
no negative information was reaching me, I
felt all was going smoothly. However, there
were many feelings of discontent by the
villagers which the political leaders didn't
transmit to me.

* ¥ ¥ %

b. reviews project reports and correspondence

As with conferring, the Division Chief must be alert to
any and all cues that things are not going smoothly or that developments
are underway which might affect the on-going work. The written material
involved in this function emanates from subordinates, contractors, people
in other divisions, and from AID/W. Subject matter includes policies,
funding, personnel, equipment procurement and utilization, and operating

procedures.

“Then a certain phase of the operation was begun

I relied on the oral and written reports given

me by the supervisors we were tralning and my
technicians at the cite. As far as I could tell
there were no problems developing. One morning
there wac an accident at ihe site. I immediately
went out to sce what had heppened. A certain

step in the operation had not been cdone. The
technician had told the local supervisors to check
scmetlhing but hadn't followed up to see if they did.
Locals had not bothered to find out if certain
material was on site, and the laborers who brought
in the material hadn't bothered telling anyone

it was there. This showed & serious breakdown in
coordination and supervision, which was my ultimate
responsibility.

* % K *
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c. <visits project sites

For most technlcal specielties, neither conference nor
written report can substitute for personal observation. Incumbents
clearly recognize the importance of such visits, but indicate that they
are unable to make visits as often as they would like because of lack
of time or lack of transportaticn.

Vhen I needed to be at the site,often there was
no transportation available. I vent to the
Minister and asked for a vehicle which he placed
at our disposal. AID provided the gesoline for
the jeep. He gave us this support after I told
him how essential it was and that there was no
available transportation for us until we received
our requested vehicles. I requested tvo
vehicles in the next FY commodity request. Vhen
the vehicles get here, I will have no more diffi-
culties of this kind. Until then I will continue
to use the host government car.

¥ ¥ X ¥

Observetions made during field trips allow me to
make better judgments on how far to lead or push
a subordinate, and on the prospects for recom-
mending the subordinate for another tour. I
spent o full day and an evening with one subordin-
ate visiting project classrooms, classrooms where
uncertified teachers wvere instructing, and
observing project technicians tutoring the un-
certified leachers. This trip cnabled me to
verify that project work vas effective, and it
gave a morale boast to the U. 5. technicians, and
to the subordinate, to know that someone was
interested enough in their project to leave a
comfortable city to come for a visit.

* % ¥ ¥
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I sat in on classes and got ideas ahout the
teaching abilities of ny employees, the teacher
treining team. I looked for oral presentation,
ability to demonstrate, how they conducted the
claess, their knowledge of subject matter, methods,
punctuality, and other necessary teacher skills.
One teacher was so poor, coming in late and
unprepared, that I dropped him from the team.

* X * *

While a technician was on vacation for two weeks,
I had more work in the office than usual; this
kept me from on-site inspection. During this
time they put another men in charge. I had
little time and only supervised his work on
anoral discussion basis. He made so many
demoralizing blunders in doing what he wanted
rather than what our approved plan called for
that I should have taken the time to go out
to the villapge at least once a week.

* K ¥ %

d. solicits appraisals from others

On occasion the Division Chief may request that a specialist
be utilized to survey a project or to recommend alternative courses of
action. If his relations with host personnel permit, he may ask for
an informal eppraeisal of both U, S. and host govermment efforts.

A specialist was passing through host country

en route to the U. S, He visited the college

and noticed several weaknesses in the training
program. It wes pointed out that the director

of the program was stressing the wrong topics,
and that he taught on a level too advanced for
his students. I met with the director, discussed
these remarks, and he agreed to revise his course
and methods of teaching.

* ¥ ¥ ¥
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The host has not followed up on its part of the
village project. I have had regional AID
speclalists come to the village for two weeks,
observe and report on the possibilities for
development in their areas. Their reports were
positive and I made them known to all the host
officials involved.

* K K *

A speclalist was supposed to be helping the
Ministry organize a department. The Minister
remarked to me that nocthing was being done
to form the department and that the Ministry
wes not in favor of having Americans in the
country who were not doing their Jjobs. At
about this time the specialist went on home
leave, so immediate action was impossible.
(Vhen the man returns, I will try ta inspire
him to work and if unsuccessful will see that
the man is transferred.)

* K ¥ ¥
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2. Prevents or corrects project deficiencies

Since the Division Chief is not usually in direet charge of
e project, this function is generally carried out by advising others or
by changing the work assignments. Both methods entail the risk of
offending or demoralizing people, both nationals and U.S. Where projects
ere handled by contractors, the Division Chief would usually have to
work through his superiors rather than take direct action himself. Several
incumbents were uncertain about just what their roles should be with

respect to contract projects.

a. assigns, adjusts, and advises on duties and responsibilities

Preventing or correcting improper assignment and adjust-
ing the responsibilities of project personnel is frequently a major concern.
The task requires an understanding of personnel capabilities, host customs,
work attitudes, and staffing needs. Very often the Chief requests a
subord:nate to substitute for other staff who are on leave, or to perform
the duties of personnel being terminated or phased out. This creates a
hardship for everyone. The substitute ic sometimes rerforming duties
nev to him or he is handling twice his normal workload. The Chief
temporarily relies on an overworked staff and both morale and perfor~
mance are affected.

The local nationals have a very distinct
feeling about ages and working releations.
There are a couple of bright young boys
vho are working with an older man vhom

I consider very valuable. They consider
him an "old fogey" and don't like him to
tell them anything. I called the group
together; didn't mention the conflict,
and told them I wanted to assign their

responsibilities. I gave them the same
duties in different words but I made the
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0ld man the overseer of the group. This worked
very well since it is customary to have the
oldest be leader.

* ¥ ¥ %

Plans for construction were given to a local
architectural firm. They were late in sub-
mitting a report, and when I called on them to
learn the status of work, I found that wvhat
little work had been done was inadequate. I
assigned the task to my subordirate, who
completely redesigned the entire structure.
The result of his work was satisfactoiry and
construction was begun.

¥ ¥k ¥ *®

I assigned a subordinate the simple task of
finding out how many were available. He
telephoned a local national in another division
for an estimate. He presented this to me.

I said this wouldn't do. I needed more exact,
more reliable information. I then told the

subc dinate to checl with the U. 5. chief

of the section. The subordinate then reassigned
this task to a local national to do. I had to
take the subordinate aside and tell him this
wouldn't do, that he himsel:l should go,

because the local national would probably confuse
things. At this point, the subordinate finally
got the nmessage and did the tasl: himself.

* %X ¥ ¥

The position of project coordinator could not
be filled from Washington. I knew that filling
such & post would be most difficult. The
technician agreed to rcclassification. The
slot thus left vacant was then filled by a
with the necessary qualifications.

* ¥ %
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A project calls for developing a new type
of institution. Thus, a strong leader is
needed. The man assigned to the job has
marked time, done nothing for the first

6 months. He could not produce a work
plan. My subordinate became aware of the
static nature of the project and informed
me., I tried to save the situation by
urging my subordinate to spend extra time
with the man developing the work plan and
other project documents.

* K ¥ X

Two employees were angry and at loggerheads.
Each would let paper work sit on his desk,
Just to spite the other. This slowed down
their own work and the work of others.

When I learned of this, I fired one man
immediately. Later the second man was fired
also, and a third man wes given both jobs.

* ¥ ¥ %

At one of our remote projects, the personnel
became irritable, perhaps because of the
isolation, perhaps because of the rough
living conditions. Come refused to work
with the others. The project director wrote
to me about these conditvions. I left
immediately for the project. 7T met with

the people, told them what an imncrtant

Job they were doing, rearranged work
schedules, made arrangerments for one

really distressed person to o home, and
told them I would visit ther more often.

I felt that their main ccmplaint was not
enough recopnltion for the worl being done,
so I stresscd my appreciation. Apparently,
my efforts were successful because they
settled down and are now working harmoniously.

* ¥ ¥ ¥
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The head of a school which is financed by
AID recently resigned. The Ministry did
not inform AID of this resignation and did
not plen to consult AID regarding the
appointment of a new head for the school.
I was very concerned about this because
there is one AID technician assigned

full time to the school and a lot of money
has been put into the school. I went to
see the official in the Ministry and let
him know that I was concerned that a well
qualificd man be appointed dircctor and
that it not be a politiceal appointment.
This is the kind of situation where a
talent for public relations and a great
deal of diplomacy is needed.

* ¥ * ¥

A subordinate didn't cooperate and was not
very competent. The first assignment I
gave him was a very important problem

to solve. His solution was not setisfactor:
I asked him to try again. He always found
excuges--too busy. The result of his
attitude was that nothing vas done for weeks.
Finally I simply told him to forget it and
contracted the problem out to the Ministry.
It was finished in ten days and we had
formulated a satisfactory solution.

* ¥ * K

b. procures needed equipment

The Division Chief is often responsible for determining
specifications for equipment and supplies, and approving requests of
subordinates. In some instances, he is also responsible for distributing
and transferrirgequipment and supplies to selected locations and appropriate
persons, for checking on installation of equipment, and transportation of
both equipment and personnel. In certain de-~centralized projects he is
also required to schedule the use of vehicles and keep the vehicles in
repair.
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The Division Chief ensures that personnel conform to policy
and procedures when exchange or transfer of equipment is consldered, or
when equipment and supplies are being ordered., Failure to follow proper
channels when ordering may result in payment difficulties.

Common problems in this task are delays in arrival of
equipment, loss of equipment in transit, arrival of defective or
inappropriate materials, and problems oftrensferring materials once
they have arrived. Considerations to be made vhen ordering equipment
include the effect of the environment, its relevance to the project,
the level of competence of those who will use it, end the aveilability
of parts or repalr facilities. Procurement policies, such as "Buy

American", are a frequently cited problem.

Generators vere ordered. The specifications
explained lLowv the generators operated at

sea level. I overlooked the fact that

the generator would be in use at 8,000

feet in tiie mountains. When the pgenerators
arrived it was quickly learned Lhat they were
inadequate for operating in the altitude. A
locel official learned of this error and
loaned his own gencrators for use. A more
appropriate generator has since been ordered,
but not yet received.

¥k K %

The U.S. regulation that requires purchases in
the U.3. places a burden on the program. The
host landscape is very rugged and I have
projects in progress in the most rugged and
isolated arcas. Transportation for personnel
in these areas should be by a rugged vehicle
with four-wheel drive. The Land Rover 1s
heavy, spare parts are easy to obtain, and
most villapes have a mechanic cepable of
making repalrs. But I must purchase vehicles
made in the U.3. These frequently break down.
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Spare parts are hard to obtain and since
they are new in the area, local mechaaics
have a hard time repairing them. Thus,
the project cannot be kept going at full
speed because of the breakdowns.

* ¥ * ¥

There is always the risk that materials
ordered will be imperfect. Refrigerators
were ordered for hospitals. Upon arrival,
it was learned that most of them were
Inoperable. They were eventually replaced,
but in the meantime, hospital operations
wvere hindered.

* % ¥ ¥

A subordinate ordered oil stoves. I

approved this request, thinking erroneously that
the stoves would be appropriate. When the
stoves arrived and were set up, it was learned
how improper they were. They each had an
electric motor, which meant that in addition
to o0il, reliable electricity was required

for operation. Also, to be economical, it

wvas necessary to buy lerge quantities of

oil. The budget had no provision for this
big initial outlay. In addition, there

was insufficient electricity. The stoves

had to be taken out and replaced by wood
burning stoves. The project was delayed.

* ¥ K ¥

A testing machine was ordered by a
subordinate but it was not suitable to

the kind of project we should be concerned
with here. I decided the machine was
overly sophisticated, although the machine
is valuable, and could be used for certain
purposes. I recognized this, and explained
to the subordinate that AID money could

be spent more effectively on &her items.

* K ¥ K
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Recently the Minister sent a letter asking
for transportation for 5 officials of an
international agency in order that they

might make an inspection trip. I knew

from past experience that these people begged
everything they could get, even vhen they
had money of their own. Also, I vas already
providing two vehicles to the Ministry for
other purposes. In addition, I was somewhat
short of drivers and cars. Thus, I disapproved
of the request.

* % ¥ *

Maintenance men were attempting to install

two large oll heaters purchased for the service
building. They pretended to be irstalling
them for days, but did not know how. Noticing
their lack of progress, I talked with them

and learned of the real difficulty. I called
a local store selling such heaters and hired
their vorkmen to come and install the .eaters.

* % X X

A contract group moved into houses without
window screens. AID was obligated to supply
the screening. Ag time passed the lack of
screens created a morale problem because
the technicians couldn't open windows as
they would Ve flooded with mosquitocs, and
vith windows closed, their homes were
unbearably hot. Their leader complained to
me and T wrocte a memo to the Executive
Officer requesting screens. Ceveral days
passed without action, so again the leader
complained tc me and I spent five hours
making personal visits to the Executive
Officer and General Cervices explaining

the need. Sereens were installed within

10 days and morale was restored.

* ¥ % ¥
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In accordance with the Project Agreement,
several hundred dollars worth of books were
ordered for donation to the library of a
university. The books were late in arriving.
When I discovered that the books had not
been received I wrote many letters to the
book publisher to discover their location.
No answers to my letterswere ever received.
Finally, after a year and a half, the books
arrived.

* ¥ ¥ ¥

One of my subordinates is here on his
first tour with AID and for a while had
not learned to cope with government
bureacracy. Thus, when a contractor
submitted a list of reference books for
order, he went through the list deleting
titles he thought inappropriate and then
returned the edited list to the contractor.
The contractor got the impression that

he was exerting a censorship authority,
and he complained to me about this., I
promised to work out a solution. My
problem was to prescrve the freedom of
the contractors, to aveid maeking the
subordinate feel worthless, and to insure
that books crdered were appropriate. I
asked each contractor to construct a list
of criteria ageinst which all materials
would be screened. The contractor would
then certify that a list of books requested
had been verified against the criteria.
This system was accepted and works well.

* * * %

One of our centers sent an order for
critically needed items. They sent their
order by diplomatic pouch, but it never
arrived. A technician made a personal
visit to me to learn vhat had happened

to the order. I explained tc the tech-
nician and to other subordinates to never
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again send orders through the pouch, as the
system was unreliable. Instead, the local
mail facilities should be used, because it
was considered more relisble. (Note: in
some other countries, the reverse is
generally believed to be true).

* % X X%

I needed some serum to be able to conduct
some lab tests. I wrote directly to the
U.S. supplier and dig receive the necessary
serum. I later learned that my requests
should have gone through the AID supply
officer for approval and for the record.
Iow, the bill had been received and the
supply officer is reluctant to pay it.

In addition to slighting the supply
officer I may te forced to pay for the
serum from my own personal funds.

* ¥ K %

One year a contractor ordered 6 gets of
textbooks and they vere provided. The
following year, the contractor placed a
new order for texts and by chance T
observed that the order duplicated the previous
year!s request., I arranged to see the
contract Chief of Party and at the meeting
asked if texts were being ordered to give
to students. The contractor replied,

'yes! that he had hoped to help the
students develop a sense of ownership.,

I explained that this was against regul.a-
tions because the U.S. doec not have a
textbook program here. To supply all
students vith books, which would become
necessary if gsome were provided == would
coot a prohibitive gum of moncy. The man
accepted the explanation, and spread the
information to other contractors with the
result that textbook orders are now realistic,
i.e. orders for g few of each type to uge
for development burposes.

* * % ¥
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Four hundred sewing machines were to be
distributed through union orgenizations,
ete., They were being pald for by the
mission. My predecessor had agreed to
distribute the sewing machines. Since

he had left it was necessary for me to
follow through and distribute them. I
uncrated, assembled, and distributed them.
Some didnt't have the required parts.
Roads were so bad that many machines had
to be sent by air. I had to organize and
sursrvise this operation, in spite of it
being well out of my own field (Education).

* ¥ ¥ ¥

When visiting a project, I learned that
the technician not only had unneeded
equipment,but also that additional
unnecessary equipment was on order. The
technician indicated to me that although
the equipment was not needed, the host
government officials would be hipghly
insulted if the equipment order vas
cancelled. Upon returning to ry office,
T checked with the Division and learned
that they had a real necd for the
equipment and that it would be used by
host nationals in the Division so I

had it transferred to the Division.

T therefore directed the technicien

to explain this transfer to his host
counterparts and they agreed because
their government would not be losing

the equipment. The Divis.on vas happy
to receive the machines. To make the
transfer more palatable, I used the term
"Joan" in my discussions.

* % X ¥
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A minor problem has been mechanical. A
project team uses 3 tape recorders in
their data collection. These recorders
vere made in the U.S., and no adequate
repair facilities are available locally.
Tvo of the machines are out of order.
In an attempt to get them repaired,

one vas shipped to the U.S. I will
hand carry another to the U.S,, hoping
to get it repaired there while I on
visiting the U.S.

* K X #*

c. advises subordinates on plans, and procedures

This function involves both the application of technical
knowledge and awareness of AID goals and country resources. The prin-
cipal difficulty is learning about the plans and procedures before they
are actually carried out.

The substantive difficulties of the technical problems
vhich a chief may be called upon to solve are often highly varied and
mey be elther relatively easy or extremely difficult depending on the
nature of the individual projects. Division Chiefs are sometimes not
called upon to assist in solving substantive Problems because sub-
ordinates lack respect for their abilities or knowledge, because
subordinates do not know their own limitations or wish to hide them,
and sometimes because the Chief and the technician may be geographically
quite remote from =ach other.

then I arrived at this post, my subordinate
in charge of the training project wanted to
start a course for . I explained that
such a course would be impractical due to
the cxtistence of a school for this purpose.
Recently, the head of the training project
wao replaced. On a routine field trip, I
learned that the new project head was
Planning to start the same kind of course.
He had even procured approval from the
local authorities. I explained the exist-
ence of the other school and that it would
be foolhardy to create an unnecessary train-
ing course. * % x
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I visited our survey teem and learned that the
team leader had planned to survey everyone in
the area. I advised that only a sample needed
to be taken to determine the percentage. In
addition, I briefly explained the reasoning
behind sampling. Because I learned of the
problem in time and was able to correct it,
several weeks of work were saved.

* H X K

d. persuades host government to honor commitments

Often the host government fails to contribute its share of
time, interest, personnel, or funds to a given project. This may be due
to lack of understanding of the terms of a signed agreement, unawareness
of the depth of the commitments, changing conditions within the host
government, or other factors. How deeply the government will actually
become involved in a project may be difficult to define in the early
stages of planning and implementation. The Division Chief may assume the
host understands its obligations and will honor its commitments, when in
fact it does not. The role of the Division Chief in this function is
somewhat variable from mission to mission, depending upon the wishes of
the front office and the capabilities of the incumbent.

I relied on the Minister to implement the host
government's share of the project on schedule,
as soon as we were ready. The result was we

got farther and farther behind schedule. This
meant that for all our efforts we had nothing

tangible to show. This in turn caused the
Ambassador to press us to get something done.

* K K ¥
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Host has not followed up properly on its part
of the project. VWithout the host fulfilling
their implied promises, all we will end up
with is a group of buildings. I have suggested
to the host officlals in various departments
that ultimate success in this field requires
contribution by almost all departments -=
health, education, commerce, youth groups,
forestry and fisherles. I have suggested that
representatives of each of those areas study
the problem for a couple of weeks to see how
they could fit into the project as a whole.

* K ¥ ¥

The Minister had promised space for the seminar
to be assigned later. I pointed out that the
promise could not be depended on, that when the
time came, the Minister just might say no space
was available.

* ¥ X K

One of the schools was built on the property of a
national. The Minister was supposed to provide the
compensation in such cases, and handle ell such
deals for negotiation of property. In this case
th: Minister apparently did not provide com-
pensation, and gave no satisfaction to the
property owner. She called me and complained.

I called the Minister and explained the situation
and asked him to act on the case. He wrote the
lady a letter and explained what he had done.

* N % ¥

My biggest problem is getting the Ministry to
provide funds which they have agreed to provide.

One program is a joint U. S. host undertaking.

The Ministry was supposed to provide trucks for Pro-
Ject workers. Fora long time the Ministry wouldn't
releage the money to buy the trucks, so the project
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could not get underway. I waited a reasonable
time, then visited the Minister and convinced
him that the trucks were needed immediately.

I was successful.

e. deals with host conditions and complications

The Division Chief spends much of his time acting as a
diplomat. It is often necessary for him to encourage the host to
concentrate on the developmental goals of the projJects, and to under-
stand the underlying reasons for host actions or inaction so that he
can successfully redirect their efforts. He must be fully attuned to
practical local politics and bureaucratic procedures and customs. In
this function the Division Chief is concerned with difficulties srising
from host government planning, personnel, intra-governmental disputes,
host government organization, and information flow. Any or all of
these eimilar factors could significantly affect on-going projects.
The quality extent and variety of his personal relationships with
host individuals can greatly affect the course of hils projects.

¥ K F *

T had to find a bullding to use for a project.

Ve began the project using facilities which had
been built with American ald money. Vhen 1t came
time to expand the projecct the Minister told me that
the nationals didn't want Americanc to "take"

their building. I looked elsewhere. One official
wae willing to help in certain ways as long as I
provided my own spacc. I hirea a contractor to
build a new building to take care of their needs
and my group used their older buildings.

* * ¥ K*

Due to existing personal antagonism between two
Ministers and the power struggle between them -
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both trying to get sole control of the project in
order to use its budget to bolster the budgets of
their respective Ministries -- there had been a
severe brealdown in communication (for example,
questions about overall roals, financing, socilal
problems, inter-department cooperation were not
answereda). One Minister would want us to do one
thing, enother something different. This made it
_impossible for me to g2t clearance for anything.
There was no final authority. The project came
to a standstill for three months.

* ¥ ¥ %

I feel that the Ministry should have construction
location plans based on population growth and
locetion trends. The host has no such plans. The
host tends to put up schools on the basis of
irmediete need and political consideration. An
example of this occurred before a recent election.
The party in power was looking for "mileage" in the
construction prosram. The mission was having
difficulty in getting release of funds for construc-
tion. The host Minister becane angry at the delay
and refused to make contribution payments to the
project and used the construction funds for political
purposes.

* Kk ¥ ¥

Two ministers were openly at odds. One told me

not to ;o to meetings until the calls came through
him. I couldn't get the uission involved in this
internal dispute so I had to corpletely withdraw
from both of them and accept & halt to our project
until the conflict was resolved. Ilot only did I not
go to meetings, but I tried to avoid contact with
them that was unnecessary. This kind of antipathy,
causing nmuch ambiguity for me in ny relations with
the host, vent on for almost one and a half years.

¥* ¥ * ¥

Counterparts at a sufficiently high level have not
been found for trainiung and eventual phasing-
in for U. S. technicians. The reason 1ls simply
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that there are so few available with this
level of education and these lew are ear-
marked for govermment administrative work.
There is nothing I can do about the available
numbers of people at this level, but I have
tried to get some of them assigned to this
project. I have tried to gradually impress
upon the government hor much they are needed.
I have had several talks with the Minister
and explained how these people are necessary
in order for nationals to take up or continue
the program after we leave. The Minister
agreed and found two persons, one of vhom is
already assigned.

¥ K % X

The Minister appointed an unqualified local
to head o semi-autonomous unit. This men
appointed his relatives as subordinates,
also unqualified. No work was accomplished
for a long time. My subordinates became
very discourapged. I first tried to convince
the Minicter that a new local national
erployee was needed, but the Ifinister stuck
by his aprointee. Wext, I convinced the
Mission Dircctor and Training Officer to give
me a participant training lcadership grant.
vith this grant I took the Minicter on a
short trip to see how a successful program
was being run. Well qualified tecchnicians
vere in the program and unqualified people
werc released or moved to other jobs. The
program vas a success. The Minicter re-
turned convinced that some changes in
personnel vere necessary. He appointed a
well qualified man to head the program.

* ¥ A X

The counterpart organization of a division
vas a suborgenization of the local Ministry.
gince the staff on the project was composed
of locals during the first ycar, this gave
the Ministry complete authority over the
conduct of the program (in the sense of
having to clear all orders, decisions, ete.,
through the normal Ministry chain of command).
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The project was time phased, that is, certain
critical steps had to be done before certain

others and on a very strict schedule. Therc-

fore it needed to be free of administrative con-
trol and red tape. When the project first

started, the counterpart organization was not
autonomous, thus work was delayed, and pre-

liminary vork vas wasted. I convinced the Min-
ister to form a separate unit to prevent such delays.

* K K ¥

It is my responsibility to be sure that the
right people get involved in the planning of

a program. For example, it is possible that
the Ministry may develop a progrem for a

school without bothering to tell the school

vhat they are doing. This has actually happened
once vhere a program was developed for teacher
training and the AID technicians founc they
vere not at all welcome at the school to wvhich
they were assigned. The school had never been
notificd they were coming to train the teachers.

* K ¥ ¥

The project needed trained personnel in certain
areas. The liinister of and a USAID
division had employees trained in these arcas.
I learned of this and wen® to see the other
Division Chief. I convinced him that it would
be impossible to proceed with his progran
unless my project vas started [irst. He agread
and invited me to talk with the Minister. I
also convinced the Minister, adding that my
project would be a temporary cffort and therc-
fore the borrowed employces would more than
likely return to him. The Minlster was convinced.

* K K %

I met with local officials to negotiate for
land to be used for a project. I was sure I
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had their agreement. However, when the construction
company tried to move onto the site some weeks later,
the local officials refused them permission. Vhen I
was notified of this, I made a revisit to the local
officials. They claimed that they were not sure this
project was needed. I convinced them that such a pro-
Ject would be very beneficial in their area, that
people would be better off and that some local people
would be trained to work on the project. At this the
local officials agreed, and this time I got their
signature on a contract prepared by the Ministry.

The construction team was thus able to move in and
begin. I was ineffective in not having the matter
absolutely clear from the beginning, but effective

in meeting with and convincing the local officials
once the problem did arise.

* X ¥ ¥

The contractor doing the bullding was very late

in completing the work. Since the construction
contract was between the Ministry and the contractor
I had several meetings with Ministry officials,
trying to determine how to speed up work progress.
From thesc meeting: I learned that there was little
to be done. The contractor was close to bank-
ruptey, so invoking contract penalties would not

be effective. I was successful in convincing
Ministry officials to warn the contractor that

he must soon finish. As a final result, the
contractor required two years over the stipulated
contract time to complete the building.

* X ¥ ¥

They were not interested in developing the country.
Thus, they are very hard to work with. They ask
for meetings with me at every opportunity, even
when there is really nothing to discuss. This
takes up considerable time and gives them many
opportunities to ask for favors or special aid
-=vhich they frequently do.

* ¥ W %
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One of my USAID experts recently went on leave.

As soon as he left, a Ministry official came to
see me. He asked for an immediate meeting about
the expert's project. I insisted that the meeting
be held up until our man returned from leave. The
official who wanted an immediate meeting was
probably trying to get in on the work. If he *-~e
allowed to do all or part of the work, he might
not do anything and would draw the money for his
work; he might do sloppy work and be outside of our
control, or he might even slant the project along
political lines. I realized these dangers,
insisted that the meeting be postponed until the
return of our expert. If I had allowed the
demended meeting to take place, the other Ministry
officials would have tried to embarrass or
maneuver me into allowing the local to work on

the project in the absence of the expert.

f. coordinates U. S. activities

Maintaining a timely flow of communication within and
eamong the divisions is a frequently cited problem of considerable
importance. Some Division Chiefs find it imperative to meet with
other Division Chiefs to learn about their projects and to be alert
to possible conflicts and problems with respect to goals, personnel,
equipment, or funds. The Chief also conducts staff meetings to inform
his staff of other divisions' activities and requests and to insure
communication within his own division. In missions where there is a
division of responsibility between a central Division Chief and
regional or provincial chiefs there is a particular problem of fail=-
ing to take responsibility because it is assumed that another person
will,



One project technician failed to keep a colleague
informed about work progress and, as a result, the
latter was uninformed when a Ministry official
asked vhat was happening within the project. The
colleague complaeined to me and I suggested to

the project technician that by keeping the other
men informed the project would be strengthened.
The two men began to work together and prepared
Joint briefings for the Director.

* ROk K

The Program Officer asked for a report on the status
of all work plans. Vhen I announced this require-
ment at a staff meeting, one of the staff becane
veryirritated, complaining that the Program Officer
vas alvays asking for something, and the Program
Officer had already read all the work plans. I
smoothed over the situation by indicating that

the staff member's work plan was adequate, but that
the reports would clear up eny misunderstanding

on the part of the Program Officer concerning which
work plans were complete, and which were incomplete.
Then I assigned the task of gathering the necessary
facts and writing the report to my deputy, who hae
the ability to asl questions about work plan progress
without creating irritation.

* ¥ ¥ %

I think there are not enough mecetings within ny
own division. I circulate material but there

is not enough fact-to-face communication. Few
know what 1s going on especially within my
divislon since they don't know enough about the
other programs. The people out in the field away
from the mission are not kept informed. There £
also not enough interdivisional information exchange.
Viithout knowing what is pgoing on I can't advise
the Director. The USOM weekly meeting is not
enough. The extroverts talk and the rest say
nothing. There is no real central place to meet.
I feel that there are people here I don't really
know. If you don't know the people and don't
know what 1s going on it is difficult to know if
e program might be acceptable.

* * ¥ ¥
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Co-ordination with is a little more
difficult here than in other missions, since
other missions have such a division within the
mission and this one does not. I must contact
an outside agency with an AID employee on its
governing board to coordinate ectivities in this
ares.

* * X *

There is not enough time to coordinate my pro-
gram with other divisions. The mission is not
geared for coordination of this and other
progrems. In general my function is administra-
tion. I delegate the actual coordination which
does occur,

* % ¥ %

g. motivates project personnel

The Division Chief must be alert to difficulties that
hinder the performance of his subordinates. Persoanal jealousies,
incompetence, and disinterest con delay progress or prevent successful
completion of projects. The function appears to involve local
nationals to a greater extent than U. S. personnel.

There was some jealousy between two subordinates
as soon as they began working. One wanted to do
worl: the other should be doing. Instead of doing
things that vere assigned to him, he did the

thinges he vanted to do. I talked to him several
tines, trying to get him to cooperete, out

1 didn't succeed. He was having some serious
personal problems with his family at the time and
I didn't want to press too hard. He maintained
the same attitude so he was useless to our project.

* * * ¥
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A project had gone badly due to failures in
supervision by locals. This showed & lack of
interest on the part of these people, who were
eventually to phase-in for us. I tool: them aside
a day later and told them this. I explained that
they owed their country and the local area better
work than they @id. I also told them that the
government depended upon people like them to

help develop the country. I told them that much
more was expected of them than they had given.
They seemed a bit remorseful and guilty about it,
and agreed they were careless and would do better.

* X ¥ K

On one occasion there was a load of material
delivered. Everyone else was busy so I began to
carry the material. At first the staff would not:
do it but just stood there. Soon they were em-
berrassed and began helping me.

* ¥ ¥ *

Other considerations I have to make include
keeping up the morale of my staff of nationals.

I always try to keep them busy so they will feel
as though they are contributing something. I try
to keep their interests up. I do this by meeting
with them almost every day. At this meeting I can
discuss with them any problem which has come up,
assign their work for the afternoon end next day,
and also find out what they have accomplished
during the day.

* Kk K K

In my supervision of the local nationals being
trained to phase into the administration of the
project, I encourage them to criticize me con~
structively (or criticize the project). I let
them do this regularly at meetings I call with them.

* * K ¥
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h. provides training

Since there is frequently a criticel lack of trained
nationals, providing training represents an effective way to minimize
many of the project deficiencies cited previously. The Division Chief
may institute informal training given by himself, or errange for
specigl training by contacting others or by assigning subordinates
for special courses. The training involved in this function is
generally less formal than the participant training program, but
more formal then the training implied in advising on procedures or

correcting other forms of error.

. One of the overall objectives I had for the project
was the training of local supervisors. The subor-
dinate in charge of the project was the one who was
supposed to do the training. After several weeks, I
discovered that none of the persons had learned how
to do the prescribed work. I also learned that the
subordinate did not know how to do it himself, much
less teach others. This put us far behind schedule.

* ¥ X ¥

As the staff begen erriving, I had to teach them
how to do an eveluation project. Wone of them
had ever before participated in such a study. To
do this, I had them read the notes, working papers,
and finel materisl resulting fronm a similar project
done elsewhere. Then, I had meetings in which I
laid out broad details of how the project was to

be conducted. The staff then began the work,
handling the details under my general supervision.

* ¥ * ¥

The contract group for a project was conducting

a seminar prior to coming to the host country

for field work and had arranged for project members
to attend. I decided that it would be valuable



for an AID local employee to attend the seminar
also, so I picked a subordinate who knew the
country and who could come back after the
seminar and be influential in project work. The
seminar provided an opportunity to broaden the
subordinate's talents by placing him among
Americans who had been successful in the
spceialty. After the seminar the subordinate
returned to the mission to become one of the
directors of the project.

* ¥ X ¥

My three trainees had to take an examination.
During the period of their training, I was very
busy so I took advantage of their services by
glving them operational work to do to get some
of the load off my shoulders. The result was
they got no theorctical training in the
adninistration of this {vpe of program. The
test they had to take vas theoretvically oriented.
They did not pass the examination. I tried to
think hov I could help them pass the next
exemination. fThey agrecd that they needed and
wanted additional truining. I found that a pro-
fessional training team had coursez in the kind
of theory the trainees lacked so I enrolled
them in those courses. I was trying to
conpensate for vhat they did not have, However,
they coon lost interest and began missing
classes.,

* K ¥ ¥
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3. Evaluates projects

While evaluation occurs in other functions dealing with moni-
toring end guiding projects, this function is identifiled explicitly to
cover the more formal or "overall" type of evaluation. The Division
Chief is required to judge the general effectiveness of projects and to
decide whether each is a "worthvhile" effort. Meny incumbents
indicated a need for guidance as to the criteria to be used in making
such judgments. No specific details are aveilable for this function, not
because it is not done, but because the Division Chiefs who were inter-
viewed were unable to indicate how they do it. It was readily admitted
that a large element of subjectivity entered into the judgments. Final
evaluation perhaps depends on the long-range effects of the project
efforts.

L. Guides project phase-outs

This function is singled out because it involves some unique
problems. The principal considerations are that accumulated equipment
and funds must be disposed of in a proper manner, and personnel matters,
such as transfers and terminations, must be handled judiciously.
Policies, procedural regulations, formal agreements, individual interests
and public relations must somehow be bLalanced. The Division Chief may
advise other mission personnel on specific steps to be taken and point
out the implications of various aspects of the phase-out, such as
possible loss of U, S. prestigeor waste of funds or equipment. He may
work closely with host nationals to insure communicetion, compliance
with regulations and policies, and the maintenance of good relations.
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a. advises mission personnel

AID/W should avoid abrupt changes, Abrupt
changes cost the United States money. The
phase~out of the project is a prime
example., I have had to keep considerable
dollar reserves on hand to meet emergencies.
With the phase-out, the Ministry of Education
is entitled to all of this money. An audit
is being allowed by AID to be sure the money
is spent for appropriate purposes. However,
some money will be lost. I have no choice
but to go ahead, but I believe I am throwing
away United States money. I feel that if

I werc given flexibility in the phase-out,

I could either bargain, or simply continue
operations until the money is used up in

e useful way.

* % X ¥
A special project is being closed out.
Lverything legrlly goes to the Ministry.
It is o widely held opinion that the
Ministry will not put these materials to
good use. USIS asked my subordinate for
some of the materials, and he said they
could have them. VWhen I learned of this,
I told my subordinate and USIS that the
exchange was impossible because everything
legnlly went to the Ministry. I knew the
legel points in the basic document, and
thus avoided a corruption charge.

* K K ¥

- & a a

b. arranges details of disposition of equipment and personnel

To clear out the warehouse, I visited several
institutions which were possible recipients of
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unneeded materials from the warehouse. I went
personally to determine what plans for expansion
these institutions had. My philosophy in such
cases was that "we'll give you what we can from
our warehouse, if you can really use it." Vhen I
em satisfied that the materials will be used wisely
I make the necessary arrangements to have them
transferred.

* ¥ Ik %

A semi-autonomous unit was phasing out. Ve sold
a truck to a department in the host govermment.
The department made the down payment, but no
additional payments. I called appropriate depart-
ment officials several times asking about payments.
I was told that if we refused to "write off" the
truck, then he would see to it that nationals in
rural areas "took care of" any of our vehicles
that they could find. I wrote a letter to the
Minister explaining the situation. Apparently the
Minister acted, because no further threats were
made and payments began.

* * N ¥

In closing downore of our special projects I
followed a policy of giving employees benefit

pay for a thirty day period. There are problems
with this, however, people working to the last day
will be discharged on the last day and cannot get
the same thirty day benefit payments that.others
receive, because the Ministry will assume control
over funds the day following the closing of the
proJect. Thie injustice to some will cause bad
publicity. A colleague suggested that a special
fund be set up to pay these employees for "extra
work". He pointed out, however, that such a pro-
cedure would be illegal and should not be adver-
tised. I told the business manager to go ahead
with this plan. This takes care of the problem for
the personnel but will create a problem later on
when the books are avdited.,

* % ¥ %
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5. Manoges division participant training

In carrying out this function the Division Chief is confronted
with two of the most vexing problems pervading USAID activities: local
politics, and the scarcity of qualified host nationels. United States
policies and procedural regulatibns, and the determination of the types
of training rcquifed are also problems, bul these factors appear to be
less difficult to handle. The overriding consideration appears to be
the fact that the host government, while eager to reap the substantive
benefits of participant training, would prefer to control the progran
as much as possible. Problems of non-cooperation, delays, requests for
procedural deviations, or foulty information can usually be traced to
this fact. The Divislion Chief is required to overcome such obstaclee
while adhering to established policy and procedure and while keeping
slght of the fact that'ﬁltimate benefit of the program lies in the
abllity of the trained personnel to contribute to the long-range goals
of the division projects.

a. advices on selection cad administrative procedures

This function consists lergely of determining qualifi-
cation requirements, advising the host government on scleclion, revicw-
ing the host govermment nominees, and preparing and expediting the paper-
work necessary to implement the training. In nost miscions some of the
paper-vork and the routine processing of selected participants are
handled by a Training Officer. (Detcrmnination of the number of tiralnces
and the type of traianing required may or may not have been a parl of the
functions in section II - PREPARES PROJECT IMPLIMENTATION DOCUMINTS. This
would depend upon the specificity wvith vhich these documents have been
prepared.) OSome Division Chiefs also atiempt to maintain contact with the
participants during their training to insure that the basic plan is being
carried out.
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Without a good training program this project
cannot be successful since there will be
nobody here to take over for us when we leave.
The Minister falled to nominate qualified
participants. To try to rescue the program,

I went to the Minister and appealed to him to
find a couple of qualified people to go. I
personally made my case. He provided two high-
level government people to take the training.

* K ¥ ¥

This morning I had a meeting with a host official.
One of the things I learned was that the Ministry
would provide me a detailed list of training
priorities for the next fiscal year, subject to
funds available in AID/W. In view of this, I
sent a cable to AID/W requesting a training
specialist for TDY. I want him to get here as
soon as possible and stay for about 6 weeks.

He should be here just when all these new pro-
grams break. It would be uscless to have a man
here full time because once training starts

there would be nothing for him to do. He would
be very valuable in assessing the requirements
for participants, developing background infor-
mation, and maybe even assisting with selection
in some cases.

* X ¥ %

The Minister called me to nominate a man for
training who was supposed to be an expert in a
certain field. On the basis of what the Minister
told me, I simply told him then and there that
the man didn't qualify and the nomination would
not be approved by me. In my Jjudgment the man
did not qualify with respect to having adequate
background for this training. As a result the
nomination was never formally made.

* % * N
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When the time came to select participants to go
for taining I visited the Minister to talk about
who should be sent. The Minister indicated that
he would approve of no one except his own rela-
tives. When I explained that this could not be
done and that only qualified people could be sent,
the meeting broke up. Later, I was able to get

& subordinate to the Minister to agree to a pre-
liminary test for potential participants. The
test was also approved by the Minister. ‘hen
administered, only those with top scores on the
test were allowed to go for training as participants.

* K N ¥

(From a Participant Training Officer) The
Division Chief gave me a nomination for training
and wanted my judgment. He was fairly new

at his job. I asked him how he expected the
team to get anything done if he took away 75%
of their staff. He was very surprised. It
was true however. There were 4 technicians
in the field and he had nominated three for
training. I remembered the number of people
on that project. Consequently, only one was
nominated. The team leader and I talked
about his project some time ago so I knew his
staff size and requirements.

* * ¥ %

I usually talk over nominees for training with
the Minister. On one occesion, I accepted

the Minister's recommendation for & trainee

in an industrial specialty. ‘“hen the trainee
arrived at the U. S. institution we learued
that the trainee's experience was in agri-
culture. Since then I check the candidatés
qualifications closely.

* ¥ ¥ ¥
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An applicant for participant training came by my
office to discuss training. The training desired
by this applicant was only available at either

of two universities. I told the applicant that
the one university had a good program, and was
going to add information about the other. However,
the applicant interrupted me by saying that he
would never go to the university suggested
initially as he had had some unpleasant experiences
there in the past. I told the applicant that if
that was his attitude he might as well get out

of the office. The conversation continued and

the program offered at the other university was
discussed.

* Kk X ¥

The names of a group of participants being con-
sidered for training - in the U. S. were sub-
mitted to the political section of the Embassy
for security clearance. The political section
sent the list to me with forms to be filled

out for their clearance. I instructed my
subordinate to ask each potential participant
for the data, which he did. This was sent to
the political section. The participants, however,
assumed they were actually going for training,
although they had not received final approval.
The Political Officer heard of this and called
me in and told me it was against regulations

to directly consult participants about their
background information.

L O

I convinced a participant to go to the U. 8.

to study a specific course. Although he

wanted to study something else, the participant
agreed to what I had suggested. 'Jhen the
participant arrived in the U. 3. he was assigned
to train in the field in which he had expressed
interest. This windfall made him happy. Upon
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learning of the change, I immediately sent a cable
to AID/W explaining that the participant should

be assigned to his specified program. For some
reason AID/Y did nothing until the participant
was about three quarters of the way through with
his school year. Then they informed him that he
would have to change his program. This upset the
participant. He disappeared and no one has been
able to determine where he is or what has happened
to him.

* H N ¥

A well qualified girl was sent to the U. S. for one
year. Zhe was asked by the college to remain for
& sccond year, which was granted. She returned

to the host country with a BS and started work.
Within a short time a cable came from AID/v saying
that she had applied for a new visa to come to

the States to be with her husband. I was asked to
collect money from her equivalent to that spent

on her training, or to see that her visa was not
received . I spoke to the girl who said che didn't
know she would fall in love. 3he had no money, so
nothing could be collected. I decided nothing could
be done and so the girl was granted the visa.

* ok K X

I proposed a committice on higher education for
all those in the mission dealing with

participant training. The committee was formed
but was subsequently disbanded and nothing came

of it. I felt that training problems were common
enough to the several divisions to have a joint
committee. One problem for such a committee would
be to cut down on the competition for funds.

x K X ¥

The Director wanted no more trainees for a project.
He thought there were already too many trained.
I went to the Director and had a 15 minute session
with him giving him all the factual data at my
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disposal about; the two newly nominated people and
why they should be sent. The Director changed
his mind after this discussion and approved the
sending of two more trainees.

* * * K

The biggest difficulty here is with the Vice-
Minister of . Almost 8ll nomineted
participants go through his office and then come
here. One of the first things he asked me to do
was to waive the Epglish examination. Of course
this is impossible. His next alternative was to
administer the examination through his staff. It
was obvious that the examinations would not be
given at all under those circumstances and besides
the tests are classified U.S. property and can't

be given to another government. He was very
ademant on this point and because of it our re-
lationship became very strained. He felt superior
to me and was insulted by my refusal to drop the
English requirement or to place its responsibilities
in his hands. He issued an order that none of his
participants wac to be tested by any outside agency.
This order still stands and has for 7 months.

This, of course, alnost halted the participant
element of the CAP. I decided to humor the Vice-
Minicter co I asked hlim if he would choose a
committee of two and I would come to the Ministry
end administer the test with them and with their
approval. He approved this because he could say
his department administered the AID test.

* X K ¥

The Planning Commission called a meeting to dis-

cuss & list of ncminees which had been submitted
with respect to a particular progrum. The host
government official announced that upon review,

there were no persons avalleble for training. I

was surprised, since at four previous meetings, there
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was no question about availability of persons. It
appeared that the department official was trying

to belittle the Ministry by satPtaging the entire
plan. Another meeting was called at which time
final steps were to be taken to approve the list.
At this meeting, the department official announced
that final approvel of the names would have to be
given by the scholarship committee. I said this
was unnecessary since no such element was Involved,
but agreed to have the Scholarship Committee pass
on the list if the department head accepted the
list of names. The Director then reviewed the names
and decided that certain features of the list would
have to be corrected. I refused, saying that there
had been enough discussion with respect to the
names.

* % X #

b, eveluates participant treining efforts

The Division Chief may attempt to follow up returned
participants to help in assessing the ultimate contribution of the
training program to broad UGAID goals. Both formal and informal
procedures are utilized. Problems were reported concerning the
tinme required to complete the necessary forms and the reluctance
of host government officlals to provide information on post
training utilization of the participants.

The host government frowns on outsiders talking
to nationals and evaluating them. I tried to pave
the way for the government to help us. I devised
a form which requested information about partici-
pant trainees from the Ministry. It is supposed
to be filled out one year after the participant
returns by the government agency which governs the
participant's area of work. I sent this form to
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the Minister, called him to talk about it, and
explained the need and the advantage to both our
countries of an evaluation procedure such as this.
He said he would think about it. He sent the
form back completely rearranged and thought

this was a better way to get and record the informa-
tion. I didn't care becawe it would provide

the data I wanted anyway so I thought it best to
write him back congratulating him on devising a
better form and thanking him for his assistance.
They sald they would provide us with these annual
follow-ups.

* % K ¥

I accompanied two participants on their tour.
They got a first-hand view of our approach. It
was my hope that upon their return they would be
involved in the selection process to train
netionals in technical areas. After talking to
them when we returned, I am sure their attitudes
not only toward training but toward the U. 3.
have changed for the better. T make this judg-
ment also because they have been very positive
toward my attempts to get host cooperation, and
toward any recommendations I make to the host
government concerning implementation of the pro-
Jects. They said they enjoyed the training,
experience, and knowledge they gained during
their 5 wekk trip.

* ¥ ¥ ¥



B. Provides Information Concerning Project Progress

The Division Chief informs host government officials, other
netionals, and his supervisors on the status of projects. This is
done by preparing reports and briefings and by speaking informally
with U.S. and host officials about projects.

1. Prepares or reviews progress reports and correspondence

Generally, assignments are made to subordinates to prepare
reports on their areas of project activity. Sometimes Chiefs prepare
the entire reports themselves. Problems are similar to those found
in connection with other editorial tasks.

I recorded and reported to the hosts formally on
everything I did from the moment I got here.
Everything that was done physically at the
project. site has been explained in detail with
graphs, drawings, picturcs. This was done

by my subordinate at my request. I had both
my narrative and his technical reports bound
into a single volume containing translations
in both languages. This gives us not only

a good reference for future similar projects
but also thorough documentation of what we did
and vhy.

* ¥ K ¥

I submit all reports to the Ministry for
their review. The Ministry officials

seldom if ever suggest a change, but the
process gives them a feeling of participa-
tion. Gince the Ministry officials rewurn the
documents the same day they are submitted,

no delays result. The system begon as a
result of a Ministry mecting to which I was
invited. At this meeting the Minister attacked
the United States for nol taking local
nationals into their confidence. With this
hint, I began routing documents to them.

Thils procedure has visibly improved relations.

LR K R
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The field reports were formerly submitted

by me to our headquarters. The Vice-Minister
heard of these reports and made an issue over
the fact that the Minlstry was not being
allowed to sce the reports. He held up a
Project Agreement because of this. My sub-
ordinate came to me and told me that the
Ministry vanted 25 copies of all fleld trip
reports. I arranged to have the official
receive the reports and the issue has died
dowmn.

* ¥ ¥ K

2. Gives formal and informal briefings

One political group had becn displaced by
another in one village. The old group was
highly critical of the project. I asked
one of the technicians to ride out to the
village with me to check on things in general.
When we ot there the former chief of the
village vas escorting a powertul host
government official, vho was his relative,
around the project. The chief was "showing"
him all of lhe mistakes, and telling him
vhy the project was not adequate. I jolned
the proup and walked around with them. I
wvas finally able to speak with the official
end explained to him vhat and how we vere
doing and vhat wac going on. I took him
back to the site of the vork and diccussed
all the things the chief wvas criticizing
pointing out our rcasons for doing certain
things. lLater that day, the official
implored the local leaders to be patient
and cooperate with us in the project. Hls
intercession was a big help in getting the
villagers tc realize that we couldn't o
everything at once and what we had already
done vas desirable. From that time on we
had very little trouble of this sort.

* * K ¥
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The Ambassador wes very dissatisfied with

the project. He met with the Director and

me to discuss it. I explained the problems

I had with personnel and told of my reorganiza-
tion. The Ambassador and the Director both felt
that my subordinate caused the project delay and
that the mn be sent home. I suggested that we
give him limited office responsibilities in
order to save face and maintain the confidence
of the hosts. They agreed to try it.



Iv. CONTRIBUTES TO MISSION MANAGEMENT

This function includes edministrative duties which are not tied
to the planning and carrying out of specific projects or which cut across
specific projects. The chief concerns are with personnel and procedural
problems within the division and the necessary interactions with AID/W in
personnel matters. The Division Chief generally has considerable leeway
in carrying out the duties of this function.

A. Directs the Technical Division

l. Supervises subordinates

Many aspects of supervision have been included in
previous job functions; the portions remaining for inclusion here cover
providing orientation and information, general evaluation, and handling
individuel idiosyncrasies. Problems in this function increase with the
number of subordinatec, with their lack of technical qualifications for
their jobs, or with laock of qualifications for working and living overseas
in general.

a. provides orientation and informetion

This involves both orienting new personnel about the
program and operating procedures, and keeping all cognizant personnel
informed about new administrative developments. The laiter is reported to
be a difficult function where the staff is geographically disbursed. Both
tasks have potential impact on morale, and the skill with which they are
being carried out varies widely. & frequent technique Is to delegate the
function to someonc else, or to rely on the Executive Office to provide
information to the division staff.

A new staff member arrived. I wanted her
to get together with another person who was
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leaving for vacation in a few days. I had
another luncheon appointment and asked a
visltor to the mission to take them both
out to lunch, introduce them to each other,
and get them acquainted.

b. cvoluates performance

This function pertains to the formal AID/W system for
performance evaluation. The Division Chief completes Efficiency Reports
on his immediate subordinates and reviews the ER's completed by them on
their subordinates. He may also serve on the review panel which
evaluates the adequacy of other ER!s completed in the mission. Problems
clted in this functlion include the restrictive aspect of the form's
numerical scale, and the second-guessing by AID/W officlals. It was
reported that at times the review panel may be dominated by one person,
making objective review impossible. It was also reported that superiors
are sometimes reluctant to make adverse judgments for fear of being
traduced by the person being eveluated in case the Division Chief is
being considered for work in another mission where the adversely rated
subordinate may have preceded him. Another problem is the difficulty
of evaluating subordinates who may be geopgraphically recmote or who may
be working in a technical subspecialty in which the Chief may not be
expert and where inadequate progress may be due to inadequate per-
formance or to difficulties beyond the subordinate's control.

I gave a very low reting to an employee.
The employee was sent back to Vashington.
He went to the personnel office and pro-
tested the rating. Vashinpgton Perconnel
sent o cable to the field asking for more
Justification. SChortly therenftex ancther
cable come from Vashington demarding docu-
mentary evidence of the negative statcments
vhich T had made in the efficiency rating.

This problem went on for some time and 1t
was 80 bad that I was actually afrald that
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I might get fired for having given this man
a low efficiency rating. I am now reluctant
to give low ratings.

* * X ¥

I filled qut an efficiency rating on my
pubordinate. He protested sections of the
rating and asked for a review. I reminded
him that the only appeal to be made was on
the »verall rating, not the breakdown., He
dropped the issue.

* R H X

A subordinate left for home. Personnel
asked for an interim efficiency report. My
colleapucs had supervised this men for a
very chort time and asked me to review the
efficicney report. I could have Jjust con-
curred but instead I reviewed it carefully,
and found that the narrative rating was
lower than thc numerical rating. I asked
for a revision, got it and felt this was a
much better picture of the man.

LI N

¢. develops skills; counsels

The Division Chief often needs to provide his subordinates
with opportunities to obtain a wide range of experience and to assist
them in correcting weaknesces which interfere with thelr performance or
“hich would prevent ithem from taking over other jobs when necessary.

The importance of this function lies in the fact that frequenl shifts in
assignment occur duec to vacatlons, home leaves, TDY assignments, in-
cffectiveness of colleaguss or subordinates, and the genersl vicissitudes
of the overscas situalion. The dlstinciion between this function and

the function IIT. A. 2. h (provides tratning) is that the latter pertains
to epecific project matters and usually involves Lost nationals,

One subordinate does good work in review-
ing project documents to insure compliance
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with regulations, meeting deadlines, etc.
However, he uses very poor grammar, which
tends to be irritating. I met with him
privately, pointing out his deficiency,but
also praised him for the other things he
does well. He indicated a desire to improve
his grammar, and is making o conscious
effort in that direction.

* K K R

I was .~tmitted to go on a field trip when
news came from AID/./ that two men from
Washington would visit the mission, and
that program briefings would be desired.
Instead of cancelling my field trip, I
continued with my own plans wnd assigned my
deputy the responsibility of providing the
briefing. This will give the deputy an
opportunity to do a signiflcant task cn his
own, with the zest and vigor demanded by
the situation.

X ¥ ¥ X

A new deputy was assigned to me. He had a
different theoretical approach to things.
Soon after this deputy arrived I went to
the Otates on leave. While 1n the States
I heard nothing from the deputy but did
hear complaintsc from some of his subordii-
nates. ‘hen I returned from home lcave I
found that my deputy was not doing the job.
He was doing whut he wanted rather than
what should te done. I assigned variousu
tacks to him, such as writing reports, but
he never did them. I had to do “hen
myself. I ghould not have played along
with him. I should have fired him at once
or at lcast reprimanded him. Perhaps part
of the reason I did not take the action T
should have was becausc the deputy had a
tfriend in Vashington, D.C. Ultimately
this deputy was transferred to another
position.

LR R
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d. settles dioputes

The Division Chief corrects interpersonal conflicts and
rivalries by changing acsignments or by acting as a mediator. Disputes
concerning substontive matters are covered in cection ITI MANAGES PROGRAM;
this function pertains to "keeping the peace” vhen personalities or other
non-project matters arc at issue. Despite the relative lack of concrete
cxamples, Division Chiefs and others indicated that trying to get people
to get along vith each other was a difficult task, and one which more
often than not was abandoned on the grounds that it was easier to adjust
to or allow for clashes than to try to remedy the situation. This problem
can have widesprend cffectc on the effectiveness of the division and
although dramatic confrontations may not be frequent, the lingering or
continuing effects of such hostility tend to permeate all of the work.
Becouse the missions or sub-divisions of missions appear to conctitute
the usual primary socinl-cultural world of AID cmployees, altercations
between employces or their familics arc reported to occur relatively
often and to have impacts that are rcelatively more intense than they
would be in the United States. Thus this function 1s nol necessarily
an ancillary activity, bul may be central because it is inherent in the
AID overseas situntion.

A host national employee of the division was
accused ¢f serious misbchavior on the Jjob by
his counlerpart. I investipgated and became
convinced that the counterpnrt was Jjust
jenlous. ‘'there is a lot of jealousy, since
AID local employecs are paid more than

host antlonals at the sarme level. I assigned

my technician to a different task co that he
would nol have to have contact with hls accuser.

* % * ¥



e. handles special behavior problems

Division personnel and their families create a variety of
problems for the Chief. It is important that he keep the behavioral
problems to a minimum and control his staff to avoid embarrassment to
the United States or to avoid jeopardizing the on-going progrom. A
frequently cited problem is the mission's lack of control over personnel
actions, e.g., returning someone to the United States prematuvely is

often possible only through special influence with key persons in AID/W.

One of my subordinates had no car so I
offered him a project vehicle for weekend
family business, i.e., attending church,
shopping, or even a family picnic. Ilow-
ever, I soon discovered that the subordi-
nate's son was using the car for joy riding.
If host government officials should see
this, they would more than lilkely feel that
we had a surpius of transportation and
inerease their requests for transportation.
I decided it was necesgsary to put a stop to
this. I went to the subordinate's home and
told him that thce son would have to stop
driving the car. He objected. I finally
threatened to refuse him use of the car
unless he agreed to my demands. He agreed
to be more responsible.

* % ¥ *

A technician was reported to be drirking
heavily. I discussed the situation with
two UCAID officials. Tt wvas decided that
the officials would separately counscl the
drinker. They voth reporied that the
technician apreed to alter his behavior.

I decided to give the man another chance.

* K Kk KX
A Ministry oft'icial reported that one of

my subordinates had been in a loud argument
with a local national at a party. The
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Ministry official suggested that this would
"hinder" future project recults. I investi-
gated and verified the report, but because
of AID procedures could take no immediate
action. My only solution is to let his tour
expire and at that time recommend that he
not return to this post.

* K

2. Manages operations

a. interprets policies, regulations, and manual orders

This includes diverse topics affecting the administra-
tion of the division, such as personnel actions, travel or housing regu-
lations, or employment policies. Ordinarily the Division Chief raceives
guidance on these matters froum the Executive Office, but there are
nevertheless {requent cituationc in which he 1s required to use his own
Judgment. Problems include comminication delays and misunderstandings,
difficully in locating relevant information, and differences of opinion

about policies or technical matiers.

Hoot povernment office hours differed from
new AID office hours. My office was in ihe
Minisctry building and eway fron AID offices.
I didn't rnow which schedule to follow. I
called my supcrvisor and vas told that since
I work with the Ministry I should wort. the
host government hours. I disagreed with
this, cince I am not actually working with
the local nationals: {hey rever come to me
for anything. T am working the original
AID hours.

* W Kk ¥

Several months ago the Director reccived an
airgram about my transfer. WNeither of us
had any previous knowledge of this. In the



meantime the new AID post directed me to come
for 90 days TDY. This was not agreeable to me
and was also against regulations, since a
mission has no authority to do this. I
notified AID/Y of this, and asked for clarifi-
cation.

* ¥ K ¥

b. assists in recruiting and selecting personnel

This function includes preparation of Staffing Pattern Action
Requests (SPAR), interviewing potential employees, and recommending
selection. In recruiting personnel, the Division Chief would ordinarily
work closely with AID/:I. However, it is reportedly difficult to specify
the qualifications required in a nominee partly because of lack of
knowledge about these and partly because of inability to express quallifi-
cations in unambiguous terms to AID/W. Furthermorc, information available
on nominees is often inadequate, sometimes consisting ounly of a very
brief description of previous job experience, but containing no informa-
tion bearing on how wecll the man will adapt to the mission or to the host
country. Another major difficulty with Uashinglon is the delay
experienced before a list of nominees arrives with information, or
rollowing selection of & nominec, the length of time that expires before
he actually arrives at the mission. Receruitment on a personal basis is
reported to be far more effective than reliance on "channels." Oome
incumbents remorted that one of the prcblems they must contend with in
this regard is the atterpt by AID/Y tou place nominees who are believed
in the mission to be technicelly unqualified or otherwise troublesome.
Incumbents have gone to cuch lengths as to return to the United Ctates
to spesk to AID/Y and to raeruit personally in order to avoid taking
unwented candidates.

I have to declde on how many techniclans

it takes to de a particular job once a
project has been approved. This is a very
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difficult job and there are not any very
clear guide lines. For instance they are
currently setting up a training program.
This is going to be a very large program,
invelving some 12 training centers. The
question is how many technicians should be
hired to supervise these centers, or in
cther words,how many centers can be con-
trolled by mne technician?

* ¥ H ¥

A group in the United States nominated a
speclallst who I felt was perhaps not
qualified. I wrote a letter to the group
describing the environment, the work re-
quired, and the interrelatinmnships
necessary. I indicated that a top quality
person was needed. This letter put on
record the mlssion's thinking on the
position. They replied that the proposed
candidate would qualify so the man was
accepted. The letter made the grnup tuke
notice of the loczl scene and perhaps
motivated the specialist to live up to

our expectations. . . o
A mon was nominated for a position by
Washington. I checked my staff members who
had previously worked with this man. The
stafl members said that the nominee had
undesireble personal characteristics, and
was not able to get along with penple. I
cabled '/ashington that the man was not
acceptable. ‘ashington wanted to know my
reasons and to Justify them with evidence.
I furnished the required information to
Jashington and they presented the nominee
with 1t. He denied the accusation. I was
then accusedof making unfounded charges

and was asked to retract them. The man
refused to come here 5o we were not
troubled with him.

LAL BE 2K
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A SPAR was sent to AID/V to recruit a man to
head a project. I asked for a man with long
experience in a technical field, some in
research, with overseas expericnce, and with
an advanced degrec. It was over a year before
AID/W sent a nomination. The nominee wes
young, had no research experience, no overseas
experience, had an advanced degree but not in
our area, and his only work experience
consisted of one year of professional experi-
ence, Money was still budgeted for the
project, but none of it was spent because
there was no one to do the work. I had to
accept the nominated man or perhaps never get
the project going.

* ¥ K *

While on & visit to the United States,I
visited a university to talk to personnel I
felt would be qualified to work overseas.
Narrowing the group to one man, I explained
to him in detail what the work was like. I
was able to interest the man in coming and
arranged for him and the AID/W personnel
officer to get together. Today whe man is
working for us and doing a tremendous Jjob.

¥ ¥ K K

B, Assists in Other Mission Activities

1. Receives visitors

The Division Chief represents his division to visiting
officials and groups from the United Stutes and other countries. le ie
often assigned thie task by the Director or Depniy Director and is
required to act as host to the visitors. lle arranges detnils for the
visit and preparcs a schedule of activitles for them which will provide
the visiting officials and groups with informatlon about his proJects
and their contribution to the to*tal mission program. The Division Chief
18 able to do this with little difficulty when given enough time, but
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very often the visitors have already arrived, or are on their way when

the notice is received.

a. provides briefings

A man wes being assigned to the AID/Y
country desk. He was sent here to learn
first hand whut was golng and why. He was
given the prand tour by the Mission and I
spent. many hours briefing Lim and taking
{ield trlps with him to show him our
projects. When the man returned to AID/W
he was assigned Lo the desk of a different
country, and o man without experlence in
our arca wacr glven the job. T regret
having spent so much time and effort with
a man who was not asgigned to our ares
desk.,

* X Kk K

b. develops itineraries and schedules conferences

An officlal contacted me and requested my
help in planning for two groups wvhich
would he vistiting us. Each group, composed
of about sixty persons, would be here for
about four dars. Cne proup woula arrive in
the summer the other in eurly fall., I
agreed to help. T suggested that the proup
observe the on-going USAID project, which
I'm supervicing, and visit thce host facili-
ties. I also awgreed to have a subordinate
work out a schedule fo:r the two groups.

L B R

¢. accompanies visitors on field trips
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2. Socializes with personnel frrm nther U.S. agencies,
other donor agencies and the diplomatic community

The Division Chief is required to establish and main-
tain relations with a variety ~f groups to facilitate information flew and
coordination. Gocial contacts, such as dinners ~r partics, are re-
prrtedly ~ften more important than the mere formal contacts of conferences
or brief ags. The ability of the incumbent to relate favorably with the
representatives of other agencies may be an impertant factor in hls
success as a missimn officer and ultimately the success nf his program.
The chief difficulties appear to be the alonfness of certain American and
foreign groups and in some cases conflicts with family affairs. Sometimes
difficulties in social relations between incumbents' wives and the wives
of other nfficials have made for difficult relations between the officials

themselves.
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V. WORKING RELATION3 WITH HOGT3

Two banic elements are covered by this heading: the steps taken
primarily to develrp and maintain interpersonal relaticnships, and the
tasks involved in acting as o consultant or adviser to host individuals.
Although the fundamental importance nf cooperative and confidentiel
personal relationchips is almnat universally recognized, it appears
considerably ensier to desire than te accrmplish. Problems are highly
variable inasmuch an they stem from the personalities of the incumbentr
and their hosts as well as from the characteristics of the jrint work and
the types of situations in which work is done. Problems range from minor
altercaticns and the inability to galn respect for either side because cf
personal dislikes tn the deliberate manipulaticn of the American advisor
for personal or political purpnses. A catalcpue of difficulties could
gerve little purprse inacmuch as each prcblem may be the result, not of
one overriding error, but of the particular combinuticn ¢f host and

American personaslitics and the circumstances of their interaction.

1t appears that most of the advising that Division Chiefs dn is in
connection with development aund implementation of programs (and is
covered under Sectiens 1, II, and III). Relatively few incumbents
reported that thcy were bLeing utilized on matters not directly related
to program planning or implementaticn. It appears that the Division
Chiefs generally do not serve as perscnal advisors whose judgments,
opinions and factual knowledge are sought by host cfficials on a day-to=-
day basis {or the purpcses of formulating policy, creating organizations,
establishing procedures, and so forth.

A. Develops and Maintains Relations With Host Government Officials

This function includes participation in social activities, and
the cultivatlon nf personal relationships on which project success re-
portedly often depends. While adhcerence to "appropriate" cultural forms

i8 an essential requirement, tlere is also suggestive evidence that some
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departures from what is generally deemed proper by the American community
have been highly effective.

1. Participates in socilal activitles

When I first came here and learncd that 1t
wags not custamary to take wives to partien,
I took mine envway. Tals put an obvions
dxmper cn the porty. I don't tulie her any
more but only go vhen it 1s absolutely
necessary and then only for about 10 minutes
to pay my respects.

X ¥ #

Onc custom is that no one leaves o party
before the HMinister. T had a recent
illness and felt obligated to attend a
party but vanled to leave carly. 1 spoke
to the Minister about this. He also wanted
to leave carly so he maue 2 briel speech
and ve verc boih able to lcuve.

* % X X

An American official 13 encowraping

American attlendance at a club made up of
nationals wnud Americans, 1 feel that since
attendence is belng toreed, Lthe wulmocphere
will be toc formal. T thinl: patherings

should be in homes, with groups that arc
personally chocen., I'm Iynoringe- Lhe officlal's
suggestion and hope I won't bLe forced into
going.

X ¥ X A

I give an average of twelve "falr-slzed"
parties per ycar. Theoe arc atticnded by the
Minister and vice-minister-level people.

I also glve many mrall nurtices or dinners
for & to 8 people, alco altcended Ly

local nationals, and people from other
agencies. I have no program or rouline

for entertaining but do so vhen in the
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mood. At sociel gatherings business is
sometimes discussed, especially at the
smaller gatherings.

L 2K B

1 came back from a gtaft meeting and asked
my secretary to plan a series of luncheons.
The Deputy Dircctor had supgesnted that each
division plan o series of luncheons which
would include Americun personnel and
approprlate hosts so us to spread AID's
story further. The secrctary cighed and
sald "Not agnin!™  She sald that they had
tried to arrunpge luncheons tefore and that
you "cull them (hosts) up and they never
call back, and they never come anyway."

Ye nevertheless planned the composition of
two different lunchcons.

H* % X

One morning on my arrival at ithe office,

my secretary informed me that the mother

of a host officlal had died and the funeral
was get for 3:00 the same day. I had to go
to the funeral if good relations were to be
maintuined. My sceretary had to cancel
some other appointments f'or that afternoon.

* X * X

On o fleld trip, it became necessary to
give a short spececn. The occasion turned
out. to be very formal. The other speakers
a8ll read their speeches in the local lan-
guage and this sccmed to be the accepted
practice. I had pluanned to spealk in
English and then have my talk translated.
when I osuw how formal the situation was, I
drafted a short speech in English and
handed it Lo my interpreter to translate
into the local language. I then reac ny
speech without help. Everyone engoyed my
effort and I recezived warm and hearty
applause.

* * * N

90



¢, Cultivates friendships

I took edvantage of my friendship with the
Minister when I vroposed the idea of having
a higher official attend our ground break-
ing ceremonles. I urrunged for a family
vigit to the Minister's home with the
intention of bringing up the matter during
the evening. I btrought 1t up Informally,
got good reception ot it, and suw him
informally two more evenings. By the third
get-tcogether 1t was settled and he had
already gotten the official to afree to
attend.

* A * ¥

I got to know an cofficial quite well by
personally visiting bhim when I could. It
was necessary to promote a good relation-
ship here becaus? only through such
leaders could the villagers he encouraged
to cooperate. I successtully cultivated
his friendship and h¢ Yecame our blggest
booster in the governm:nu. He often
loaned us vehicles or supplies when we
were caught short. I thirnk he rcalized
that we were trying to do something. He
has visited the project many times and

I can walk into his office anytime. The
result of our good relationship wag Lhat
he often went out to the villapre with me
to encourage the villagers to hove
petience and cooperate with us. This
made the environment muech bctter for us
to work in.

* KK K

A conference was belng held and the group
declided coffee would be appropriate. To
get waiter service in this region a person
claps his hands very sharply twice. With-
out thinking of the implications, and in
8 Joking manner, I clapped my hands for my
secretary (a local nutional). she was
obviously quite angry. I learned later

9l


http:nsiuJ.ly

that such hand clapping was definitely
reserved for walters and other lower class
workers. My secretary resented being
called in such a manner and her resentment
was obvious. She brought coffee to the
group, but grudgingly. Afterwards I ex-
plained to the girl why I had done this,
but I'm not certein that she was satisfied.

* ¥ R ¥

A host government official visited me and we
talked briefly. He told me that he was
arranging for me to talk with the Minister
so that my ideas could be discussed. I
pointed out to him that the Minister had
previously been too busy to talk. I was
called in by the Minister. We talked
since the host government official saild we
must talk. We talked about two hours, but
not about the program. I was successful in
establishing a basis for working together.

¥ * ¥ *

The vice Minister asked to meet me when I
first arrived. I wanted to meet him also
so I went to his office at his invitation.
After the formalities and small-talk, we
began discussing participant training.
Finally he point-blank asked me +to make
some drastic changes in training policies.
He wss very forceful. I told him I could
not initiate changesuntil I knew what
policy had been previously, why, and the
consequences of these changesif they were
mede. vhen I did not immediately agree

he began to argue and shout very loudly.

I told him, I didn't have to take this
behavior from him or his government. I
don't take it from my own. If he wants

to discuss this sensibly I would meet with
him at my office. I spoke very quietly
and calmly. vith that I walked out of his
office. The next day a messenger came
from his office with a note saying how dis-



pleased the vice Minister was with my
behavior. I sent a similar message back
and again said that the next meeting
would be in my office. He did come and

~ he behaved as though nothing had ever

. happened. He couldn't have been more
mennerly or courteous. He hasn't done

it since. It was just a matter of showing
him that I was going to do things the best
way I could, not the casiest.

* Ok ¥ *

I wrote to a host government official
telling him to cooperate with me by having
the participants which his office sponsors
get their physical examinations taken care
of on time. He was very upset over the
wording of this letter. I probably
shouldn't have been so direct.

® K K ¥

Unscheduled mectings, requiring two to
three hours per week, are called by the
Ministry official. He brings from two
to five colleagues. I attend with my
translator and subordinate. These meet~
ings are usvally of no consequence. The
Ministry official calls for a meeting,
then discusses petty issues, trying to
get a commitment of money from me. He
spends much time asking for such things
as the donation of a typewriter. At
another time he asked that a Ministry
official be allowed to accompany one of
my teams, and that he be paid per diem
by the United States government while
traveling. I must attend these meetings
to maintain good relations, and must
listen to all the requests, and then
politely say "no".

¥ * ¥ ¥
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I was soon to take a trip to the United
States with a host government official.
In order to attend certain meetings in
the United States, the official had to be
elected to associate membership in a
professional society. I arranged this.
First, I got a friend to agree to second
my motion. Then I told the presiding
officer of the meeting that I intended to
make the motion. At the meeting, the
motion went smoothly; 1t was unanimously
passed by the membership.

* % ¥ ¥

One way that I "eased in" to become
accepted was to get elected to an Advisory
Board. At the meetings I occasionally
made unobtrusive comments, which got my
name into the minutes of the meetings. The
Minister always reads these minutes, so I
wes able to become known without forcing
myself or my advice on anyone. As a result
of becoming known, I was appointed by the
Minister to an increasing number of useful
comnittees.

* R K ¥

B. Acts as Consultant or Advisor to Host Nationals

With increased success in function A above, Division Chiefs
may find increased requests for their assistance. Whether advice is
requested or offered spontaneously, however, the Division Chief who
functions as an "Advisor" on non-project matters is the exception, rather
than the rule.

I was asked by a local official to advise
on the final details of one of his pro-
Jects. I outlined my plan on paper and it
was adopted. Later a high government
official was so impressed that he appropri-
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ated an additional sum of money so that the
plan could be applied to an extension of the
project.

* * ¥ %

I was on a committee to consider the forma-
tion of a central data office. Setting up

a central office was the idea of the Planning
Board. I opposed the idea, saying that data
should be decentralized among the special
management areas, with a central office used
only for coordination to avoid duplication.

I presented my views to the committee,
convincing the representatives from the other
Ministries.

* * ¥ *

The Minister came into my office and told me
that we should provide secretarial service
to a European group which was coming soon to
evaluate host needs. I suggested to the
Minister that the incoming Eurcpeans had
different values than the host, therefore
such an evaluation would not be beneficial.
The Minister agreed and asked for my sugges-
tions. I proposed that an evaluation group
could be obtained from the United States.

He agreed to do this.

* Kk ¥ ¥

I suggested to host officials that a project
be expanded. To do this would require more
land, so I also suggested a source of land.
The official later followed these suggestions
but made no reference to me or to AID.

* ¥ ¥ *

I wanted the Ministry to give more attention
to developing a progrem for nationals. I
arranged for a weekly seminar taught by one

of his technicians and attended by influential
people within the Ministry. The purpose of
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this seminar was to discuss how to develop
the program.

* % K ¥

I act as an advisor to the Minister. The
Ministry is organized into a number of
departments. One of Minister's problems

had been that department heads were with-
holding information from him. I recommended
that a Minister hold weekly meetings with
each department head individually, and then
hold reguler staff meetings later to increase
the flow of information. The Minister has
been doing this with some success.

* % ¥ *

The Minister appointed me to be Chairman of
a Municipal Committee. As Chairman, my main
goals were to convince the officials to
establish & community service center. The
committee met several times and I was able
to direct the meetings along the desired
path. A report prepared by the secretary
recommended that the officials accept and
implement my proposal.

* * % X

Presidential elections are to be held soon.
A former host government official invited
my superior to his house to dlscuss a
portion of his candidate's platform. I was
taken along. My boss placed me to one side
and took the major role in the conversation,
virtually ignoring me. I tried to ask the
locel national a few questions in order to
build rapport, to learn something of the
man, and to try to establish myself.
However, whenever I did so my supervisor
would answer the questions, never allowing
me and the local to communicate directly.

* ¥ * K



An official asked me to look over sites
tentatively selected for construction. He
provided me with background information.
We walked over the total area of the site,
checking various factors. I asked the
official if various tests had been made.
On the basis of our visit I told the
official that I approved the site as being
logical and advantageous, and later wrote
a report for the Minister.

* 0t % ¥

In an effort to get information from the
Minister and to help establish rapport

with him, I tried out a "dry run" of an
orientation talk I was preparing to give

at the Embassy. I prepared a set of flip
cherts showing the status and needs of the
country technical areas, and AID's program
to assist in their development. The
Minister commented on some of the statistics
I had on the chart, and gave me the corrected
figures. He was so impressed with the flip
chart technique that le planned to use it
himself and asked me to hLelp develop it.

* ¥ ¥ %
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