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A. Introduction

Under Contract AID/afr 772, dated April 19, 1971, Action Programs
;International (API) was asked to design an improved Area Develoonent

/ Office (ADO) organizational model and a general organizational nodel

for future overseas project activity. The effort was divided into three

Phases: 1) Briefing, Familiarization and Examination; 2) Model Design

and Development; 3) RAodot Ieliew.

Phase 1 was undertaken in Vashington, April 25-30, and on a field trip

to West Africa, iVjay 11-'28. An APT team of' Edward Rlbin, Howard

Mc,'arland and J.. 1or d yct participated. A professional background

summary is provd ed in \ppendix A. James Iloltaway, AI",'IR/MGT'F, gave

continuoun and cIOs e support to the cont ractor bel'ore, during and after

the Waslhingtoni and field visits. esource material, provided by Mr.

Holtaway amd others is li ted in Appe ndx B.

The AIl)/\W review covered AID otganizational structure, general policy

and program objectivC , (_ . S. assistance strategy in Africa, African

institutional settis an the ' internal para ncrs and external .on-

straints affeeting A111's assigrnment. Individuals or group Ii sc.us.ions

of these mnafl'-. were held with thirty AI )/ personnel, Appendi C.

The field tT'ip, ('h'ia t 1., yove -ed the A I )O'- . Ia!:,r, Sencr -.)aI and Yaounde,

Cameroun, 1, \VJ\ I)O 100 Abidjan. lvur ' oKW,, ad t!e LSATI) at Mon-

rovia, i)ai I. An fl e t ViCw LI 1v . . o. core eLall ,ilso w . h Nian ey Area
Develop ,nt oficer.' tin !ave! in '' e '(lena Call or',a. All available

U.S. personel, were Hi tl,"vieWO C K1 each lo' lition. In d(tion, talks

were held with so.0i( host country rep resenica.J vos, cool r'actors, PASAs

and repr seont:,.ves K ot her donom institutions. At. Daka,r and 'aounde.

U. S. Embassv personnel were included in the discussions. Appendi,

C contains also a listing of people seen in the HOld.

Phase 2, Model Design a.d Development, was undertaken at the company's

home location at Santa M onica, California. Roy Stacy, AVF{/DP, parti-

cipated in this phasc os well as s sting throughout the contracl. The

contractor developed the serics of charts wlhich jo'rni part of this report.

Charts 1 and 2 vin intro(hiuctOry. Chari.s 3-8 illustrate the contractor's

observations concerni~n .o proj Cct act vity, priniarjly, a: the AD)Os . as per-

ceived by the field or as found by tWe contractor. Charts 9-1 7 are the

recommnended or,anizational mocels , job characteristics, work flow, and

a ssociated recoin menc ti ons, designed to a4 [e v rate proluiem is ol)se r ed.

It was decided to conduct Phase 3, Model Review, in two parts. First,

to present the obse rvations, models and recommendations to a broadly
representative group of All)! W personnel to obtain the benefit of their

comments. This was clone by the API team in four discussion meetings

on July 6 and 7. A list of participants is in Apoendi': -D. Second. to inte-

grate the comments and changes in preparing this final report.
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B. Guidelines

The Africa Bureau believes it has provided a sound organizational base
for contirued improvement of project activity by establishing the ADOs
and the regional capital assistance offices. The contractor's study is
to check that assumption.

Any changes proposed by-the contractor should reinforce the directives
of the new foreign assistance policy. The contractor's study must fully
rationalize any contra recommendations.

The contractor believes that it is vital to the success of any project
activity that there be one strong project focal point for communication,
action and control. .,'urther, it is the contractor's experience that in

economic and social development, where work takes place in an environ-
ment of continuous change, the focal point must also be the chief agent

of change. The contractor seeks, therefore, to build this kind of a
role into the AID project system.

The contractor submits a series of definitions (Chart 2) to establish
a clear terminoloy for the study, The fourth such definition, Aid

Project Manager (APM), is used to describe the manager responsible
for meeting AID project ends. Other managers in the system, such

as the Counterpart Project Manager (CPM), the Contractor Chief of
Party or another donor's Project Manager, have related but identi-
fiably different. ends. The contractor believes that the U.S. Govern-
ment should not put the APM's responsibilities in the hands of an
intermediary or intermediaries.
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DEFINITIONS

1. PROJECT: IDENTIFIABLE BODY OF WORK WITH A SCHEDULED BECIN-
NING AND END AND MEASURABLE GOAL/PURPOSES.

2. MANAGER: ONE WHO MAKES JUDICIOUS USE OF MEANS IN THE
ACT-TEVEMENT OF ENDS.

3. PROJECT MANAGER: THE APPLICATION OF 2 TO 1.

4. A.I.D. PROJECT MANAGER APM : MAKES JUDICIOUS USE OF MEANS
LN ,EETiNG A.I.D. PROJECT ENDS.



C. Contractor's Observations

1. AID projects are of an unfolding nature.

There are several inherent reasons for this assertion. AID projects

rely to a greater or lesser degree on parties outside of AID's direct

control. They involve applying known technology to a less known

environment, and are thus partially experimental. They frequently

involve assisting in the birth of new institutions, and this process

has many unknowns and assumptions. Finally, a primary goal of an

AID project is to transfer operating management to the host country

and the liming aL extent of this transfer is difficul.t to predict.

AID projects are therefore filled with uncertainties and subject to

continual replanning. They are at the opposite end of the scale from

an engineering project in a developed country, where project man-

agement is essentially scheduling and fiscal management to relatively

fixed plans and specifications.

Chart 3 illustrates typical changes that occur during the life of a

project. In the Identificationl Phase, the resource inputs are seen

as leading fairly dii (ctly to the outputs, but the problems have not

yet surfaced. 1,y the i)esign Phase, there has probably ben a sche-

dule change, per hap. som-ie input changes and some ideas for a vari-
ation in outputs;. ITe pail'i to the purpose is less direct. By the time

the project is actual by' implemented, problems will have surfaced and

alternate paths a 'ound thern have had to be determined. The problems

will concern people as much or more as events. Roles will change as

the Counterpart PVroj.ect Manager gains experience, or othcr donor

activity peaks.

The API team saw that the AID Project Manager needed to be a strong,

resourceful person in order to cope with the continual requirement for

replanning and redefinition of ro _s and events. They saw the unfolding

nature of AID projects as requiring more authority in the field than

projects where change is the exception, not the rule.
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Contractor's Observations (cont'd.

2. AID projects have great structural variety.

Chart 4 illustrates a simple and a complex project structure, uti-
lizing elements from projects which the API team observed.

The simple structure, analagous to the chicken production project
in Mali, involves the AI) Project Manager dealing with the host
country counterpart in the conduct of the project. lie receives
his policy direction from an ADO who has lateral relationships
with the U. S. Embassy i.n the host country and receives his
policy direction from his management in the Africa B-ureau, and
so on up the line in AID. There are other relationships in the
picture, but these are the principal ones hearing onl the conduct
of this type of project.

The complex project is analagous to the livestock project in the
Entente States. The Cha~t shows the large number and variety
of organizational linkages involved during project implementation.
The APM must concern himself with any significant. project
problems arising out. of the activities of any project team member

(shown in the -r' ,ray triangle on the chart), since all have a
bearing on ueetinc AtI) oroject e nds. This is true (-,n if A!
is a minority donor, in vhich case another donor',i project man-

ager is takin the lead nianaerment role. lie will need assist-
ance from his ADO when problems arise outside the proJect
team (the Re-ional Organization in the exaimpte on Chart 4).

Despite the great variety of project structures, the API team
saw the AI) Project Manager role as carrying the same essential
responsibility -- that of marshalling AID inputs to attain outputs

which meet project plrposes and AID policy. Different relation-

ships, emphases and si.rategies were involved, depending on the
pro'ect configiuration. The team saw no need to develop a typo-
logy of project mananers, matched to typical project configura-
tions. They did see a need for a full definition of the responsi- I
bility and authority of the APM and of the assistance required
to make him effective.

7
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Contractor's Observations (cont'd.)

3. The field's perception of the AID/W process is unclear and ambiguous.

From the field viewpoint, requests for assistance or policy guidance

are distributed to a variety of offices in AID/W, and after a lengthy

and somewhat "mysterious" process, responses are returned, modi-

fied but without explanation, under the general signature of the Africa

Bureau (Chart 5). This process suffers by contrast to field requests

to WARCDO, where answers are much more readily available.

Requests invol.ving T/A and loan coordination in AID/W are especi-

ally slow.

Ambiguity arises in part from the dual role of the AID/W Desk,

which has both a field support function and a policy guidance and

direction function. Since the APM does not ordinarily participate

in the AID/W process, he tends to see the Dcsk as emphasizing

the policy role, resulting in second-guessing of field recommenda-

tions and decisions and in requirements for additional information

for AID/W purposes.

The APT team saw that the lack of understanding of the AID/W

process is a demotivator, making the field reluctant to ask for

assistance for fear they will get the "wrong" answer. There

appeared to be not only a need for clarifying the process, and the

duality in the Desk roles, but also to provide a more direct response

point to field requests in AID/W. The problem appeared part of a

larger one of difiusion of authority that the team observed in AID/W.

9
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Contractor's Observations (cont'd. )

4. The AID Project Ivanager lacks _visibility..

Direct discussions with r roject Maiagers revealed a number of

comnin frustrations. They felt they had much more responsi.-

bility than authority. They saw others as having the authority

to act, with their own role easily becoming just an infocmation

link anI potenta2 scapegoat in the event of troubht. They saw

more plaud its dn r (awar( n r d o.ng to those w,, iden if y new pro-

jects or get. P iMt.) P, ;,pproved than to those who tiet them imple-

mented. They tendel to see themselves inconsp ic:uously at tlhe

bottom of a la e., and inverted pyramid ieprese Oin tihe AID

hierarchy (C hart 6).

The AMT teani found the Project Manage rs to be capable and

well-moti,..-tted indliviIu AIs who were copingr wv ith their jobs

despite the 'ru,,trations. The more aggressive ones were taking

the necessucy authority when needed; others were more informa-

tion links than centers of action. All saw the potential for lioing

a better job if the All.) Project Manager were recognized as the

center of All) inplementation effort.
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Contractor's Observations (cont'd.)

5. AID project activity needs improved teamwork.

Chart 7 shows the All) Project Manager as the focal point of two

teams --- th Al1) team and the project team. Successful project

irnplenieittat ion d( pendl 00 1oth of these -roups operating as

effective teatiis, y it there are an n.1nu11"C slall-1LIt number of inhibiting

forces. ()n the A\[1) [side, there s re the problhms in the project

management IIh e ,id'.,, discussed. )n tle pi-ojeot, team side,

there are priwi-' w op ,rate from tii ferent oowetC' bases,

with d iffer('1i 1h ,.! (,' -t interests and objectives, and the

psycholog ic ii pl)1ohk( ms inerent in the donor- recipient relation-

ship. This it uation i4 strc ngthened by only one official chain

of authot'itY -- that ion All)/Washington, through the ADO or

Mission to th, Pt oject M\'anager.

The API team e m mnci the quality of teamwork, using the

followinjo c , Vs -in ideal:

- Thinking and ,, ein, in terms of "we" -- inclusion rather

than exclusion.

- Confronting issues directly and specifically.

- Free flow of feedback in the system.

Giving, s , elinP and receiving practical and psychological

support.

- Initiating action to solve chronic problems, not living with

them.

- Pooling resources and experience.

- ligh personal ir vcs:;tment in organizational objectives.

- Working problems on the basis of issues, not extraneous

factors such as power and status.

- Acknowledgin- the importance and legitimacy of people's

feelings.

- Valuing and vsing conflict effectively.

- High trust.

- Routine joint critiques of progress and teamwork.

- Open communication.
13



Contractor's Observations (cont'd.)

The team's experience in its brief exposure indicates that teamnwork

in AID meets usual standards, but falls short of the above criteria.

This deserves special attention because of the complexity of the All])

project situation with its unique need for effective team operations.

The team observed that:

- People talked in terms of "I and they" or "we and they". They

tended to exclude rather than include, and thus did not feel
like a team.

- Many people feel relatively isolated and powerless in the system,

and find it asier to work around problems and problem people

rather than dealing with them directly.

- There was no systematic attempt to secure feedback from the

downward flow of policy and operational directives or among

team members of their performances.

- There was a hesitancy about moving into an,.)ther man's "ter'ri-
tory" for the fIr,( fow Zive-and-take niice.sary in a close,-knit

team.

- There was little c''fort to uool ,-perience. lessons from pro-

ject experience do no! seem to be finding their way systurna-

tically to other projects.

- Meetings and agendas tended to be dominated by those with the

most status an(d power.

- Washington/field F Jationships noost, often are seen as "adversary

relationships"

- Communications are generally not open. People felt that a free

expression of their views might not be welcomed or even tolerated 11

at the other end of the line.

- Members of groups that should be functioning as teams are miss-

ing at key events, and thus not able to present their position. They

may be by-passed on communications and hear about decisions

vital tc them after the fact.

- Understandings between people were frequently not clear. They

proceeded on assumptions or failed to address troublesome issues.

14



Contractor's Observations (cont'd.)

- The problem identification process tends to be viewed in
negative terms, as a source of roadblocks and possible
criticism, raitier than as a source of help. For example,
reviews by Washington tend to be viewed with suspicion,
not as an aid to doing a better job.

Ce of the ideal criteria listed above is high personal investment in

organizational ohjectives. The team found this to be characteristic
of AID personnel tbUrou,4hout the system. Fortunately, this is a basic
criterfa upon which many of the other aspects of teamwork can be
developed. 'The organizational setup of the ADO, wherein all AI)Os
report to the Director, CWIZ, also lends itself to team development.

15



T nAMORK

NEED:
SITUATION'. "1 -71hey "/e -They



Contractor's Observations (cont'd. )

6. The AID system lacks capacity for self-generated change.

The Africa Bureau has been actively and successfully pursuing

improvement and change, but its initiation has rested largely on

the shoulders of a few people. The team found deficiencies in

what it has called "self-generaLed change" (Chart 8),

Self-generated change means the wicdespread and successful

assumption of responsibility for continuous change and improve-

ment in an ot',,;anizj.tion. This capacity is cruciaIl to maintaining

the heoath and vigor of' any complex organization. Without it, the

organization iiecoi -es enrccusted with harnacleS of all types:

cunbersome proce(lures, amflbiguous org;anizalion structure and
poor relationsliips. Large organizations must keep ttleir own

system efficient. Tl y cannot he maide ( icicnt b), a few dedi-

cated and ahl people.

The team found in its talks within the Africa Bureau a considerable

amount of tht' . liet it is"'. an acceptance of' undesirable con-
ditions and a tendency to work aroiund the system and Ile people

in it. There seems to lie ,some Fi'eling3 of impote nce Lind isolation,
and the proble nis loom as a large imm.novat)le wail to he Ialked

about in abstra t, rl;liler ti ian specific terms. Self-generated

change come.s ahloult hrolh people jointly con.fron inty -L d working

on speci!ic proi) -lo'iiS. Sucl clialnre occili's through a pei'sistent

series of small steops., a block at a timc, ais prol lems are identi-
fied. This process roust also be a two-way strieet: "'im willing
to work on your problems if you're willing to work on mine". In
contrast to this, the tean found agendas largely set by those
higher up in the hierarchy.

Self-generated change is a vital factor in motivation. People who

live with problems become demotivated; those who get together
around problems and try to dispose of them become motivated.

17



Self-Generated Change

I ,

Org aniza ops develop (chage) through how
people work igef.er round speiffe problems.
Im wiIIirgn to work on your Problems if
youIre willing to wor on mine



D. ADO Organizational Model

Chart 9 is the organization API recommends for the Area Development

Offices. The model will be explained by a brief description followed by

a listing of' differences frorn present practice, with the rationale for

the changes.

1. Description

The model calls for three operating and four staff functions. The

operating functions are AID Project Managers, a Program Office

and Sector Specialists. The staff functions are Administration,

Controller, Contracts and Iegal, and the AID/WV Representative.

The staff 'uncti0ns would not ordinarily be perfornl e( by person-

nel. attachedI t, flic AI), but by the local U. S. Embassy in the

case of Adiiiistiion, prl by assi.gnees in of htr All) oro,,aniza-

tions in t ,. , , 2;.('5. 'li woTrd assiviieu means an individual
in AILiW nri :,ny (o.1h r , All) field oraPniation, dusignted to

handle the work oW the spewcific AK(). () Char'L. H, the lines from

the staff u nti.ons 'to the AI)() are shown solid, hiut this indicates

that the ADO i.s acco)Untable for seeing that these functions perform

their jot fo iim, anid not that he will be their (ir'ect s upervisor.

2. Differences rrom~ p ,sut pram ce.

The line operating tneti on of project managrement is shown

reporting dimec1.1y i Me A lM) vitIhout intervening supe rvision.

At present, there ma , hoa ehnical,. speeinlist, or the P rogr am
Office (officially or ,of'iCi ally) in aetween. The !\ [) Pro ject
Manager hecomes the single point for managemrent 'e sponsiblity
for meeting AID project objectives. As the project urnolds, he

sees that a viable and visible plan is mainipind for lie near term,

that consistent orogress is made towards pn'o]ect objectives,

and that the i.ntegrity of relationships is miainined. The irect

line to thle AI)O, who can hi g to bear add it ional 'eso0ui'ces when

needed, io,'other with the responsihitis and authorili 105 Listed

under E, elvow, xvi'll provide 0.,e A PM th, tools he needs to keep

the most conPlOx project tCan moving ahead.

The major function of the P!rogra m Office will h e the forwa rd plan-
ning activities of tli, AIXC). These inclu(e project ide ntirication
and design, the processing of a project through the issuance of
the Project Authorization (PA), and the present responsibility

for coordinating funding projections. It witi also continue the

administration of loans, In cooperation with EA RCDO and WARCDO,

and the adru inistration of AI1)-wide programs as assigned by the

A DO,

19



ADO Organizational Model (cont'd.)

Many Program Offices have in the past encompassed both forward

planning and operations, acting in staff and/or line capacities,

depending on the setup of each field organization. The recommended

ch;.nge is to separate clearly the responsibility for implenenting

specific projects from the Program Office, thus freeing them for

more concentrated work in project identification and design.

In carrying out its project identification and design function, the

Program Office should have assigned to it on a temporary basis, a

technically knowledgeable APM, a Sector Specialist, or a technical

TDY or consulting team, depending on the nature of the project and

the personnel available at the ADO. Competent technical input is a

prerequisite for project success; there is no intention to under-

estimate its importance. However, it is believed the Prograrn

Officer will be the best team captain to spearhead the effort to get

an approved PROP, and one with realistic cost estimates. A 1

sees three fundamental screening questions for a proposed project:

Will it make a difference in reaching the organization's goals'?;

is it do-able'? and should AID do it? API thinks the Program

Office, properly supported technically, is where this initial

screening should take place. In the design phase, the Program

Office should be in the best position to use an interdisciplinary

approach, and to -ive adequate weight to the principles and pro-

blems Of nsitutionalization.

It is noted that the Area Development Officer may want to be his

own Acting Program Officer. Strengthening of the APM role will

enable the ADO to spend additional time on forward planning and

he may not want to delegate that function.

The functions of the Sector Specialists will be to provi-le technical

support to the Program Office during the project identification and

design stages and to the APM during project implementation. They

would also be a staff resource to the ADO in his effort to contribute

more effectively to overall sector development, to provide linkages

among projects and sectors', and to elicit cooperation from technical

personnel in host coiuntry Ministries.

Two of the..Africa Bureau directives are to target activity on a few,

larger progiicts addressing core problems, and to concentrate on

a limited number of economic and social sectors. These directives

mean that a particular ADO might not require any Sector Specialists

on the staff but could -use TDY specialists. The workload of another

ADO might require an agricultural or a health specialist.

20



ADO Organizational Model (cont'd.)

Where there is ongoing work in a sector, and the APM is techni-

cally based, it will. be possible for the APM to doubleas the Sector

Specialist. flowever, the APM is a management-oriented person

(see F, below), and would ask for help in his technical support

work rather than to affect adversely his project activity.

The staff functions of Adnministration, Controller f;nd Contracts

and Legal requii-c no special explanation. Organ izati ons provid-

ing these servicts to the A)O wouIl appoint a specific individual

(the assignee) to ha odle the work of thai AO)(. This would allevi-

ate the mystery process, referred to above. Although there

would he no chang,e in reporting, it is sutggeste(I that the Al)Os

do an evaluation letter- on their respective assignees which would

be used in personnel evaluations.

The case of the assi ned AID/W Representative requires addi-

tional comment. This report has already stated the need to

clear up the ambiguity concerning the support and the policy

guidance/direction functions of AID/W, and for the need to pro-

vide a more dlirect response point for fiel r'eque sts for assist-

ance. The clearest and simplest way to do both is to have

specific individuals in CWIR supporting specific AI)Os and have

them report to the AD). This is possible without major organi-

zational change -since the ADOs themselves report to the

Director, CWIZ.

The API team showed this solution on the organi.zational model

presented in Washington. The concensus was that desk officer

functions for in an integral package and that field support cannot

be performed as a separate function by someone who is not fully

knowledgeable of the geographic area and its programs. The API

team did not examine' all functions of the AID/W Desk. It does

believe that as the APM role strengthens, the need will also

build for an AID/W Representative reporting to the field. Until

such time, the assigned Representative solution will work, pro-

vided it is understood the priority task of the assignee is field

support. The evaluation letter recommended above for the

other assignees would be applicable here as well.

21



A DO Organizational Model
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E. Responsibilities and Authorities

1. The AID Project Manager

Chart 10 is close to a recommended job description for the
AID Project Manager, since the responsibilities and authori-
ties listed cover his main proposed activities. A question
arose concerning item ",J" during the AID/W review. The
view expressed was that the Program Office should have the -;

project evaluation and review function as a check and balance
on the APM. This would remove an important aspect of

/ managernent from the A -M's. The new evaluation system is
a management tool which competent, .xperienced APINIls would
want to use, and use ol)jectively. i1. is reco tiized that the
evaluation system is still in a break in period. It woultd be
reasonable for the ADO, who is responsible for seeing that
good evaluations take place, relegate the Progrtam Office to
train the APMs in the evaluation process, during the first
cycle of the new system.
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Chart 10
RESPONSIBILITIES AND AUTHORITY OF THE APM

Responsibilities Relative to Assigned Projects

A. Manages all project relationships for AID with host country, contractors, other donors and
technical assistance organizations.

B. Monitors all key events affecting total project, assesses implications for AID activity, and

assures that appropriate actions are taken.

C. Develops and utilizes team relations in all aspects of project.

D. Transfers management skills to Counterpart Project Manager (CPM).

E. Defines, redefines and schedules AID inputs and outputs.

F. Assures efficient use of AID inputs and outputs through issuance and updating of thorough
and timely work plans and other appropriate means.

G. Assures realistic relationship of outputs to project purposes, goal, and broader AID
management and host country objectives.

H. Gains and maintains host country confidence and satisfaction by good performance and
sustained project progress toward timely completion.

I. Makes informative, timely and concise status reports and budget projections.

J. Assures periodic evaluation and prepares PAR.

Authority Relative to Assigned Projects

A. Con:rols q1U AID communications regarding the project. All outgoing communications
are approved by him; all incoming are received by him. All significant discussions
concerning the project will involve him o-r be reported to him.

B. Issues all project operating documents, including work plans, 1PROP rvi3ions and PARs.

C. Prepares Project Agreements and PIOs.

D. Issues all status reports and budget projections for U. S. or other project team members'
use.

!. Is involved before the fact in all decisions related to or affecting his project, including
interpretation or change in the contract of an implementing agent.



Responsibilities and Authorities (cont'd.)

2. The Area Development Officer

AIDiW sets aiea and sector strategy, interacting with ADOs.

The ADO carries out that strategy. In the proposed system,

the ADO delegates the implementation of particular projects

to APMs. It was felt desirable to list the responsibilities

and authority of the Area Developmcnt Officer, since his is

the lead role in the ADO model. This is done in Chart 11.
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Chart 11

REPONSIBILITIES AND AUTHORITY OF THE ADO

Responsibilities

A. Insures that AID objectives and program strategies for his area are met. Proposes
modifications to meet changing conditions.

B. Develops relations with host country Governments, regional institutions and other
donor organizations, leading to collaborative efforts.

C. Insures effectiveness of assigned Project M-anagers through good supervisory
practices and team building.

D. insures that needed new projects are identified and designed.

E. Maintains adequate staffing.

F. Acts as liaison between Ambassadors and AID in countries included in his area.

G. Makes available AID resources not delegated to the direction or control of the
Project Manager.

H. Keeps other AID entities informed of work status and projections.

Authority

A. Carries out approved program strategies. Establishes project priorities as required.

B. Represents AID as authorized with local Ambassadors and host country Governments,
regional institutions, other U. S. agencies and other donors.

C. Controls communications to and from his organization.

D. Initiates staffing and personnel actions.

E. Makes final selection of Project Managers and other positions in his organization.

F. Delegates needed authority to his staff.



F. AID Project Manager Characteristics

Chart 12 is provided as an assistance in selecting APMs. In

summary, the APM as the chief change agent should be skilled

both in project management and in the management of human

processes. it is unlikely that one person will have all the

characteristics listed on the Chart. Weak items will require

more support in that area from his management. Many of the

AID managers seen in the field measured up well when checked

against the list.
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Chart 12

A. I. D. PROJECT MANAGER CHARACTERISTICS

A. Is a well-informed generalist or a broad-gauged technician:
in either case, with a reputation for getting things done.

B. 'Wants and seeks the job; welcomes reponsibility.

C. Genuinely interested in other cultures.

D. A team worker; ability to get things done through others.

E. Optimistic.

F. Low fear of risk.

G. Self-confident but humble.

H. Resourceful and innovative.

I. A self-starter.

J. Forthright.

K. Not easily frustrated; tenacious

L. Communicates well verbally aFd in writing.



G. General Organizational Model

The API team gave priority to examining the ADO as a base for

improved project activity. It was impressed with the emphasis

the ADOs placed on getting the job done and with the understand-
ing and enthusiasm with which they support the ADO concept.
The tearrn saw only one Mission, primarily as a comparison with
the ADOs. It happened to be one which had recently reduced its

staff and was successfully, in the team's opinion, maing a
transition from a large organization to a much tighter, more
job-orientc-,d one.

With this experience, it was natural for the team to conclude
that the ADO model, which incorporates fundamentals of good
project manag,, ement, would be applicable with few changes to
the smaller M'Xissions. The General Organizational Model,
Chart 13, th4orefore differs from the ADO model only in two
respects: 1) Many staff functions would probably require Mis-

sion-based personnel ratller than assignees at Washington or

in other locations; an 32) cctor Specialists would probably be

Mission-based railhr than TDY. It is noted that there is no

Deputy ilead in the reneraL model: This is not only because

of the s tuall ,iss1ion aspect, but because API believes one

head with direct com-iiunication clown the line is greatly pre-

ferable to a on,- over- one situacion.

Both the new gyeneral directives and the policy guidelines of

the Africa Bureau call for less All) personnel in the field,
working on fewer projecs, with more impact. The recom-

mended General Organizational 'Model may therefore be
increasingly applicable as the transition takes place.
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I. Technical Assistance Project Cycle

Charts 14 and 15 were prepared to show how the new organizational

models would work in an improved AID project system. It was

decided to illustrate the flow of work for a '/A project to keep tie

illustration cleiar. Capital projects have different paperwork and

certain othe r di hole nc. in Itf.1 project cycle, but tWe principles

set forth leIh rw f, TI/A projects would apply equally well.

Chart 14 covrs ilic W t 'vlop(ent part of the project cycle and Chart

15, inplementation. 11I10 Charts represent an optimum situation,

but one vhichi tlw ai arn believes olttainable over ti me with the new

APM role in viffmii ., -nd the teamwork concepts in practice. In

somne All) Ol)La; IJ IC phases are already being performed as

shown, hot not 1 nitl'rnfly. ,ho two organizations are listed together

they would 1)911th 1),l'.iCip1t(' il that Fohas(. lor example, AID/W and

the field a re l)ot.h .hown as IH loations for program analysis, and

project ident ifi.ilion ind design, since they interact during these

phases of the \: lc. A stol between organizations indicates that

either or both n ay participate; a dotted line around a box means the

organization i . or nay not participate. Chart highlights are:

1. The Ali) P n' ,. n. ()fficcr ,nd the host country represe ntative are

show[ wor' 1, W, t Ithe r t , project idtentification phase. The

PPP would '[l) a oni he basis of th 2 conve urgence o AIi)/W

and host country pi .' ,i ii .

2. The AID project Manager (APM) and the counterpart project mana-

ger (CPM) a' sIownV iAnvolved early in the development stage, dur-

ing project a-,o. ign, as this will materially aid the implementalion

process. They siouW see themselves starting to function as a team

at this point. During the development stage, the APM would be

assigned to the Program Office, as the latter is responsible for

design.

3. The APM and CPM actively participate, as a team, in all subse-

quent phases, except in those discuss ions which are appropriately

privy to the host rountry or AID. These exceptions should be mini-

nized. Accordin,_rty, they are shown participat ing in the PROP

approval a nd o :'acting pr.ocesses in \ashington. This will

beconie 'eashi :. .h ic, , (,!' inajor projects addressing core

problems is n, . ,ten, and is highly desirable in order to:

1) provide on comimunication be-twe2en AII)!V, AiD field, and

the host cc'.ntrv: 2) e,:p edite PIM()P approvals; 3) increase the visi-

bility and stature of the APM and CPM, especially with the con-

tractor; 4) heighten the APM-CPM sense of ownership of the pro-

ject and their team commitment; 5) facilitate transfer of know-

ledge and skil.t to the CPM.
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Technical Assistance Project Cycle (cont'd.)

4. The APM and the CPM should make a formal presentation as part

of the PROP approval process in Washington. This will make the

approval process nore systematic and will serve the other purposes

mentioned under 3, above.

5. Negotiation ninutes should be taken during contract negotiation

meetings. T.,hese are not legally required notes, but the informal

understandings and interp,'etations arrived at in the process,

which may be veriy uscful during implementation.

6. Once a contractor (or PASA) is selected, the Chief of Party should

becorne a m-ii ncr of the project management team, and the three

parties then pa it t hicipa t joinll. in all subsoqtie nt phases of the project.

7. This new te;i I houl, begin witi a "start-up" meeting, aired at

teamhuildin iil w orl: planning. The agepda for stch a meeting

would inc[ucLIc r t Li c, acquainted with eaclh others ' personal back-

grounds and ite'rests, revi(ewing reasons for success and failure

in similar proj ects (an A PM input), anticipating and planning for

contingencies on thiis proj(ect, cl i-iifying respective rols and what

each wants (and doe r ri t want) from the others, making the first

detailed wor'k l i, ,1(1 s chedllil-( die next niucctilig for the group.

8. The next. and sLl hs;llut.. ,i " o should he cal .d "team reviews".

These m eets a i(, Or . r of reVi, OWinj.' events since the

last fceetinI.(r, dcclin onl what ciainges in mnodc, of functioning they

want from cW'i oth,.:r (givine mand receiving feedhack and assistance).

identifying and decidin what to do about problems, making tile next

detailed work plan. p renarinm required reports such as budget pro-

jections and ind scheduling the next n (2tirg. Team reviews

should not 1e retmilarly scheduled, hit rather set up as needed

around critical pt oject events.

9. As the project unfolds, roles of the projec, team members will

change. The ch ,l_,.eS ar(e an item to be neotiated at team review

meetings. In partiila', steaiy progress should he made in trans-

feri-ing the AP\W'- iaa tint skills to the (CPM, and his AID

experience Io I,,W cent raclor. As he finds he can rely ol them,

the A PM's role ,,if a adual ly dimirish.

10. At the completion ot the otroject, a brief project description

should he prepared for central retention and use for future projects.
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I. Other Recommendations

On completion of the model designs and the position descriptions

and work flow, the API team had a number of additional recom-

mendations that had not been covered. These are listed in

Chart 16.
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Chart 16

OTHER RECOMMENDATIONS

A. AID Project Manager should be established as an alternate title in the 02 and 09 job classification series.

B. Project Team members should be designated by name in a document circulated to all offices involved.

C. At such time as the PER is revised, more emphasis should be put on such APAI requirements as team
building, meeting of project objectives, and success in transferring managen-,ent skills.

D. Seminars should be organized for training of APhis, which would double as APM conferences and team
building sessions. CPMs should be included as soon as feasible.

E. ADOs and AID/W should take more interest in accomplishm-ients and problems during implementation.
There should be more emphasis on supporting the APAT's needs than on second guessing his decisions
and recommendations.

F. Financial reporting and projections for all project parties should be as integrated and in as few docu-
ments as possible. The same should be true of progress reporting.

G. Critical. Event Schedules should be the focal point Df project work plans, and a primary tool of the APM.
When this tool is in more general use, the PIO formait should be revised to reflect this approach.

H. AID should hold firm on its contractor self-sufficiency po.licV. A"1ny legitimate special situations should
be reflected by money allowances in the contract, so tin-,t AIl) can maintain a consistent policy.

I. A greater flavor of problem identification and problerH solving is needed in status reporting -- project,
sector and area reviews, and PARs.

J. The recent einphasis on social and cultural considerations in projctc. id'ntification and dec;ign should
be regularly reinforced.

K. The Afri 13usau shiould run pilot team buildin n-.etings in interes.-ted gro..., both with-,in and between
organization units. They bring to the surface and deal with problen-, inii biting tea u; effectiveness,
promote more open discussion and increased collaboration, anti schoduic action on problems identified.
Ke,, recurrent meetings, such as Mission Director conferences, shorld inc,.porat more methods for
developing teamwork.



J. Implementation of Improved Project Activity

Chart 17 shows one method of implementing the recommendations

of this report. The most important step is the first one, that of

setting up the Steering Committee, as it determines its own stra-

tegy from that point forward.
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Chart 17

SUGGESTIONS FOR IMPLEMENTATION OF IMPROVED PROJECT MANAGEMENT

A. Select a Steering Committee of actively interested individuals to design the implementation strategy.

B. Select a pilot organization, -- look for volunteer ADO or Mission.

C. Dcsig-n and conduct an implementaticn work shop, tailored to AID local conditions. The work
shop could take the farm of team building meetings.

D. Repeat work shops semi-annually. These insure practical understanding of agreed-upon
changes, and assist in skill development.

E. Incorporate other organizational entities into an expantued workshop.

F. Make adequate provision fcr time and money. Nearly all attempts at major organizational
changes underestimate the problem. Consulting assistance in change methodology would
be useful.

G. Changes should not be cast in concrete until personnel affected have been involved and have
made their inputs. Involvement should be broad -- across the Africa Bureau and beyond,
and deep -- down to lower levels which are critical to implementation.



Appendix A

A.P.I. TEAM BACKGROUNDS

The following is a brief professional background of the members of the
Action Programs International team:

Edward Rubin, whose field is general management. Mr. Rubin's back-
ground combines twenty years of management experience in United States
industry with five years of technical assistance to developing countries.
His business managemert experience includes ten years with Wyle Labo-
ratories (Vice- Presider L, Administration; President, Liberty Electronics
subsidiary; Corporate Vice-President, Mergers and Acquisitions). His
technical assistance ex-perience includes two years with the Ford Founda-
tion (Staff Developmeat Adviser, Republic of Tanzania) and two years
with Litton Industries (Deputy Managing Director, Litton-Greece). He
founded API in 1969.

J. K. Fordyce, whose field is organization development. Mr. Fordyce
was instrumental in the formulation and administration of the highly
successful Organization Development program at the Thompson-Ramo-
Wooldridge Systems Group. He is co-author of a practical hardbook
in the field, Managyin Vith People, Addison-Wesley Publishing Com-
pany, 197i. -is baclkground also includes fifteen years in government
administration -- local, state and federal.

H.W. McFarland, whose field is program management. As Vice-Presi-
dent and Gene ral Manager of the Ma.quardt Corporation, where he was
employed for eighteen years, he directed an engineering organization
carrying out major techniological programs. More recently he has been
a consultant to the jRand Corporation, planning and implementing Rand's
entry into the transportation field.
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RESOURCE MATERIALS

1. Foreign Assistance for the Seventies (President Nixon's Message) 9/15/70
2. Africa. Bureau T/A Approach (D. Shear, AFR/DP) 5/4/70
3. Draft Plan for Project Mgmt in Africa (DP Revision of Lavergne

paper) Djecember, 1970
4. Transition Planning for Technical Ass istance (M. J. Williams) 2/16/71

and Related Reorganization Me rnoranda
5. Project Management in AID (S.. Levick - draft) 8/12/70

6. Bureau for AfricaM..O. 206.3 7/22/70
7. Draft }')-Uo ct Management Training Plan (J. S. Holtaway) 11/10/70

8. 'oject Management Handbook M. 0. 1305. 1. 1. 6 /11/70

9. Evl1 .hu::ti r I andhook M. C. 1026. 1 November, 1 970
10. [ n ']pot n Project Management Problems (Herder) November, 1969

11. U.S . t,'oreign Aid in Africa - Proposcd 1". Y. '71 Program
12. Some Practical Concepts to Assist Project Evaluation (Practical

Concepts, Inc. ) January, 1971
13. institutional Grants Program and Associated Papers
14. Pr oject Cycle Forms and Procedures (T/A and Capital Assistance)

2 0 11(, rn s

15. 'echnicl, Assistance Activities M..0. s 130i.1, 1301. 1.1, 1303.1, 1302.1,
I ,,V,.1 , 1351.1, 1371.1, 138:3.1.

16. 1 ru('i, i\ianagernent 'lan of Action (J. S. Iloltaway) 9/11/70
17. ".S8. !,',ij;n Assistance in the 1!)70'!,.5 (Peterson Report) 3/4/70
18. P"Irtners in Development (Pearson Report) 9/15/6(
19. -Iresident Nixon's Message to Congress 4/21/71
2(.. Problems of Technical Assistance (1,K. S. Levick - draft)
21. Development of Administration Strategy and Action Program for the

Afrien Bureau (C. P. Edwards - draft) 3/26/71
22. 'J'he Institutional Development Agreenient
23. (uide Ilanual for the Institutional Do velproent Agreement
24. T['echmic.l Assistance Project Iniplemenation (Sequence of Events)

and Associated Charts (W. Lefes)

25. Capital Assistance Paper - Entente Livestock Project

26. International Developnament and lhumnanitarian Assistance Act of 1971

(D raft I , "s l.tion)
27. 'I'as , 1 orce Paper and Comments - I.C
28. Tak! ,'orce Paper and Cornmmuenuts - IDI

29. Proiect Management (Mission Paper - Liberia) 2/17/71
30. i\[atar,,nent of Bilateral ''/A (Mission Paper - Ghana) 1/1/71

31. Pro ject Evaluation - Project Appraisal Reporting System (Fry Associates)

32. List of Active Projects - Africa Bureau 5/4/70
33. Finatcial Status & Implementation/Progress of Dollar Loans 1/31/71

34. Planning for the Transition and Supporting Papers (S. C. Adams, Jr) 5/28/71

35. A7FR Bureau Staff and Missions (S. C. Adams, Jr. 2/26/71

36. Field Vission Organization (E. B. Hogan - draft) 8/25/70
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Page 2

37. EAORA Functional Statement - and Replies (J. H. Canning) 3/23/71
38. Administrative Support Memos (4)

39. Capital Project Implementation (D.A. Gardner - WARCDO) 8/ 1'-/70
40. Implementation Process for AID's Technical Assistance Program

(A/DSM) 7/18/69
41. USAID, Liberia, Organization Chart and Staffing Report, May, 1971

42. Excecutive Office Organization &. Responsibilities (USAID - Libel ia) 1/28/71

43. Examples off Project Design Summaries - Logical Framework (10)

44. PROP - Monrovia Consolidated School System (Libe"ia)

45. PROP - JV'K -National Medical Center (Liberia)

46. PROP - Government Organization, Training and Managerilent (Liberia)

47. PROP - Telecommunications Authority Management (Liberia)

48. Liberia's Public Administration Sector (Liberia USAID Paper) Nov. , 1970

49. PROP. PROAC,Audit Report and Related Papers (Njala University

College, Sierra Leone)

50. Gen. Mgmt. Inst. - ADO Functional Responsibilities (S.C. Adams Jr) 2/26/71

51. President's Message to 92nd Congress, February 25, 1971

52. Capital Assistance Paper (Congo - Kinshasa Road Transport

Sector Loan) 3/18/71
53. Public Administration for Development in Liberia (Lric James) April, 1971

54. Field Review of USAID - Supported Public flealth Program in Cameroons,

Chad and CA R (Stephen Joseph, M.D. ) July, 1970

55. Reports Added to AID Reporting System since February, 1956

56. Examples of PIP's (7)
57. Examples of PAR's (6)
58. Personnel Forms (PER's; SPAR's)
59. PROP - University Center for Health Services (Yaounde)

60. PROP Worksheets
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Appendix C

LIST OF CONTACTS

AID/Washington April 26 - 30

(in the order interviewed)

David Shear William Wild (visiting from field)

Roy Stacy Richard Mendoza

James Holtaway Donald Parker

Albert Disdier Al Lubin

Edward Fei Steve Kline

Abe Ashenase Walter Boehm

Edward flogan William Lefes

Valery Murati Samuel Litzenberger

Stanley P'eak Marjorie Belcher

Georgc I Hoffman Murray Mould

James Wilson Dr. Charles Edwards

Paul Saenz David MeAdams (enroute t,. field)

Dr. Samuel Adams Kenneth Levick

Frederick llahne Stephen Christmas (on June 5)

Edward Donoghue Athol Ellis (on June 5)

Field Trip May 11 - 28

At Dakar, Senegal

AID Personnel: Others Interviewed:

Fermino Spencer (visiting field) U. S. Ambassador G. Edward Clark

John ,Imimre n (Senegal)

Dixie Ipprincott John Loughran, Charge d' Affaires

Robert Thomas (Senegal)

William Pearson John Yates, DCM

M. Lipessior (Mali)

At Monrovia, Liberia

AID Personnel: Others Interviewed:

William C. Wild Louis Gordon, Acting Chief of Party,

David Levintow JFK PASA Team

James 1iely Dale Draper, Chief of Party,

Frank Campbell San Francisco State Team

Alton Adams Rudolf Johnson, Director, Development

I loward (uio [Rcsources Division, GOL

Roderick Macl)onald
Milfor c Reed
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LIST OF CONTACTS (cont'd.)

At Abidjan, Ivory Coast

AID Personnel: Others Interviewed:

Donald Gardner John E. Cunningham, DCM (Ivory Coast)
Norman Schoonover Norman Thorn, Vice President, MIDA
John Mac Donald
James Watson
John Roxborough
Thomas Leahy

At Yaounde, Cameroon

AID Personnel: Others Interviewed:

Charles Grader U. S. Ambassador Lewis Hoffacker
Jack Mc Laughlin (Cameroon)
Larry Beery Lanham Walker, DCM (Cameroon)
Stephen Joseph, M. D. Emily Perrault, Econ. Officer (Cameroon)

Richard L. Storch, IBRD (visiting)
Mr. Genies, V.A.C.
Bertin Borna, Resident Rep. , UNDP
Michael Chailons, Deputy R'ep. , UNDP
M. Amadou Bello, Director of Program-

ming, GOC, and three of his subordi-
nates in the Ministry of Planning and
Territorial Development

The Agricultural Economics Faculty
Project Team (Dr. Jackson, Mr. Fergu-

son and Mr. Whittaker, Southern Univer-
sity; Dean Lissier, Mr. Ngueken, Agri-
cultural School Faculty)

Mr. Poerschemann, Director, Fonds
Europeen Developpment

At Pasadena, California

AID Personnel:

Sara Jane Littlefield, ADO, Niamey
(on leave)
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Appendix D

PARTICIPANTS IN MODEL REVIEW MEETINGS

Tuesday, July 6 (AM)

C. Willi, ori Kontos, Director, Program Evaluation

F.red .,Hsctcr, AAA/A
W illJi111 S. It.>, PI:C/RS

J. fi. AUoltxiwTy, AI'I{/MGT
It,5' Sti , v, A!,VR/I)1:'

I t ), ' 1,\ (-y 41/ 1 1''

IA. idiit:, \"Eis'rs,/A/PM

6u 0 f (M)

Chic i tlis, Director, AFR/SA
T1 it'l i, ActingDirector, AFR/NA

D )eputy irector, AFRIESA
. ! nil .!i, Al t r', I\ / SA

{ . I I. 1(,t/lt' ,,A;/IgU I

'l'!l<, ;<l~~i ,l1l,' / {J/M

C , A ,IuS, )eputy Director , AFR/G

(kutl ( ~lSpe'cial AF;ssistnt to Dr. Adams

1W.! )riouclCief, Pl anning Division, AFRI DP

1, i I ! , )in, A)i ctor, AARID R N
AI),. l ,',Ir,' )ep t iDirector, AY R/TAC

I. 4ly 7 (AM-) Wednesday, July 7 (PM)

Prc I IfcllwIi' D/CI J. P. Emerson, USAID/ Monrovia

Slir Iil 1 , A I'l)/Pl, John L. Cooper, AFI/TAC

I.\' x',hIlinolli, AER/SAF H.E. Bozeman, AFR/MGT/C

Aluli' !I. >1,0,, AFt/EuAF R. Misheloff, AR/CWA

SatIJI :onherger, 'PA AGT R. A. Mendosa, AFR/CWA

kt'. lin' A] VR / D W. W. Leake, AFR/NA
Sluvrv Kn'c \ Il, SpecialI Val Burati, AFR/CWR

Doll )nn10'b c t, L.S. P-leek, AFR/CWR
II2,i l . :,u v 'hK. Smith, TA/DA

i ni),i s, \I k/D)R R. Smail, AF/TAC

ll I /ick " /l,'i BDP C.P. Edwards, AFR/TAC

Chn iI.ltt Cook, A R/DP Frank Scor'ato, AFR/SAF

.. i,,c Odelli, AAFSCDF Lynn E. Catoe, AFRINA
John Banyas, AFRIMGT
A.G. MacArthuf, AFR/NA
Eino Siira, AFR/SAF
W.C. Busch, AFR/MGT
N.J. Pappas, AFR/MGT

45 \J. Coe, PPC/RS
Jim Wilson, AFR/CWR


