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A number of steps to improve communication among all parties concerned with a technical assistance 
project would contribute to the harmonious atmosphere requisite to effective donor-host collaboration 

William A. Glaser 
Columbia University 

13 The expert and counterpart have played central forms. This article summarizes some of my impres
roles in traditional technical assistance, whereby a sions from a pilot study on how to improve the 
foreigner with extensive knowledge and long ex- selection and use of experts and coUnterparts.' I 
perience brings technically advanced skills to a key have concentrated here on the difficulties of brief
person in a developing country, who then passes ing and communication inherent in the present
them on to his fellows. Experts and counterparts technical cooperation procedures, an area which 
perform many different tasks, and the relationship seems particularly important and frequently over
therefore varies from case to case the expert might looked." 
be giving advice to an official, the pair might be 
creating a new organization or rebuilding an oid 
one, they might be installing new equipment: the Preliminary Brietings 
expert might be training the counterpart for a par- The usual procedure is to send the expert a letter
ticular lob: and so on (Several books and articles and a few official project documents But these are 
describe how to recruit and use experts.!) often very terse, telling little abouL the complexities

New ideas on the delivery of technical assistance of the situation. Usually they explain the project as 
are now being sought, which would modify, sLip- a whole but say nothing about the particular lob the
plement, or even eliminate the customary expert- expert will occupy4 

counterpart pair.2 Nevertheless, experts and coun- Some experts get orn' briefings at headquarters. 
terparts will continue to exist in many different But at such briefings the ,,xpert usually meets desk 

1Such as Maurice Dornergue 7echnic,l Acistartr Theory picked frorn hthi~ar;a iiJnited t- Clrf.OriBrit eindonor; (
Practice, and Policies (New York Frederick A Preger 1968) France . Australia lndi etc ) rid frrm iniultiiat,'rdl agencies 
esp. Ch. 11. jUNESCO. ILO VMO. FA)Oiri, er or,,rli/atiaiw wilh thi2Harold Caustin, The Search for New Methods of TrachnicalCo- United Nr'itronc ;yster) The toni, wore pirticipating In projects
Operation-A Report on a UNITAR Weeker'rd Seminar (New York in agriculture (jeology health higher erl,,(ia technician 
United Nations Institute for Training and Research. 197 4) The., training and many other firds Therefore within each cauniry 

ina wide range
the raison d'etre of Focus: Technical Cooperation Experts wr,e initerir,,wevd and filled ol 

need to reexamine the organization of technical asr,i':tance is counterparts; were iocated of ergaril/(atiarti 
3 coiitieriaicon-
Pubhcation A-721 of the Bureau of Applied Social Research and cerrnlg themsnlvre, anr th ir relatiorishfip with c;ounterparts

the Institute of Latin American Studies, Columbia Universiy he h th :ounterparts wre mtrrviiw d 1;s!paralely aid filled out
field work was supported by Contract AID TA-C-1052 with the guustiorriairtl (.nrcernig thierisirivia, ,id lia; r-ltiiionihipb
U.S. Agency for International Developror''. For rriany valuable wiih experts. I addition, the colleaues and uporirrs of both
suggestions, I am indebted to Denys, Hirari, OECD Develop- experts and count ra|rts vor- iritfrvic;wenJ 
ment Centre; and N. Pattabhi Raman. tnited rNations Develop- The field work irvvolvd a collaboration airiniig several re
ment Programme. ;earch centers B~urreau of ApplirSd Social Flesi:arch. Columbia

As part of the study, expert-counterpart tearns were inter- University (William Glaser), Development Cenri. Organization
viewed in Colombia, Nigeria, and Nepal. The experts were for Economic Co-Operation and Development. Paris (Denyse 
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officers and learns about the donor agency-lie 
rarely meets anyone intimately involved in the 
negotiation of the prolect and in the writing of the 
project documents. At best, he sees the correspon-
dence of the short-term expert who wrote the proj-
ect document. Even when tte expert is joining an 
established project, he rarely meets any of its cur-
rent or former members before his arrival, 

Because of the niceties of diplomatic relations, 
he ra,'ely learns about the problems, delays, and 
conflicts that will bedevil him abroad. Ho usually
does not receive a thorough description of the host 
organization where he will work: headquarters, In 
fact, may know little more than its name. He rarely 
knows in advance the name of his counterpart, 
even Mhen the latter ha already been appointed. 

Defining the Project
An article of faith among some donors-such as 

USAID UNDP-is that a project must beSAiD andand greatdet-ilin thtao bee-s 
spectied in great detail in the international agree-

ther har. 

Short-erm 

mhor-teritsne b or ong-ermoerts 

produceert orerprsons frhecopeoa
quarktoer proe ai reports n scthe bop ofwork to be done as 'Nelj as time schedules, both of 

which are needed if the project is big, complex.dependent on the delivery of equipment and other 
resources, and subject to disagreements and re-
criminations. 

However, we encountered several projects where 
experts arrived without detailed assignments and 
with only a limited exchange of letters between the 
donor and host. This is common among private 
donors (such as charitable foundations) and 
among certain bilateral donors (such as France, In-
di, and other European countries). The expert and 
counterpart themselves must gradually define their 
tasks and working relationships. This approach 
may work well if the project has only one expert, the 
expert has great professional stature, the expert re-
lates well to the host country in manner and in lan-

Harari), Checchi and Company, Washington (Richard Ellis and 
Gladys Kuoksa): Oficina de Investigaciones Socio-Economicas y
Legales Bogota Colombia (Ceciho Munoz do Castilo arid 
Camilo Cardenas). Faculty of Social Sciences. University of 
Lagos. Nigeria (Oladejo Okedii). and Centre for Economic Do-

velopment and 
 Administration, Tribhuvan University
Kathmandu. Nepal (Daya Upadhyaya). 
'Mr. Glaser will discuss other areas of importance it a second 
article to appear in a future issue of Focus. Ed note,
40n the weaknesses ot briefing at present, see Robert G. A 
Jacksan. A Study of the Capacity of the Unted Nations De-
velopment System (Geneva: The United Nations, 1969). Volume 
2.pp. 80-81 and 361-363, and A.I. MacBean arid Kathryn Morton. 
Draft Report on Survey of Technical Assistance Experts (Paris 
Organization for Economic Co-Operation and Development,
1971, TECO (71 11). pp. 21-23. 

guage, the host government is committed to give
much support, and a good counterpart works with 
the expert from the stairt. 

Occasionally a specific project document turns 
out to be unrealistic shortly after the expert's arri
val. We encountered one expert from a multilateral 
donor, accustomed to prearranged assignmerts,
who had to rewrite the project after his arrival. The 
aforementioned conditions for success existed, 
and the project developed well thereafter. In such 
situations, the expert must work very closely with 
the aid mission and with his headquarters. as well 
as with the counterpart. 
Knowledge of Varying Technologies 

The expert who is supposed to bring advanced 
techniques to the host country knows best, of 
course, what he learned in schools and at work in
his home country. Since in many fields the methodsof organization arid even the technology vary 

foraitonadenthtcnlgyvyamong developed countries, what the counterpart 
is told often depends on the national origin of the 
particular expert who happens to be assigned to his 
project. Whether the techniques of a particular deve,oped country are best for the developing countryi usinms eetbihdi ahcs.Ain question must be established in each case. At 

peet hsmthmkn sol nocsogiven careful consideration by the donor's recruiters and the host's development aid office. Often it is 
-ignored amidst a preoccupation with the expert'spersonal credentials. 

In any case, the expert ideally should learn more 
about the techniques available from other coun
tries for use in his own work. In some developing 
countries, the expert absolutely needs to know
 
about other techniques because a melange has al
ready been installed. For example. external tele
communications hardware in some developing
 
countries such as Nepal have confusing mixtures in
 
different regions or even in the places:
same 
American. British, Canadian. Dutch, French, Ger
man, and Swedish equipment and operating sys
tems have been introduced by the former colonial 
government, by private contractors hired by the na
tional government, and by the donors of develop
ment aid. If the expert's job is to plan a national 
system, combine lines and plants in the field, or 
write syllabi for training schools, he must know all 
the parts. 

Furthermore, each expert who belongs to a iul
tinational team must understand systems from 
other developed countries so that the team can 
create a synthesis. Otherwise, the counterparts will 
be given contradictory information. 

WILLIAM A. GLASER is Senior Research Associate 
for the Bureau of Applied Social Research, Colum
bia University, and consultant to UNITAR. 
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Briefing of Headquarters by Expert 

The usual plan is to keep the expert a tabula rasa 
until headquarters tells him what to think. A better 
idea might be to let the expert visit the project for a 
short time prior to his meeting with headquarters. 
He would probably undcrstand the subject matter 
better than anyone at headquarters and could note 
the problems and needs of the project. Together 
they could work out a strategy for the future, ct-
recting misconceptions in the project document, 
such as an unrealistic timetable, right from the be-
ginning. In addition, an early visit to the prolect 
might hasten the appointment of a counterpart. 

The extra travel expense of such a preliminary 
trip would be negligible, and the benefits would be 
great (in some cases no extra expense would be 
involved). Our survey, for example, showed that 
headquarters for one project refused to allow an 
expert to visit the site of the project beforehand. 
despite the fact that it was a normal stop on the air 
route between the expert's home base and head-

S. .besides understanding developing 

societies in general, the 


.expert needs to anticipate the 
dynamics of the particular society where 

he will work. 


quarters. The expert knew the subject matter of the 

project thoroughly, while no one at headquarters 
did. After a long and unproductive visit with head-
quarters, the expert doubled back on the routc and 

gether harmoniously, and that a different person 
should come.) Moreover, such meetings would 
provide a clearer insight about what advice and in
formation the expert should bring when the project 
starts 

Recently the United Nations Development Pro
gram me has begun to experiment with approaches 
like these Some proiect managers begin work be
tore the projects officially begin arid put the final 
touches to the work plans and schedules. In one UN 
project, the experts were brought in as short
terniers to hell develop the final plans before their 
long-term appintments began. 

Country-Specific Briefings 

In addition to a full understanding of the proiect. 
the expert needs to know about the society in 
which he will be working. On Paper, a project in one 
country is much like similar projects in other coun
tries, but the way it works may depend on the par
ticular aspects of the country in question, such as 
its civil service syster, the customary speed in 
making decisions, level of corruption. hospitality 
toward foreigners, and so on. 

A recurring theme during my irnterviews with 
foreign experts inNigeria was the perception that 
their Nigerian experience differed from their earlier 
experiences-both at home and abroad-and the
wish that they had known more before arriving.' An 

expert on his first assignment of course needs to 

know how any developing society differs from his 
homec-, but besides understanding developing 
societies in general, the expert--no matter what his 
level of experience may be-needs to anticipate the 
dynamics of antheunderstanding.particular societyby both the heexpertwillwork.7 Such where 

and his familyn of their envronment would have a 

positiviseffectyonof rale.rwhichrinmtur would in
fouence thect ora n t w d 

problemns that needed to be discussed with head-quarterst 


Perhaps every expert should visit the project be-

fore he definitely accepts the assignment. He could 
thereby help crystallize the project cooner: too of
ten, neither the donor nor the host thinks about the 
project between the writing of the project docu-


ment and the expert's arrival for work. Prepara-
tions, such as procurement, allocation of office 
space and housing, and appointment of a counter-
part, would be speeded by his mere appearance in 
advance. On the other hand, preliminary meetings 
might establish that the project cannot (or should 
not) start on schedule. 

During on-the-scene meetings, before the expert 
has become irrevocably committed and but ned his 
bridges at home, signs of incompatibility may be 


detected and remedied. (One discovery might be 
that the expert and counterpart will not work to-

12 IDR/Focus 1975/3 

reported to the project. He soon noticed severalperformance.repotedtopojec.teH soo noicedsevral Recently donors have beccme aware of the need, 
R~etydnr aebcreaaeo h ed 

not only for better briefing of experts about the pro

lect and donor agency, but also for country

'Described inpart inAIvin G Edgell." Aid Encounter in lboland." 
Focus. Technical Cooperation. 19734, pp 3-7. Such a frank report about the problems encountered in a developing country 
almost never appears in print, in official files of donors, or even 

inoral briefir.s at headquarters. 
'The earliest literature about work overseas described the cut
ture shock' experienced by Westerners anywhere overseas and 
prescribed remedies For example. Harlan Cleveland et al., The 
Overseas Americans (New York: McGraw-Hill Book Company.
1960). esp. Ch 3: and George M. Foster, raditionalCulture and 
the Impact of Technolorical Change (New York Harper and 

Row, 1962). pp 188-194 
'On problems of adjusting to the unique features of each coun
try. see Francis C. Byrne, 'Role Shock An Occupational Hazardof American Technical Assistants AL,oad," Annals of the Ameri

can Academy of Political and Social Science, Volume 369 
(November 1966), pp. 95-108, esp p 108. 



specific briefings.'" This would require meetings
between new experts and others who previously 
served in that country. At present, even when they 
work in headquarters, the new expert on a visitrarely meets them. This type of realistic briefing 
would require a fra'ikness about the host society
that international agencis-and some other 
donors-hesitate to exercise. 

Briefing the Counterparts 

UNDP offices and executing agencies within the 
UN have lately developed a clearer philosophy of 
technical assistance which is conveyed to their ex-
perts. But no one briefs the counterparts. 

As a result, wide differences in expectations exist 
about the proper roles of experts and counterparts 
among receiving countries, arnong agencies in the 
same country, and among counterparts in the same 
project. To some counterparts, the relationship 
they were supposed to have with the experts was 
never clear: others seem unhappy because they
expectcd the expert to behave differcntly than he 
has. Some counterparts seem to think that. be-
cause It istheir couniry. they can treat ("use') the 
expert In any manner they wish. 

Briefing the Group 

Experts and counterparts in large projecs often 
meet, but they primarily discuss formal business. 
Ji:dging lirn the many minutes I have read. the one 
subject they almost never broach is their relation-
ship. This occ 'rs only when battles have arisen in-
volving the manager, so serious that tho project
faces imminent cancellation and an investigator-

mnediator must be called in.
At the start of a project, and periodically thereaf-
'er, the agenda should include discussions of the 

ielationships between experts and 
 counterparts.
Such discussions should consider the donor's 
philosophy of technical assistance, the hosts' ex-
pctations, the roles feach expert, and the roles 
of each counterpart)' 

Group discussions could prornote better team-
work. At present, small group:-, of experts work 
together-or at least communicate often-on most 
projects. Larger projects have less teamwork, par
ticLilarly if the members work at separate sites, a 
comrnon occurrence in agricultural projects. Evenif the experts keep in touch among themselves, the 
counterparts at present rarely do on their side. 

8Dnnald C Dunham. "Project in Search of a Pilot.' Focus: Tech-
nical Cooperation, this issue; and Maurice Domergue, Technical 
As.istance (New York: Frederick A. Praeger. 1960), pp. 116-117. 
"Tnemeetings could discuss papers specifying everyone's roles,such as the example published by N. Pattabhi Raman. 'A 
Framework for Effective lntcraction between National and Infer-
national Personnel," Focus: Technical Cooperation, 1973/2, pp. 

Improving Communications at Higher Levels 
Relations between experts and counterparts, and 

between the top-level donors and hosts, have al
ways had problems as well as pleasures and accomplishments. The difficulties were recognized at 
the start and were listed in many able in-house re
ports and publications.10 A depressing observation 
based on my field work is that the problems first 

encountered in the early 1950's still exist in 1975,
and there is little evidence of any systematic attempts to remedy them. 

Many problems in relations between expers and 
counterparts arise from a persistent failure to es
tablish continuous and frank communication be
tween donors and hosts.'1 Moreover, they arise 
without their superiors knowing. Ultimately the 
superior may learn about problems, but often he is 
too slow to act in an effective fashion, let alone 
communicate with his own equivalent in the aid re
lationship. Usually he is desk-bound by habit,
preoccupied with many other tasks, and hopeful
that problems in sccial relations within projects will 
disappear by themselves. When the managers fi
nally confer, the situation may be beyond repair,
the managers may be press.-ed to back up their sub

ordinates, arid their intervention may even add to 
the tension,Building mutual confidence and a sense of col
laboration at the executive level is essential, be
cause the higher managers must be able to over
come nationalistic sensibilities when problems re
quire solutions. f something is wrong with the qual
ifications or behavior of a counterpart (or expert),
the manager of the donor (or hosts) must be able to 

raise the subject without being told that it is none ofhis business. True collaboration requires a long
prior period of discussion, the building of mutual 
trust, and the demonstration that all the higher 
managers on both sides are dedicated to theircommon effort.
 

Periodic meetings 
among all sides, such as 
UNDP's new Tripartite Reviews, are good to have,
but they are too formal, ceremonial, and infrequent.
Moreover, the procedure for conducting them is 

'
0 cor example, Clarence E. Thurber, The Problem of TrainingAmericans for Service Abroad in U.S. Government Technical 

Cooperation Programs (Stanford: dissertation for the Ph.D. in 

politic,.: - Jience, 1961), esp. Chs. 2-4 and 6; the many end-oftour reports and debriefing interviews reported inSidney C.Sufrin. Technical Assistance (Syracuse: Syracuse University Press, 
1966); and Frank N. and Helen G.Trager, "Exporting and Train
ing Experts," The Review of Politics. Volume 24, Number 1 
(January 1962), pp. 88-108. 
'On the absence of effective communication in development
aid generally, see the editorials by Andrew E. Rice entitled
'Something isWrong" and "A Disappointing Dialogue," Focus:
Technical Cooperation, 1973/3 and 1974/2, respectively. 
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still being worked out. Few bilateral programs even largesse does more harm than good. Some hosthave these type of periodic meetings. In fact, at countries have been given so much aid and are 
present higher executives from donors and 

re
from quired to supply so many counterparts to projects

hosts have regular informal encounters only at oc- that their Ministries are disrupted and understaffedcasional cocktail parties, where the conversations in their regular work. The donor should also coor
are brief, general, and frequently interrupted. dinate its project with those of other donors, so

High-level communication is valuable for reasons their contributions can be cumulative rather thanother than maintaining harmony within the project. competitive and wasteful bidding for scarce coun-
For instance, the donor can 

R6sume 
Amelioration des communications 
dans les relations de cooperation

technique 
La fagon dont on presente

actuellement sa mission ar un 
expert nest pas satisfaisante. 1I 
ne regoit habituellement que des 
renseignements tr6s generaux sur
I'ensemble .clu projet. et rien de 
precis ne lui est expose concer-
nant la t~che qui lui est confibe, 
Celle presentation. fate au siege
-quand d'ailleurs elk? a lieu--ne 
porte que sur une introduction a 
I'organisme donateur. 11est rare 
que I'expert rencontre quelqu'un
qui participe v6ritablement au pro-
jet, ou qu'il soil inforrne des ser-
vices qui le recevront et avec les-
quels it travaillera.

A la lumire de la fayon dont 
I'expert comprend le sujet, il serait 
bon qu'il puisse visiter le projet 
avant cette rencontre au siege.
L'expert et le siege pourraient 
ainsi motre ensemble au pointune strat~gie plus contorme tt la 
r~alit&. Si l'on veut 6viter par la 
suite que survenrcent des desac-
cords, le projot doit 6tre precis6
dans tous ses details et inclure 
des rapports sur la portee de la
mission, ainsi que son calendrier. 

Une visite pr~alable de 1'expertaiderait 6galement A accelerer la
r6alisation du projet ei a se ren-
dre compte des conseils et infor-
mations qu't devrait obtenir des
le lancement du projet. Dans bien 
des cas, l'expert constate qu'i
dolt tre au courant des techno-
logis utilis6es dans d'autres pays
indLstrialis~s pour pouvoir faire 
face au "melange" deja en exis-
tence dans le pays h6te. 

Outre des renseignements nlus 
complets concernant le projet1i-
meme, I'expert pourrait bdn.ficier 
de or~sentations "propres au 
pays". Si t'expert et sa famille 
comprennent la dynamique de la
soci4.6 du pays h6te, son moral 
e1 la qualite de son travail ne 
feront qu'en profiler.

Si I'on consid~re I'autre volet 
des rpports de cooperation tech-
nique. I'homologue devrait lui 
aussi 6tre inform6. De ce fail,
peut-6tre que le foss6 qui s~pare 
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learn whether its terparts can be avoided. JLIFIJ 

la conception du r61e do I'expeit 
et de son homologuL pourrait
6tre combl& 

Toujours dans le mrimu but. dos
reunions en groupe ou so retrou-vent les experts et cours homolo-
cues devraient avoir lieu ci#s le 
debut d'un projet. puis r6gulhire-
ment par la suite. La calerldr ei 
devrairt oujouis cornprendre do
telies possibilitos do discussions 
pottant sur les iappoils cutre los 
experts ei lours hoMoloqUos 

II est egalement essentrel d aitri-
ver ,i une confiance routUoll aan
niveau dos cadres, parce que los 
responsables au plus haut niVean 
doivent pouvor strinorttr les dilf-
ficultes r(sultant do sentiments 
nationalistes quand des frictions 
se produisent entre experts et 
homologues.
hm gs 

Resumen 

Mejorando las Comunicaciones 
entre Experto y sus Contrapartes 

La actual manera de dar infor-
maci6n preliminar acerca de pro-
yecto at cual se ha asignado a un 
experto es inadecuada. General-
mente, el experto recibe sola-
mente informaci6n de cardcter 
general acerca del proyecto totai 
-ya nada on particular acerca de 
su trabajo especifico. La instruc-
ci6n del experto en la sede prin-
cipal, cuando tiene lugar, sola-
mente presenta at experto a la 
agencia donante. Rararnento tiene 
oportunidad de reunirse con al-
guien intimamente vinculado con
el proyecto o recibe informaci6n 
acerca de la organizaci6n local 
para a cual trabajar 6. 

En vista de la comprension que
el experto posee en cuanto al 
asunto entre manes, seria benefi-
cioso que ste visitara el proyecto 
con anterioridad a su entrevista 

en la sede principal. El experto y 
la sede principal podrian enton
ces delinear Una ostrategia con-
Junta rns realista. Si so han de 
evilar dosacuerdos posteruires st!debe ospecificar el proyecto con 
qraL I.11o do dotailheS (Ue MicIIdyn
inforn ets icer(a] , Lj IIrdcIniLid
de Li obri a riatelz,ir asi coro 
itmiiieia OS iir'li vos a Ii tanailza
cidri (if' diversas ;_p,}; 

Una VsiIIa temrrma por pare
dcl experto larnbi.n iyn ri a a 
:rtsial i/ar ul roycc) corn mayor

iapidez y dlertarii al experto en 
cHn it quo.. riter niacra ri y aseso
rarmielo dIbCr acrii lar, y traer 
consiclo ail cormire zo del proyecto.
En mucna)3; casos Miexperto des
cubrirl quo necesriarzi conoci
mientos :acerca de tectiologias do 
otos pises dsarrollados, si es

altos paiso esarrol rsii a 

con la po ya xstele err
delange e 
pa s arititr ib n 

A mas de mayor inormacion 
acerca dcel royocto mismo, ci 
experto se beneficiaria al recibirinformacion acerca del pais espe
cifico. La comprension de la din,!
mica social del pals anfitri6n, 
tanto pnr pare del experto como 
do su farniia, podria toner efecto 
positivo sobre su estado de ninio 
y por tanto sobre su desempeho. 

Echando na lirada al otrocoopracron tecntco, el corapartecompononte de Li rolacion de 
tambi6n debe recibir inforrnacion.
 
Coma resuliado. talvez amplias

diferencias en cuanto a Io que so 
espera do los papelos efectivos 
del experto y su contraparte,
podrian dismirmirso. Con el mismo 
fin reuniones de todol o grupo con 
asistencia do expertos y sus con
trapartes deberian toner lugar at 
comienzo do un proyecto y perio
dicamente a partir de entonces.
Discusiones acerca de la relacion 
ontre expertos y sus contrapartes
deben ormar parle regular de la 
agenda do trabajo.

Es asimismo esencia el estable
cimiento de consianza mutua a 
nivel ejecutivo, ya que, los admi. 
nistradores de alto nivel deben 
ser capaces de superar suscepti
bilidades de carcter nacionalista 
cuando surgen problemas entre 
expertos y contrapartes. 
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Making Better Use of
 
Technical Assistance Experts
 

A team of regional experts or recurrent visits by short-term experts may be sensible alternatives to the 
prevailing system of full-time, long-term experts assigned to one place. 

William A. Glaser 
Columbia University 

In his article, "Improving Communication in the 
Technical Cooperation Relationship" (Focus 
1975/3), Mr. Glaser has already discussed some ob-
servations which grew out of a pilot study on how 
to improve the selection and use of experts and 
counterparts. The following text,* a continuation of 
those observations, takes up two distinct issues: 1) 
,he improvement which career benefits and profes-
sional awards would bring to the present expert-
counterpart system, and 2) possible alternatives to 
that system. 

Fostering a Career System 

Security. A common worry of technical assistance 
experts is insecurity about the future. Many have no 
permanent job or employer at home, and they do 
not know what their next job will be. While they are 
abroad, few "free-lance" experts hear about em-
ployment opportunities at home. They cannot be 
sure their incomes will be guaranteed at times 
when they must pay for their children's schooling. 
As a project approaches its end, unless they have a 
new assignment, they may persuade the hosts to 

ask the donor to extend the project. 
When an expert is doing an outstanding job and 

his prospects for future assignments are good, 
both he and his agency should learn this during his 
contract-not only at the end. Then he would worry 
less, and, at the same time, the agency would have 
a better chance of keeping him. 

If a project requires 3 prolonged assignment, 
both the expert and the agency should establish 
this at the start. A few donors (such as UNIDO) may 
breed an atmosphere of uncertainty by hiring many 
experts on short-term contracts and then prolong
ing their assignments with a series of short-term 
renewals. 

Several donors send experts who are on leave 
from regular governmental or university employers 
at home. Examples of this practice occur in all In
dian technicai assistance overseas, in the projects 
of the International Telecommunications Union, 
and in the Participating Agency Service 
Agreements (PASA) of the United States and Great 
Britain. Secondment from an established employer 
produces well-qualified persons and diminishes 
their insecurities. 

In the absence of any orientation about the dif
ficulties of working in developing countries, these 
experts may chafe at delays and inefficiency. Most 

'Publication A-730 of the Bureau of Applied Social Research and 
the Institute of Lalin American Studies, Columbia University. The 
field work was supported by Contract AID/TA-C-1052 with theU.S. Agency for International Development. 

As part of the study, expert-counterpar teams were inter
viewed in Colombia, Nigeria, and Nepal. The experts were 
picked from bilateral donors (United States, Great Britain, 
France, Australia, India, etc.) and from multilateral agencies 
(UNESCO, ILO, WHO. FAO, and other organizations with the 
United Nations system). The teams were participating in projects
in agriculture, geology, health, higher education, technician 

training, and ry'3ry other fields, 
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are subject-matter specialists, oriented toward despite chenges in jobs. Such coordination be
specific results rather than helping humanity in tween international and domestic services should 
general, and are unaccustomed to 	overseas life, be attempted too. 
However, some seconding agencies which lend ex- Adequate housing, transport, and other personal 
perts to aid agencies have of;ices that specialize in amenities are at least as important as pay to the 
selecting and orienting employees for technical as- expert and his family. We encountered severalrex
sistance and in keeping ir touch with them while perts who were angry because host governments 
they are abroad (e.g., the Technical Assistance Ad- had not fulfilled supposed promises; pay seemed 
visory Service of the Internal Revenue Service of forgotten in a constant battle over housing. Host 
the United States). Such an international office government performance in this respect varies 
seems to produce a positive attiti.de toward techni- from country to country. Some governmants are 
cal assistance and provides good backup for mate- successful in managing such amenities. Others 
rial and information. seem to have particular difficulty, and as a result 

Income and Amenities. Experts' jobs vary in they must cope with many angry foreigners who are 
compensation: some experts working for USAID less attentive to their work, less enthusiastic aboutcomenatin:e soe w 	 the country, and more pessimistic about careers InxpertsaeorkiniforUaD 
and the United Nations can save considerable technical assistance. 
amounts, while others associated with certain Governments should make clear from the begin
bilateral programs earn less, permitting only mod- ning what they will provide the experts and then 
est savings. Many experts might be satisfied with follow through with their promises, so disillusion
moderate savings if accompanied by pension bene- ment does not ensue. The Ministry that is supposed 
fits; thus the drawbacks of excessively high salaries 
could be avoided.1 A trend in domestic employment 'Douglas E. Hall and Alan E. Dieffenbach. "Compensation of 
in Western countries is vesting of pension rights, so Foreign Advisers in Developing Countries," Focus: Technical 
that the worker continues to accumulate benefits Cooperation, 1973/3, pp. 3-6. 

Resume 	 traite pourrait 6tre etabll qui permet- en fait I'employd d'un organisme de 
trait AI'expert d'accumuler des avan- son pays d'origine. Bien que la pre
tages malgre les chengements sence d'un expert assigne a un projet
d'emploi. Finalement, le soutien d'un AI'6tranger soit en fait breve, s6s vis
employeur dans le pays dorigine de ites se rep6teraient et par con
l'expert pourrait att6nuer ces incer- s6quent son travail serait en fait con-

MIIelleureutlllsatlondesexperts titudes, tout en permettant d'obtenir tinu. Parmi les avantages de ce sys
d'asslstance technique du personnel hautement qualifi6. t6me on pout noter Ia possibilit6

d'avoir recours a plusiours reprises A 
une base dans le pays d'origine bien

Le moral-et par cons6quent la dotee du materiel de recherche 
qualite du travail-serait am6;ior6 si necessaire. En outre, on s'attend 6 ce 
certains des mecanismes profes- que des relations mutuellement av
sionnels courants dans le pays antageuses se nouent progressive-

Comme beaucoup d'experts d'assis- d'orgine pouvaient 6tre cr66s pour ment entre I'organisation du pays
tence technique n'ont pas d'emploi les experts qui se trouvent A 1'6t- h6te et celle qui so trouve dans le 
permanent dans leur pays, ilss'in- ranger, tels que la publication d'un paysdel'exp.rt. 
quletent souvent de l'insecurit6 de rapport d'expert sur un projet d'as
leur av.,nir. II existe des moyens qui sistance technique. De tels rapports
permettent d'y rem6dier et par con- pourraient egalement repr6senter Une equipe regionale d'experts
sequent do laisser I'expert se con- une importante contribution scien- travaillant a plusleurs projets dans 
sacrer entibrement A son travail, II tlfique ou & la litt6rature du d6velop- des pays volsins seralt encore une 
seralt bon, par exemple, que ce der- pement, autre possibilit6 pour 6viter que des
nler solt Inform6 en cours de contrat, experts restent 6 long terme en un 
et non A la fin, de ses chances de seul endrolt, si I'on suppose qu'il
nouvelles missions. II serait aussi Une autre m6thode destin6e A existe au pr6alable une planification
bon d'offrir aux experts des contrats am6liorer l'utilisation des experts r6gionale de I'assistance technique.
6 long terme, plut6t que des contrats d'assistance technique pourrait 6tre Dans des domaines tels que la 
A court terme suivis d'une s6rie de de changer le systeme actuel d'ex- g6ologe, les science3 forestieres et 
courts renouvellements (certaines perts A long terme pour adopter la la meteorologie, ilserait logique
organisations donatrices sont con- r6petition de missions a court terme, d'adopter une telle approche re
nues pour le faire). Un plan de re- syst~me clans lequel I'expert resterait glonale. 
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to deliver the service miust coordinato with t he practical knowledge for a particular country There-
Ministry that makes the promises A government fore, they should be published in whole or in part,
should not embark on a large operational expert either as monographs or as articles. Established 
(OPEX) system of di.ectly hiring rmany forteigner Western or international journals in the technical
unless it knows it can provide all the ameniltiS fields (such as it; agriculture, engineering,

eco!n o
through Publicaitions. M, y e' 	 ts meteorology. etc )should make a practice of pub-Recognition thog ulctos U xp( s 5hig the reF(sult; 	 Of overS(a pojct Some)( dop erfo rm va lua ble sc ie .tific 	 V th e res ;, of t( proChsl o r nals ,o r p ra c tica l wo rk b ut d o JHIQ 
not receive the ratifcatroris of i niotil crxeer At Vtil(J COUntries already have technical journals,
home. 'Their Morale would improve if ,oine of the mid others can b? it-mrouraged to -;tart then now. 
customary professional mACI y cod be Also. special new journals might he created which 
created for expros. For exmlile, many porso s wouild thedevoted to development problems in par
write reports of gre at lengt i and rig h quality , ticular technical fields 
they are merely duplicated, circulatod willmin I publicilior of pipet:; emna tiing frnr technical 
small group, and filed A few uLiverS~ti v conI racloni asse;tance projects bocie( common experts and 
encourage pLblICItia )II ifticulrlycounterparts might work more quickly and harby their stafs. in 
agriculture, but these authors are regular univer.SIty rriorniously. A team -tarting a project HIight learn 
staft members, not persons with Frersoxpert,; perlrio t experiencos Im others, possible nowaes 

Otherwise, pu blIcations resuting Itfrom pioject, are lays onfly itfit has a project mnaiger with extensive
usually written by ccunterparts. Sinc,:; footnoles 0 c-on facts in thu gtapevine Moreover, in looking ior 
acknowledgment or joint by-!ines are not custom- jobs in he future, the expert woUld have more than 
ary in many coontri.s, the contributions ol t-(ex- letters of recromnendat ion to show for his work on 
perts are not recorded. ' 1proeCt

Many reports are important contributions to sci Another important benefit of such 	professional 
ence, to development literature or 	to the stock of journals would be inducing experts to think more 

Resumen 	 favorable Se podria irtroducir un empleado en la agencra domestica

plan de pensiones el cual permitirfa en so pars natal Aunque la presencia
al experto acumular beneficios, aun- real del experto en on proyecto en el que cambre de trabajos Fir at. exterior puede ser corta las visitas 
mente, contratos de trabalo en el pueden se periodicas, p r Iotanto
pais natal podria desminuir in-	 su trabajo puede ser err bases con-Haciendo mejoruso de asistentes seguridades y proveer al mismo tinuas

tecnlcoaexperlos tiempo personas altamente 
calhIicad as 

Entre otras ventalas, talsistema,
rmuchas veces, proporcionaria laMoral-y por consiguiente ren- posibilidad de teneruna sede Lien

demiento-mejoraria si algunos de equipada con rnateriales necesarnosDesde oue mouchos de los expertos los beneficios profesionales acos- de investigaci6n. Se espera, ademas,tecnicos no tienen trabalo en casa. la tumbradas podrian ser creadas para 	 que una relacion beneficiosa mutuainsequridad sobre el future es una los expertos de ultranar, tal como la 	podria gradualmente crecer entre lapreocupaci6n comun. E×isten ma- pubhcacion de un reporte realizado organizacion antitriona y la agencianeras para aliviar estas in- por algun experto er un proecto de dornestica delexperto.seguridades yconsecuenternente las asistencia trcnica Tales reportesdistracciones del trabajo de on ex- pueden ser una conlribucion impor
perto. Ayudaria, por ejempl', si un tante a Iaciencia y a Ia literatura delexperto podria ser infcrmado 	 desarrollo Si la asistencia t6cnica esdurante el lapso de su contrato, y no planeada regionalmente, otra alteral final. que las posibilidrados de nativa para los expertos asignados atrabajo en el futuro son buenas. Si se largo plazo en un lugar sera unofreciera a los expertos contratos de Otra forina para mejorar el uso de equipo regional de expertoslargo plazo, en vez de contratos cor-	 la asistencia tecnica de los expertos trabajando en varies proyectos entos seguidos por una serie de 	 podrla ser el cambiar el sistema pre- pai-,es adyacentes. En tales campospequerias renovaciones (como se valeciente de expertos a largo plazo come geologlia, silvicultura ysabe que algunas aqencias por uno de periodos a corto plazo, meteorologia, este acercamienta redonadoras lo hacen), tambien seria por Iocual 	el experto permaneceria gional seria lo I6gico. 
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about development ir general At present they tend projects mix the two types of experts. In somc 

to think about their specific jobs The country rep- countries, such ,sColombia, there is a shift toward 

resentatives of the donors may dlscuss the country projects consisting predomir' intly or entirely of 

program with experts, but neither seem to discuss short-term experts.)' The only full-timer is an admin

systematically arid at length how development is istrator in the office of the aid mission who handles 

achieved, what pitfalls to avoid, orrd how the work se ,eral projects. He is not a subject-.matter 

of a project or of the donor's country program specialist located in the host organization. 

might be helping (or hindering) developrriernt in a Most short-term arrangements Lip tO now have 

particular society. enjoyed dubious reputations The short-term expert 

Such journals should be read by both counter- is said to know little about the country and 'ts prob

parts and host country executives, who could con- lems before his arrival, he is overworked and 

tribute articles as well. Besides widening the rushed during his assignment, he spends much of 

perspectives of the experts and their managers, his time in the country writing his report rather than 

such journals could become vehicles of communi- deepening his understanding, and he never comes 

cation and debate between donors and hosts about back. Many recommendation, by short-termers are 

the meaning and administration of development forgotten because they have not had time to build 

Another possible way to foster a career system influential relations with persons in the host or 

for experts might be through newsletters with per- donor organizations. 

sonal items. The United Nations Secretariat, several Nevertheless, it is possible to orgar. , very effec-

UN specialized agencies, and many foreign offices tive long-term relationships with the same short

of governments have such newsletters for their 	 term expert. Although his physical presence would 

be short. it would be recurring, and his work wouldadministrative and diplomatic personnel, and these 

are valuable mechanisms for creating an espnrt de therefore be continuous. In fact, technical assis

corps. Bu news of the experts and of their work t nce in certain fields might be conducted even 

usually is not included. Most experts ha' a iad more effectively this way, provided the host country 

enough overseas assignments to be curious about has skilled and energetic personnel to continue the 

events elsewhere and about the whereabouts of work when the expert is absent. Examples are 

geological exploration and many types of agriculacquaintances. Such newsletters mighl also in-

clude news and debates about the professional tural work 

problems of experts.2 A Hypothetical Arrangement. Assume that a 

country wishes to explore for coal and needs ad

vice from the best available expert. The geological 

Possible Alternatives to the service of a donor might be willing to second him 

Full-Time Long-Term Expert 	 for a short time, but it would be unwilling to lose 

long time, he would refuse to step out of
The usual model of technical assistance is to as- him for a 

least two years tne career stream at home, he would not enjoy
sign an expert to one post for at 

working on subjects more elementary thanwithout interruption. This procedure has elicited his 

tasks at home, and (as often happens in very tech
several complaints, particularly (but not exclu-

sively) in the developing countries with higher in- nical fields) he and his wife might not adapt well to 

foreign society. Hovever, being
comes and plenty of skilled personnel. For in- prolonged life in a 

that they require sophisti- invited by another country is flattering, and a 
stance, hosts often say 

short-term sojourn in a new physical environment
cated advice, but that ine ablest experts remain in 


are might be interesting.
their normal jobs in developed countries and 

unwilling to take long sojourns in less technically Experts learn little about a project and a country 

leaving home, and probably the regular
advanced places. Another complaint is that having 	 before 

short-term expert will be no different. But his
affluent and authoritative foreigners around all the 


time in an organization seems an invasion of pri

vacy and a distracting obligation.
 

Recurring Short-Term Experts. Would the use of 2That such outlets would draw attention is confirmed by the 

short-term experts offer an effective alternative to many letters that follow controversial articles in Focus: Techni

of long-term experts? Many cal Cooperationthe prevailing system 3The following paragraphs were inspired by my conversation 
with Maurice Brock. USAID. Chief of Party of the Mineral Re
sources Survey in Colombia. I have since discovered that the 
idea was anticipated by K P. Dalal and N. Pattabhi Raman, "A 

WILLIAM A. GLASER is Senior Research Associate New Approach to Technical Assistance: Periodic Short-Term 

for the Bureau of Applied Social Research, Colum- Assignment of Experts."Focus: Techaical Cooperation. 1972/4, 
pp 12-13.bia University, and consultant to UNITAR. 
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schedule is organized to overcome such a problem. 
His first visit will acquaint him with the situation 
and what is needed. At this point, the long-termer 
usually finds that he left at home considerable in-
formation (such as books) that he really nr;eds 
overseas, that local soorces lack the informnaion, 
and that requests throuCh channels take time 'Ind 
sometimes are answerea erroneously. But the re-
current short--termer soon goes back to a well-
stocked home base. He can then mail the tissing 
materials or bring them on his next visit. To answer 
questions arising from the project, he can consult 
his library, files, or colleagues. He can write letters 
asking for information more efficiently at his home 
base than from overseas. If the draft of an explora-
tion plan is developec during his first visit to the 
project, he can then obtain his colleagues' opinions 
while at home. 

His subseauent visits will take one or two months 
a piece, during which he will review the work done 
in his absence. Moreover, he will participate in big 
decisions, such as whether to explore in new 
places, and look over plans for the period until his 
next visit, such Zas the drilling schedule, 

When such projects yield materials that must be 
tested, the expert's home organization often has 
better facilities then the host. Usually the team of 
long-term experts must do all testing in the 
laboratories that they or others have set up in thehostcoutry.Theshor-tem exertfroma wll-h o st co u n try . Th e s h o rt- te rm e x p ert fro m a we ll-

equipped home base can send or carry such material bak tohishomlab Beaus thi sytem
rials back to his homne lab, Because this systemn
builds a relationship between the host's organiza-
tion and the uhort-term epr' rgait 
the staff at the experts lab. 

ithe e thlemsstffa cplanni'g lbhis 

tance work shou;i be part of his full schedule and 
not 'moonlighting' (which invites financial abuses, 
neglect of some part of his full-time work, and re
criminations). In this way, regular short-term ex
ports can become strongly committed to their proj
ects overseas. Furthermore, they may seek addi
tional help in their home countries, an effort which 
is easier for short-tormers since they are usually 
better connected in their fields than are the long
tern experts. 

The regular short-term expert's home organiza
tion may also profit from such a relationship. For 
example, in some fields-such as geology, 
meteorology, plant and animal quarantine, and 
several otner agricultural fields--the overseas proj
oct provides valuable information or field practice 
that the developed country's organization could 
not obtain at home. Therefore, it niay be motivated 
to hel with backup services and, if the regular 
short-termer drops out, with a replacement. 

So far, we know very little about short-term ex
perts in technical assistance, since nearly all re
search has concentrated on long-termers. In order 
to make arrangements for future -acurring short
term experts, studies should be conducted on any 
such cases existing now. 
Regional Teams. Another alternative to the full
time, long-term expert assigned to one place would 
te onerm expert assig one placobe one or more experts working on several projects
inin adjacent countries.4 This p e u p s s , ofa j c t c o t r e .' T s presupposes, f 

course, that technical assistance has been planned 
regionally instead of entirely by country, with com
parable projects existing in several places. In cer
fain fields-such as geology, forestry, wildlife con
servation, and meteorology--development prob

are by their nature regional and logically 
With proper planning of his time, the short-termtogether, with one group of ex

expert can establish the right priorities between his 
regular job and the technical assistance assign-
ment. He will then take the right number of trips on 
a schedule that will meet the needs of the de\ elop-
ing country and that will not harm his regular er
ployers At homne his continuing technical assis-

'For suggesting th,S 'Sea. 3rn ,Indeutrdto .Jonn Blower, Project 
Manager and Wildife ,Managernent Advisor. Natonal Parks ino 

Wildlife Conservation in Ntpaj Projects Food and Agriculture 
Organization The UN s past experience with regional experts is 

summarized in Yonari Alexander. InternationalTechical Assis-
tance Experts (New York. Frederick A. Praeger, 1966), pp. 71-74. 

ports workinj with the counterparts itn all the proj
ects. Discoveries in one place can then be more 
ects l applied to o ers. 
readilyThe applied(orto others. expert) would not beteam individual 

bae p rm n tl ino e rjca dth rperiodic absences would perhaps make their coun

terparts' hearts grow fonder. The counterparts 
would have to be motivated to recall the experts
wh n they had something to demonstrate. Such an 

arrangement would, of course, require an adroit 
project manager, who would keep reminding the 
hosts of the team's existence and value. 0 El E1 
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1967 
On 	 Theoretical Sociology: Five lssays, Old and New by Robert K. Merton, New York: 

'[lii Free Press. 
ihe Poor Pay lors h, I)avid (Caplovitz, New York: 'lh( Free Press. Paperback edition 

with lir*% intrllthirto .' 
lfies of Sociology iuliled li hPaul I. ILazarsfelil, William II. Sewell. and Iharold L. Wilnskv, 

N w York: l cHoi<,,k . Il(. 
Social Scioc,, Ihiln Irclirj''l x in tli Uniled States, 1967 (a diricl~rx ) ci'it.d I, \\illiaimi 

.,l(;-.ar. iwi 

I r'ritla Viti-bur.,i.)
 

\, ' ,irk: 'Ii 'imni ,f44 ",Gi n iv a, \rvjDa'ta. (( il.iil 11w at 

,11rercauo I ,,,rl on ,i,.t ,.'vi't ,tl ip\, ii.r , Flid.r. \,,\ ) ,r : 'lh,. I rii\vrilv 4r 

ih 	 (han'glng I10 f limri,'in .'"c'Pinr+ h\ Irai.'t u.Iil,,rmim and )avidI Lrmilau, 

1966
 
Latuv'er.,' It/hi. I .'K ri m \v
, of /ho ) orl: ( itrln liv .ri' ii. II,. :arlin. \f-% ork: 

'lhdii(1l In orytii IIu Ihfj',.jin .' roulu l. JN... (;i,'IIAua I'llimu Katz an.d Ili-rh rt 
\hi .r l ul i .. lliali.i I~uli-- \hrrill Ciilnji aI%.. 
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.Sheiltirifi Iored lont~lot of thi I)t/hiio: Il Iufinttimi Si h\ \\iIlim A.*tiokhoilhi jIiv'I \rhit-trii'!irI,ii.-tsrI-,'u (."s, ', i-li I.il,,u \I:ir.,.t Iiiurul 
(;la.ur. 

. 
To 	Comfort andi t Vr/i'h,n.,,: I lMloim of m, ( ,l ,loooraiv (. r/h b',. .lirl,. Y.

;h>,.l,. 1:iitI; Wni I I 1;iI: i ij . r\,r-ilt Ii', 1( iifinrru 

A SELECTION OF RECENT ARTICLES
 
(Uniess otherws,e iridicatej inl( ro s of rt)tifnts atr, fri., dj tioljlj copieS 
are 25d each. 
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