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T h i s  d r a f t  s t r a t e g y  paper  r e p r e s e n t s  t h e  c o l l e c t i v e  t h i n k i n g  of 
numerous i n d i v i d u a l s  and g roups  concerned  w i t h  i s s u e s  of management 
development and t r a i n i n g  i n  t h e  deve lop ing  World. W i t h i n  t h e  Agency f o r  
I n t e r n a t i o n a l  Development, t h e  O f f i c e  of R u r a l  Development and Development 
A d m i n i s t r a t i o n  e s t a b l i s h e d  t h e  'Ianagement Development Working Group and h a s  
p rov ided  c o n t i n u o u s  s u p p o r t ,  p a r t i c u l a r l y  Norm Nicho l son ,  Kenneth Kornher ,  and 
J i m  Lowenthal  . 

I n  i t s  p r e l i m i n a r y  d e l i b e r a t i o n s  t h e  Working Group b e n e f i t t e d  from 
t h e  o b s e r v a t i o n s  of R icha rd  Ryan of t h e  I n t e r n a t i o n a l  Development I n s t i t u t e  of  
I n d i a n a  U n i v e r s i t y  and by J e r r y  Drew of t h e  I n t e r n a t i o n a l  I n s t i t u t e  of P u b l i c  
Xanagement. They s t r u g g l e d  a l o n g  w i t h  members of t h e  c o r e  team i n  coming t o  
t e rms  w i t h  many of t h e  c e n t r a l  o r i e n t a t i o n s  of t h e  pape r .  

The working group wi shes  t o  e x p r e s s  i t s  g r a t i t u d e  f o r  t h e  i m p o r t a n t  
c o n t r i b u t i o n s  and on-going a s s i s t a n c e  of AID s e n i o r  s t a f f ,  s e c t o r  s p e c i a l i s t s ,  
and t e c h n i c a l  e x p e r t s  d u r i n g  t h e  t ime when t h e  i n i t i a l  i d e a s  were be ing  
f o r m u l a t e d  and d i s c u s s e d .  A  s p e c i a l  n o t e  of a p p r e c i a t i o n  goes  t o  t h e  many A I D  
p r o j e c t  o f f i c e r s  and h o s t  c o u n t r y  p r o j e c t  managers i ~ h o  took  t h e  t ime t o  
respond t o  t h e  Working Group's  Xanagement Inprovement Survey Q u e s t i o n n a i r e .  
The f i r s t - h a n d  i n f o r m a t i o n  g a t h e r e d  th rough  t h e s e  c h a n n e l s  a s s i s t e d  g r e a t l y  i n  
o u r  u n d e r s t a n d i n g  of f i e l d  needs ,  c o n s t r a i n t s ,  and f e a s i b l e  improvement 
approaches .  

Yany i n d i v i d u a l s  reviewed p o r t i o n s  of e a r l y  d r a f t s  of t h i s  p a p e r ,  
and t h e i r  s u g g e s t i o n s  were e s p e c i a l l y  h e l p f u l .  Our s p e c i a l  thanks  go t o  J a c k  
Xontgomery and Robert  K l i t g a a r d ,  Harvard U n i v e r s i t y ;  H i l t o n  Esman and Norman 
Uphof f ,  C o r n e l l  U n i v e r s i t y ;  David Kor t en ,  Ford Founda t ion ,  Yan i l a ;  N o r r i s  
Solomon, USDA Development P r o j e c t  >4anagement C e n t e r ;  P h i l i p  :,!organ, N a t i o n a l  
A s s o c i a t i o n  of Schoo l s  of P u b l i c  A f f a i r s  and A d m i n i s t r a t i o n ;  David Brown, 
U n i v e r s i t y  of  Tennessee ;  a l s o  t o  Richard  Ryan, R icha rd  Rober t s  and Abe 
W a l d s t e i n ,  a l l  of whom prov ided  d e t a i l e d  comnents  on  a n  e a r l i e r  v e r s i o n  of  
t h i s  pape r .  Comments by Rober t  F i r e s t i n e  and o t h e r  members of DS/RAD s t a f f  
have a l s o  been v e r y  h e l p f u l  i n  c l a r i f y i n g  key p o i n t s  i n  t h e  p r e s e n t a t i o n .  
Needless  t o  s a y ,  t h e s e  i n d i v i d u a l s  a r e  no t  r e s p o n s i b l e  f o r  d e f i c i e n c i e s  o r  
e r r o r s  which may remain .  

M o r r i s  Solomon of t h e  Development P r o j e c t  %nagement Cen te r  and 
P h i l i p  Ru t l edge  of  t h e  I n t e r n a t i o n a l  I n s t i t u t e  o f  P u b l i c  Xanagement bo th  
provided  c r i t i c a l  s u p p o r t  t o  t h e  LJorking Group. T h e i r  u n d e r s t a n d i n g  of t h e  
g o a l s  of t h e  group and t h e  n e t h o d s  adop ted  by t h e  group t o  produce  t h i s  pape r  
g r e a t l y  f a c i l i t a t e d  t h e  Working Group ' s p r o g r e s s .  

F i n a l l y ,  t h e  Working Group would l i k e  t o  e x p r e s s  s p e c l a l  t hanks  t o  
E i l e e n  Johnson ,  Faythe  Ca landra ,  Sharon Yow, B e t t y  H i r a b a y a s h i ,  and Denise  
Woods f o r  b e a r i n g  w i t h  u s  through numerous d r a f t s  o f  t h e  p a p e r .  T h e i r  
p e r s o n a l  d i s p l a y  of manage r i a l  competence i s  exceeded o n l y  by t h e i r  ~ a t i e n c e  
and good w i l l .  



FOREWORD 

It i s  c l e a r l y  e v i d e n t  t h a t  .UD i s  be ing  c a l l e d  upon t o  g i v e  g r e a t e r  a t t e n t i o n  
t o  how d e v e l o p n e n t  e f f o r t s  a r e  managed. T h i s  t r e n d  s h o u l d  n o t  be s u r p r i s i n g .  
A I D  p o l i c y  o b j e c t i v e s ,  r e f l e c t i n g  LDC p r i o r i t i e s ,  c o n t i n u e  t o  c a l l  f o r  complex 
p r o j e c t  r e s p o n s e s  which a r e  bo th  nanagement  i n t e n s i v e  and  c o n c e n t r a t e d  w i t h i n  
t h o s e  LDC s e c t o r s  which t r a d i t i o n a l l y  have d e m o n s t r a t e d  weak aanagenen t  
pe r fo rmance .  

S i n c e  1978 ,  D S / W  c o r e  s t a f f  and c o o p e r a t o r s  have  p rov ided  s u p p o r t  s e r v i c e s  
t o  m i s s i o n s ,  LDC and r e g i o n a l  o r g a n i z a t i o n s  t o  a d d r e s s  problems of management 
per formance .  These s e r v i c e s  have i n c l u d e d  t e c h n i c a l  a s s i s t a n c e  t o  problem 
a n a l y s i s ,  p r o j e c t  d e s i g n  and i m p l e m e n t a t i o n ,  e v a l u a t i o n ,  t r a i n i n g ,  r e s e a r c h ,  
and i n f o n a t i o n  d i s s e m i n a t i o n .  During t h i s  p e r i o d ,  c e n t r a l  fund ing  h a s  
a v e r a g e d  a p p r o x i m a t e l y  $1  m i l l i o n  a  y e a r ,  supplemented  by a n  i n c r e a s i n g  amount 
of  m i s s i o n  f u n d s .  

Based upon comments of Reg iona l  S u r e ~ c  and  : . A - - - . - 
- - - -  - L Z k  

much of t h e  work c a r r i e d  o u t  by DS/ft;D c o r e  s t a r :  ;., c o o p 2 r a ~ o r s  nas  been  
h i g h l y  r e s p o n s i v e  t o  : .Ussion needs  f o r  s h o r t - t e r n  a s s i s t a n c e  i n  nanagenen t  
deve lopnen t  and t r a i n i n g  and t h a t  t h i s  work h a s  made i ~ ? o r t a n t  c o n t r i b u t i o n s  
t o  t h e  Agency's  u n d e r s t a n d i n g  a b o u t  how t o  i n p r o v e  t h e  e f f e c t i v e n e s s  of LDC 
mnagernent  p e r f o r n a n c e  . S i n c e  J u n e  1980,  DS/UD s t a f f  s ? e c i a l i s t  s and 
c o n s u l t a n t s  responded t o  38 r e q u e s t s  f o r  f i e l d  s u p p o r t  i n  t h e  a r e a  of 
managenent and o r g a n i z a t i o n ,  w i t h  m i s s i o n s  a s su r i i ng  a  p r o p o r t i o n a t s l y  l a r g e r  
s h a r e  of t h e  c o s t s .  It i s  e x p e c t e d  t h a t  t h e  number and t y p e s  of s e r v i c e  
r e q u e s t s  w i l l  c o n t i n u e  t o  grow, p a r t i c u l a r l y  g i v e n  t h e  e x i s t e n c e  o f  40 new 
p r o j e c t  s t a r t s  i n  FY 8 1  - 82 which have a  major  f o c u s  o r  p r i n c i p a l  e l emen t  of 
nanagenen t  deve lopment  and t r a i n i n g .  

T h i s  p a p e r ,  p r e p a r e d  by DS/RAD w i t h  t h e  a s s i s t a n c e  of  s e v e r a l  c o n s u l t a n t s  who 
have d i r e c t l y  p a r t i c i p a t e d  i n  nanagement  f i e l d  s u p p o r t  o v e r  t h e  l a s t  t h r e e  
y e a r s ,  r e p r e s e n t s  p a r t  of a  s y s t e m a t i c  p r o c e s s  w i t h i n  DS/RXl t o  r e v i e w  A I D ' s  
p a s t  e x p e r i e n c e  i n  nanagement deve lopmen t ,  e x t r a c t  t h e  l e s s o n s  of t h a t  
e x p e r i e n c e ,  and f o r m u l a t e  g u i d e l i n e s  f o r  A I D ' S  f u t u r e  r o l e  i n  t h e  c o n t e x t  o f  
LDC r e q u i r e m e n t s  f o r  e x t e r n a l  s u p p o r t  and t e c h n i c a l  a s s i s t a n c e .  The pape r  
r e p r e s e n t s  t h e  f i r s t  comprehens ive  r ev i ew  of LDC manasement i s s u e s  s i n c e  t h e  
H a l l  Group a s s e s s n e n t  i n  1975.  Its ma jo r  p u r p o s e  i s  t o  p r o v i d e  g u i d e l i n e s  and  
r econmenda t ions  f o r  a  nanagement development  s t r a t e g y  whicn i s  bo th  s o n s i s E e n t  
w i t h  A I D ' s  p o l i c i e s  and r o l e ,  and r e s p o n s i v e  t o  managenent p r i o r i t i e s  w i t h i n  
LDCS 
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EXECLTIVE SUMMARY 

~Yanagement T r a i n i n g  and Development S t r a t e g y  S ta t emen t  

A review of t h e  developmenta l  p r o g r e s s  a c h i e v e d  d u r i n g  t n e  decade  of 
t h e  1 9 8 0 ' s  w i l l  c o n c l u s i v e l y  demons t ra t e  t h a t  t h e  n e x t  t e n  y e a r s  may be 
r e f e r r e d  t o  a s  t h e  Management Decade. The impor tance  of  improved management 
of s c a r c e  human and p h y s i c a l  r e s o u r c e s  i n  t h e  p u r s u i t  of developmenta l  
o b j e c t i v e s  i s  t h e  i n e s c a p a b l e  c o n c l u s i o n  impl i ed  by numerous AID p r o j e c t  
impact  e v a l u a t i o n s ,  donor o r g a n i z a t i o n  s e c t o r  a s s e s s m e n t s ,  management 
improvement i n i t i a t i v e s  under t aken  by t h e  World Bank, UNDP, ILO and FXO, 
feedback from AID p r o j e c t  o f f i c e r s  and h o s t  c o u n t r y  p r o j e c t  d i r e c t o r s ,  and A I D  
programming f o r  FY 8 1  and PY 82.  One of  t h e  fundamenta l  c h a l l e n g e s  t o  t h o s e  
i n t e r e s t e d  i n  s u p p o r t i n g  economic and s o c i a l  development i n  T h i r d  and Four th  
world c o u n t r i e s  is  overcoming t h e  gap i n  manager i a l  r e s o u r c e s  which now 
f r u s t r a t e s  t h e  a s p i r a t i o n s ' o f  a l a r g e  m a j o r i t y  of development p o l i c y  makers.  

The a t t a c h e d  paper  has  been developed by DS/EZAD t o  p rov ide  some 
gu idance  t o  t h e  Agency i n  a d d r e s s i n g  t h e  c r i t i c a l  i s s u e  of  LDC management 
improvement. I n  some r e s p e c t s ,  t h e  e a r l y  1 9 8 0 ' s  r e p r e s e n t s  t h e  end of a phase  
i n  AID'S s u p p o r t  of LDC management improvement. By 1983,  D S / W  funded 
p r o j e c t s  i n  t h e  a r e a s  of t h e  T r a i n i n g  of T r a i n e r s  i n  Management, t h e  
O r g a n i z a t i o n  and A d m i n i s t r a t i o n  of I n t e g r a t e d  R u r a l  Development, P r o j e c t  
Management E f f e c t i v e n e s s ,  and H e a l t h  Management Assessment w i l l  have 
t e rmina ted .  These p r o j e c t s  have g r a p p l e d  w i t h  approaches  and methods f o r  
improving t h e  p l ann ing ,  implemen ta t ion ,  and e v a l u a t i o n  of  developmenta l  
i n i t i a t i v e s .  D S / W  b e l i e v e s  t h a t  b e f o r e  p l ann ing  any new i n i t i a t i v e s ,  i t  i s  
i m p e r a t i v e  t o  review t h e  l e s s o n s  l e a r n e d  from AID-funded management 
improvement e f f o r t s .  The S t r a t e g y  S ta t emen t  a t t e m p t s  t o  broaden t h e  framework 
i n  which t h e  i s s u e s  of management improvement a r e  c o n s i d e r e d .  The S t r a t e g y  
Sta tement  b u i l d s  on this framework and,  g i v e n  t h e  t r e n d s , i n  t h e  deve lop ing  
world and a n  a s ses smen t  of p r i o r  A I D  e x p e r i e n c e ,  makes recommendations 
r e g a r d i n g  a n  approach t o  management improvement and t h e  i m p l i c a t i o n s  f o r  t h e  
a d o p t i o n  of such a n  approach by AD.  

The c h a r a c t e r i s t i c s  of t h e  c o n t e x t  i n  which AID and o t h e r  development 
a s s i s t a n c e  a g e n c i e s  a t t e m p t  t o  implement p o l i c y  a r e  w e l l  known t o  e x p e r i e n c e d  
f i e l d  p r o j e c t  o f f i c e r s .  Implementa t ion  e f f o r t s  a r e  plagued by s h o r t  f a l l s ,  
both q u a n t i t a t i v e  and q u a l i t a t i v e ,  i n  a n t i c i p a t e d  impac t ,  t h e  f a i l u r e  t o  
s u s t a i n  b e n e f i t s  a f t e r  t h e  t e r m i n a t i o n  of t e c h n i c a l  a s s i s t a n c e ,  d e l a y s  a t  a l l  
phases  of t h e  p r o j e c t  c y c l e ,  s low d i sbur semen t  r a t e s  due t o  l i m i t e d  a b s o r p t i v e  
c a p a c i t y ,  and poor a c c o u n t a b i l i t y  of funds .  I n  o u r  a t t e m p t s  t o  a d d r e s s  t h e s e  
f a c t o r s  i n  p r o j e c t  d e s i g n  o r  p r o j e c t  e v a l u a t i o n , .  t h e r e  i s  a  tendency t o  
confuse  t h e s e  c h a r a c t e r i s t i c s  w i t h  c a u s e s  of poor p o l i c y  implementa t ion .  The 
a n a l y s i s  p r e s e n t e d  i n  t h e  paper  r e v e a l s  t h a t  t h e s e  c h a r a c t e r i s t i c s  a r e  
r e p r e s e n t a t i v e  symptoms. The u n d e r l y i n g  c a u s e s  a s s o c i a t e d  w i t h  t h e s e  symptcns 
can  be d e s c r i b e d  as c o n t e x t u a l  and manager i a l .  



P o l i c y  implementa t ion f a i l u r e s  o c c u r ,  on t h e  one hand, because of t h e  
i n h e r e n t  c h a r a c t e r i s t i c s  of t h e  r u r a l  development s e c t o r .  Rural  development 
p r o j e c t s  a r e  d i f f i c u l t  t o  implement because ,  by d e f i n i t i o n  a l m o s t ,  they 
a t t empt  t o  change behav io r ,  a t t i t u d e s ,  and t h e  v a l u e  of c u l t u r a l  symbols of 
t h e  popu la t ion  group l e a s t  s u s c e p t i b l e  t o  change,  changing people i s  nore  
d i f f i c u l t  than  manipu la t ing  p h y s i c a l  r e s o u r c e s ,  b e n e f i c i a r y  groups  a r e  o f t e n  
d i s p e r s e d ,  economical ly  d i sadvan taged ,  and weakly o rgan ized ,  the  technology of 
s o c i a l  change i s  nonrou t ine  and u n p r e d i c t a b l e ,  and t h e  t a s k  s t r u c t u r e  r e q u i r e s  
unaccustomed c o o r d i n a t i o n .  I n  a d d i t i o n ,  t h e  environment of r u r a l  development 
p r o j e c t s  i s  c h a r a c t e r i z e d  by r e s o u r c e  s c a r c i t y ,  o v e r - c e n t r a l i z e d  
a d m i n i s t r a t i v e  systems i n c a p a b l e  of responding t o  d i v e r s e  l o c a l  needs ,  
complexi ty  i n  donor requ i rements ,  p o l i c y  frameworks which do not  always 
suppor t  the  g o a l s  of development a s s i s t a n c e ,  and extreme s e n s i t i v i t y  t o  
e x t e r n a l  economic c o n d i t i o n s .  

The second under ly ing  cause  f o r  poor p o l i c y  implementa t ion can be 
d e s c r i b e d  a s  a  l a c k  of adequa te  manager ia l  r e s o u r c e s  which i s  both independent  
of t h e  c o n t e x t u a l  f a c t o r s  and a l s o  i n t e r a c t i v e  wi th  those  f a c t o r s .  For 
example, t h e  implementa t ion of  a n  i n t e g r a t e d  r u r a l  development p r o j e c t  
r e q u i r e s  t h a t  s e r v i c e  c o o r d i n a t o r s  a t  the  lowest  a d m i n i s t r a t i v e  l e v e l ,  
f r e q u e n t l y  county  o r  d i s t r i c t  a g e n t s ,  p o s s e s s  c e r t a i n  b a s i c  manager ia l  s k i l l s  
f o r  p lanning and implementing f a i r l y  s imple  workplans.  Exper ience  
demons t ra tes  t h a t  t h e s e  b a s i c  manager ia l  s k i l l s  a r e  normal ly  n o t  widely  
d i s t r i b u t e d  among a d m i n i s t r a t o r s  a t  t h a t  l e v e l .  On t h e  o t h e r  hand, t h e  work 
of a d m i n i s t r a t o r s  a t  t h e  lowest  l e v e l  i s  c e r t a i n l y  c o n d i t i o n e d  by t h e  n a t u r e  
of t h e  t a s k ,  by t h e  suppor t  of h igher  eche lons ,  and by e x t e r n a l  f a c t o r s  - 
world commodity p r i c e s  o r  drought  - over  which he has  no c o n t r o l .  

Obviously,  g i v i n g  g r e a t e r  a t t e n t i o n  t o  management development w i l l  
no t  a d d r e s s  a l l  of t h e  c a u s a l  f a c t o r s  under ly ing  poor impmlementation. It 
w i l l  a d d r e s s  d i r e c t l y ,  t h e  paper con tends ,  weak implementa t ion which i s  a 
f u n c t i o n  of l i m i t e d  manager ia l  r e s o u r c e s .  It w i l l  a l s o  have e i t h e r  a  d i r e c t  
o r  i n d i r e c t  impact on some of t h e  c o n t e x t u a l  f a c t o r s  which e f f e c t  - 
implementation.  I n  o r d e r  t o  c l a r i f y  t h e  n a t u r e  of t h e  i n t e r a c t i o n  between 
management development and implementa t ion,  t h e  paper a t t e m p t s  t o  broaden t h e  
d e f i n i t i o n  of management development. F i r s t ,  management i s  d e f i n e d  a s  t h e  
i n s t r u m e n t a l i t v  bv which a v a i l a b l e  r e s o u r c e s  a r e  o rgan ized  and c o o r d i n a t s d  t o  ~ - - -  - -. . - - 
ach ievs  the  agreed upon development o b j e c t i v e s  . From t h i s  p e r s p e c t i v e ,  
management i n c l u d e s  n o t  on ly  t h e  behavior  of i n d i v i d u a l s  i n  manager ia l  
p o s i t i o n s ,  but a l s o  t h e  ~ o n f i ~ u a r a t i o n  of t h o s e  p o s i t i o n s  which p e r n i t s  g o a l  
o r i e n t e d  r e s o u r c e s  f lows ( t h i s  l a t t e r  concept  i s  u s u a l l y  r e f e r r e d  t o  a s  
s t r u c t u r e ) .  Another d i s t i n c t i o n  i n  t h i s  d e f i n i t i o n  i s  t h a t  i t  emphasizes 
o r g a n i z a t i o n a l  performance and t h e  accomplishment of development r e s u l t s ,  
r a t h e r  than  t h e  maintenance and f u n c t i o n i n g  of a n  a d m i n i s t r a t i v e  e n t i t y .  



Given t h i s  pe:sps:tive, zanaz2xen: developnen:  is a  auch  b r o a d e r  
concs?c  t h a n  i s  u s u a l l y  u n d e r s t o o d  by che u s e  of t h i s  i?ra Ln ;\I;. r r evFev  
of t h e  c o n a e n t s  Sy a o r e  t h a n  45 A I D  f i e l d  o f f i c e r s  and  ?,ost c c u n t r y  ~ r o j e c t  
s a n a g e r s  r e v e a l e d  a  d i s t i n c t  p r e f e r e n c e  f o r  v a r i o u s  ry?ss of nanagenen t  
development  r s s p o n s e s  t o  t h e  i m p l e n e n t a t i o n  f a i l u r e s  3 2 i n g  e :<?s r i enced .  S i n c e  
o u r  d e f i n i t i o n  of a a n a g e n e z t  i n c l u d e s  s p e c i f i c  knowledgs  and s k i l l s  of  t h e  
i n d i v i d u a l s  2nd :he s t r n c t u r s s  and  s y s t e n s  i n  wllich t h o s s  s k i l l s  z r e  u t i l i z e d ,  
s a n a g e n e n t  2 e v s l o p n e n t  as a c o n c e p t  a u s t  i c c l u d e  n o r ?  t h a n  t k  x t i o n  3f 
t r a i n i n g .  T r a i n i n g ,  i n  t h e  absence  of  a g r e e d  npon : s z l s ,  27?ro?r ia :=  
s t r u c t u r e ,  w e l l - d e s i b q e d  s y s t e a s ,  a d  1in:kages t o  i z p o r t a n t  r s s o u r c e  p r o v i d e r s  
b o t h  h i e r a r c h i c a l l y  above  and below t h e  i s p l e n e n t i n s  o r s ; n i z a t i o n ,  u i i l  bs  
i n e f f e c t i v e .  Xanagernen: development  c o n s i s t s  of  i a : ? r - r s l a t e d  ss:s o f  

. . a c t i v i t i e s  ( s r o c e s s  c o n s u l c a t i o n ,  t r a i n i n g ,  p r o 5 l m  s ~ l v l a g ,  s;:sceas shaa , se  
and a c t i o n  r s s s a r c h )  v h i c 5  upgrade  t h e  p e r f a n a r ~ c e  ,2f  ; e n z r l ~  z a x g s n e n t  
f u n c t i 3 n s  w i t h i n  z n  i n s t i t u t i o n  t g  tfle l e v e l  r z q u i r e d  t o  zchievo,  ?a l ic ; r  
o b j e c t i v e s .  

An a s s s s s a e n t  of a  wide  r a n g e  of x a z a g e c e n t  b 2 v e i o ? z s n t  inl:iz:l-ss, 
u n d e r t a k e n  both  by A13 and o t h e r  d e v e l o p n s n t  a s s i s t a n c e  a g e n c i z s ,  ? o i ~ ; t s  . . toward a n  e n e r s i n g  n o d e l  of coab ined  aanz;?nent  i a ? r a v e z e n t  - - 

*?c&L?L;ze!3. L A  

t h i s  ? a p e r ,  w e  have  r e f e r r e d  t o  t h i s  a o d ? l  a s  a  "Pe-= - o r = ? a n c s  ; ip?r~ac:! ."  A 
P e r f  o m a n c e  -1pproach i s  c h a r a c t e r i z e d  by: .. 

0 t h e  u s e  of  p r o c e s s  consu1:z t ion  t o  d e f i n e  in a  c s l l abo rnc i . : e  w C e  
t h e  s p s c i f i c  o p p o r t u n i t i z s  a d  o b s : z c l t s  : 2  :a ~rz;:.L;s:lo?'s 
s u c c e s s f u l  p e r f a n a n c ? ;  

0 a long-terrr! and c o n t i n u i n g  f s c u s  on i a? l sc , en tLng  o r ~ a d z a t - l o : i =  dzci 
o r g a n i z a t i o n a l  g o a l s  a s  t h e  2 r i o r i t y  d o n a i l  ~5 zssLs:ar!cs; 

acknowledgnent  t h a t  a l l  p u r p o s i v e  s r s a n i z a i i o n s  l u s t  ; r e f> rz .  
e f f e c t i v e l y  c e r t a i n  c r i t L c z 1  o r g a z i z i n g ,  x o 3 i l i z i n g ,  2 2 2 7 t t 2 -  3 J 

f u n c t i o n s  t n c l u d i n g  objec: ive s e t t i n g ,  r o l e  d e f i n i t i o n ,  ~ n i  
s y s t e n s  d e v e l o p n e n t ;  

. . 
c o l l a b o r a t i v e  d e s i z n  o f  approact?es which c a n  s e i z e  ~ 3 ? o x - ~ ; i ; c i * s  
o r  remove p e r f o m a n c e - r e l a t e d  o b s t a c l e s  5y es:?r?al  ~ r ; a . : s a t i > ?  
c o n s u l t a n t s ,  f o c a l  o r g a n i z a t i o n a l  d e c i s i a n - z a k e r s ,  and 
d e c i s i o n - a a k e r s  La o r g a n i z a t i o n s  i n t e r d s ? ? n d e n t  v i t h  :hs Poca l  
o r g a n i z a t i o n ;  

d e s i g n  of a 2 p r o a c h e s  :;hich i n c l u d e  ad j u s c z e n t  i i n  o r g a n i  zsti 3:. 
st..,,-- ,, , ~ - u r e ,  creation c r  -.olif i . z a t l o n  of ~ r?z - .L  z z t i g a  ;:;sS?3s 

, .  . . - .  - - - - -+- :  ( f i n a . c L = l ,  l o ; i s t i = s ,  si?,ea..l?-:~z, 3?.d i?iiir?dt i j 2 )  , 2 ~ ; 3 : . ; ~ 3  .....-..- 
3f 3 3  act:>? r e s 2 s r c h  fza2k;:k ; y s t e s ,  2z-j : r a i -<ng  lir-c:l-. 
r z l l t + : j  5.3 152 - 3351:s 9: ~ 3 . 2  . ~ r ~ z n i z = : i 3 : ; ;  
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i n c o r p o r a t i o n  o f  c u l t u r a l ,  s e c t o r a l ,  and t e c h n o l o g i c a l  f a c t o r s  
i n t o  che d e s i g n  of  a l i  management improvenent  e f f o r t s ;  

o r g a n i z a t i o n  change  e f f o r t s  which c u t  v e r t i c a l l y  t h r o u g h o u t  t h e  
o r g a n i z a t i o n ,  i n c l u d i n g  p a r t i c i p a t i o n  by d e c i s i o n  n a k s r s  a t  
s e n i o r ,  midd le  and  low l e v e l s ;  

o r g a n i z a t i o n  change  e f f o r t s  which f o c u s  on t h e  a c t u a l  work o f  :ne 
o r g a n i z a t i o n ;  t r a i e n z ,  vhen i t  o c c u r s ,  i s  t a s k - b a s a d ,  
g o a l - o r i e n t e d ,  and ~ l z i e - s a v i n g  ; 

i n c l u s i o n  i n  t h e  changs  a f f o r t  o f  i n t e r - d i s c i p l i n a r y  s p e c i a l i s t  
teams ; 

a commitment t o  t h e  development  of changed management r o l a s  w i z h i n  
t h e  f o c a l  o r g a n i z a t i o n .  

The pape r  p r e s e n t s  a  b r i e f  d e s c r i p t i o n  of  s u c c e s s  s t o r i e s  i n  which t h e  
a p p l i c a t i o n  of a p e r f o r n a n c e - t y p e  approach  h a s  l e d  t o  c o n c r e t e  i a p r o v e m e n t s  i n  
o r g e n i z a t i o n  pe r fo rmance .  S p e c i f i c a l l y ,  i t  p o i n t s  t o  X i 3  and o t h e r  donor  
s p o n s o r e d  e f f o r t s  i n  T a n z a n i a ,  I n d o n e s i a ,  Guyana, ? h i l < p ? i n e s ,  Gha2a,  Egypt  
and Zanbia  as examples  where t h e  approach  h a s  been  t r i e d ,  and where t h e  
i n i t i a l  r e s u l t s  a r e  f a v o r a b l e .  

While t h e  2 a p e r  s t r o n s l j .  a d v o c a t e s  a  ? e r f o r = a n c s  a s p r o a s h ,  i t  d c e s  
no t  i n p l y  t h a t  a p e r f o r z a n c a  approach  i s  t h e  o n l y  z e a n s  f o r  a d d r e s s i n g  
p r o b l a n s  of  xanagenen t  i s p r o v e n e n t .  To i  e sample ,  i t  i s  e s ? e c t e d  ::?a: LS;\:rJ1s 
xi11 c o n t i n u e  t o  d e s i g n  i n t o  p r o j e c t s  L o n ? - t e n ,  Y e s . - b a s e d ,  p a r t i c i ~ a n t  
t r a i n i n g  and s h o r t - t e r a ,  z u l t l - s e c t o r s 1  o r  ~ u l t i - o r s s n l z a t i o n a l  i n - c o u n t r y  
n a n a g e z e n t  t r a i n i n g .  L o n g - t e n  development  o f  managener-t ; u?por t  i n s t i t u t i o n s  
and of a g g r e g a t e  human r e s o u r c e  b a s e s  a r e  v a l i d  and v i t a l  rieeds i n  nany  
c o u n t r i e s .  Uhat t h e  p a p e r  a t : t a p t s  t o  d e m o n s t r a t e  i s  t h a t ,  v h i l e  :here i s  a 
d e f i n i t e  r o l e  f o r  t h e s e  t y ? e  of i n t e r v e n t i o n s ,  t h e  ? a y o f f s  from t h e n  i s  
l i n i t e d  u n l e s s  t h e y  a r e  i a p l e n e n t e d  i n  tandem u i t h  a n  o r z a n i z a t i o n - b a s e c ,  
p e r f o z a n c e  a p p r o a c h .  

!hat the  pape r  s u g g e s t s ,  t h e n ,  i s  c o t  a  r a d i c a l  s h i f t  in :;hat AID h a s  
s u p p o r t e d  i n  p a s t  nanagement development  i n i t i a t i v e s .  I t  d o e s  Imply ,  however ,  
t h a t  "do ing  b u s i n e s s  as u s u a l "  v i l l  n o t  have a  s u f f i c i a n t  s h o r t - t e r z  :=pact on 
t h e  a b i l i t y  of  LDC z o v e r m e n t s  t o  i a p r o v e  i n p l e a e n t a t i o n  of r u r a l  development  
2 r o g r a n s .  S a t h e r  t h a n  d i s p e r s i n g  r e s o u r c e s  devo t=d  t o  x a n a g e a e n t  i n p r o v e n e n t  
among a n m b e r  of i n t e r v e n t L o n  t e c h n i q u e s ,  a a n y  of  which have been proven - - i r i e r i e c t i v e ,  t h e  ? a ? e r  a r z u e s  t k a t  A T 3  x u s t  c a n c e n t r a t e  i t s  n a n a z e c e n t  . .  . 
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X a o r e  a g g r e s s i v e  r o l e  i n  promot ing  LDC management improvement would 
be based on: 

n o r e  s y s t e n a t i c  c o n s i d e r a t i o n  of management d e v e l o p n e n t  i s s u e s  i n  
t h e  p r e p a r a t i o n  of CDSS's, p r o j e c t  development  documents (?ID'S  
and P P ' s ) ,  and s e c t o r  a s s e s s m e n t s ;  

r c o n s i d e r a t i o n  of management d e v e l o p n e n t  i s s u e s  i n  t h e  p l a n n i n g  of 
any  p r o f e s s i o n a l  development a c t i v i t i e s  f o r  B I D  d i r e c t - h i r e  s t a f f ;  

i n c r e a s e d  e f f o r t s  t o  l i n k  r e g i o n a l  and n a t i o n a l  managenent  
e d u c a t i o n a l  i n s t i t u t i o n s  t o  p r o j e c t - r e l a t e d ,  management 
i n p r o v e 3 e n t  e f f o r t s ;  

i n c r e a s e d  e f f o r t s  t o  c o n s o l i d a t e  l e s s o n s  l e a r n e d  and t o  s v a l u a t e  
on-going e x ~ e r i e n c e s  i n  LDC managemsnt improvement;  

t h e  e s t a b l i s h n e n t  of ne tworks  f o r  t h e  exchange of i n n o v a t i v e  
e x p e r i e n c e s  i n  t h e  f i e l d  of  nanagement deve lopment ,  o f  management 
development  z a t e r i a l s  and t e c h n i q u e s ,  and r e s u l t s  of  a p p l i e d  
r e s e a r c h  ; 

a encour22e-ent  of  U.S. i n s t i t u t i o n s  t o  d e v e l o p  t h e i r  own r e s o u r c e s  
f o r  s u ? p o r t i n s  p e r f o m a n c e - b a s e d ,  a a n a g e n e n t  i n p r o v e n e n t  
a p p r o a c h e s  ; 

i n c r e a s e d  e f f o r t s  t o  d i s s e m i n a t e  " t h e  s t a t e  of t h e  a r t "  i n  LDC 
management i n p r o v e ~ e n t ;  c u r r e n t l y ,  we have l e a r n e d  f a r  n o r 2  i n  
t h i s  a r e a  t h a n  ve  have  been a b l s  t o  put  i n t o  p r a c t i i s ;  

r r e s t r u c t u r i n g  of  i n c e n t i v e s  w i t h i n  t h e  Agency t o  reward  s u c c e s s f u l  
i n p l e n e n t a t i o n  and t he  d e v e l o p n e n t  of e ! f i f e c t i v e ,  
p e r f o m a n c e - ~ r i e n t e d  o r g a n i z a t i o n s .  

r s u p p o r t  f o r  m i s s i o n s  which wish t o  d e v e l o p  Dore e f f e c t i v e ,  
p e r f o r m a n c e - o r i e n t e d  o r g a n i z a t i o n s .  

The changes  recommended a r e  ones  of d e g r e e ,  s c o p e ,  and s u b s t a n c e .  The Agency 
s h o u l d  c o n t i n u e  s u p p o r t i n g  management development  i n t i t i a t i v e s  which hzve 
a r o v e n  e f f e c t i v e ,  i t  must p r o g r e s s i v e l y  narrow t h e  r a n g e  of  i n t e r v e n t i o n s  t o  
t h o s e  which a r e  n o s t  d i r e c t l y  r e l a t e d  t o  o r g a n i z a t i o n - b a s e d  p e r f o r n a a c e  and t o  
t h e  c r e a t i o n  of i n s t i t u t i o n a l  c a p a b i l i t y ,  and i t  must s e r i o u i s l y  c o n s i d e r  t h e  
changes  % n  i t s  o!m s t r u c t u r e  and p r o c e s s  v h i c h  c o u l d  f a c i l i t a t e  t h e  
d e v s l o ? a e n t  of e i E e c  Live t3C ~ n a g s r i a l  b e h a v i o r .  

!.lhils t h i s  ? a p e r  has 2 e l i b e r a ~ e l y  a v o i d e d  any rscorraendacions  
reoar?L:.g 3 s k a r p  : x c r ses?s  I?. tyke l e * ~ e l  a f  r s s o u r c e s  r 2 ~ c i r e d  :o a d o ? t  a nor2 
a g g r s s s i - ~ e  i p p r x ' c : ? ,  I t  d o e s  La?ly  c h a t  :he .I.sency z~Xs  i x ? o r t a a t  d e c i s i 3 r . s  



r e g a r d i n g  t h e  l e v e l s  and d i r e c t i o n s  o f  r e s o u r c e s  a l l o c a t e d  t o  a c h i e v i n g  
s i g n i f i c a n t  improvements i n  LDC nanagement pe r fo rmance .  I n  s o n e  c a s e s ,  A I D  i s  
o v e r s p e n d i n g  i n  t h i s  a r e a ,  r e l a t i v e  t o  t h e  b e n e f i t s  a c h i e v e d  by many p r e v i o u s  . . 

management development  e f f o r t s .  On t h e  o t h e r  hand ,  t h e  bu rgeon ing  demand f o r  
f i e l d  s u p p o r t  i n  t h i s  a r e a  s u g g e s t s  t h a t  t h e  d e c l i n i n g  l e v e l  o f  c e n t r a l  
r e s o u r c e s  i s  i n a d e q u a t e  t o  r e s ~ o n d  t o  a  ~ e r f o m a n c e - b a s e d  a ~ ~ r o a c h  t o  

I n  t h e  p a s t  t w e l v e  months,  D S / W  o r g a a i z a t i o n  and nanasement  
s p e c i a l i s t s  r e sponded  t o  t h i r t y - e i g h t  d i f f e r e n t  r e q u e s t s  f o r  f i e l d  s e r v i c e s ,  
much of which was p a i d  f o r  by m i s s i o n  noney.  .in e v e n  g r e a t e r  volume of f i e l d  
s u p p o r t  taslcs were hand led  by Reg iona l  3u reau  human r e s o u r c e s  and  o t h e r  
s t a f f .  Xesource  d e c i s i o n s  w i l l  be based ,  i n  p a r t ,  on t h e  e x t e n t  t o  which a  
c o n s e n s u s  i s  b u i l t  w i t h i n  t h e  Agency r e g a r d i n g  a p p r o a c h e s  t o  t h e  m a n a g e r i a l  
r e s o u r c e s  gap .  J o i n t - v e n t u r i n g  and m i s s i o n  add-ons ,  r e s o u r c e  m o b i l i z a t i o n  
s t r a t e g i e s  a l r e a d y  i n  u s e ,  and  o t h e r  c r e a t i v e  f i n a n c i n g  t e c h n i q u e s  w i l l  be 
r e q u i r e d ,  g i v e n  t h e  l e a n  b u d g e t s  f o r  : . l iss ions and AID/:J  a l i k e .  

A  r e c e n t  workshop s p o n s o r e d  by D S / W  on  t h e  e v o l v i n g  t e c h n o l o g i e s  o f  
p r o j e c t  manasenent  d e n o n s t r a t e d  t h a t  A I D  h a s  b e e 3  c l o s e l y  a s s o c i a t e d  w i t h  t h e  
e v o l v i n g  s t a t e  of  t h e  a r t  i n  nanagenen t  i np rovemen t  d u r i n g  t h e  p a s t  t e n  
y e a r s .  The Agency h a s  pro;ranmed o v e r  f i f t y  new p r o j e c t  s t a r t s  f o r  FY 8 1  and 
82 i n  which s o n e  ty?e  of nanagenen t  i n p r o v s a e n t  i s  e i t h e r  a  n a j o r  f o c u s  o r  a n  
i a p o r t a a t  c o n p o n e n t .  Yet ,  t h e  Agency d e s p e r a t e l y  l a c k s  p r o f s s s i o n a l  
s p e c i a l i s t s  who c a n  promote t h e  b e s t  u s e  o f  r h e s e  r e s o u r c e s .  

I n  t h e  las t  few y e a r s ,  t h e  World Bank, t h e  ILO and t h e  Un i t ed  : i a t i ons  - i n  a d d i t i o n  t o  AID -- have  a l l  cone  t o  t h e  r e a l i z a t i o n  t h a t  s a j o r  
i s p r o v e m e n t s  i n  nanagenen t  w i l l  be r e q u i r e d  d u r i n g  t h e  d e c a d e  of  t h e  1 9 8 0 ' s .  
i-Iovever, anong t h e  s e v e r a l  d o n o r s ,  A I D  i s  i n  i s  t h e  n o s t  f a v o r a b l e  p o s i t i o n  t o  
c a t a l y z e  improvements i n  t h e  i m p l e m e n t a t i o n  of LDC p o l i c i e s .  Due t o  i t s  p a s t  
e f f o r t s ,  A I D  h a s  d e  f a c t o  i n t e l l e c t u a l  and  programmat ic  l e a d e r s h i p  i n  t h e  
management improvenent  t e c h n o l o g y  a r e a .  I n  a d d i t i o n  t h e  Agency h a s  besun t o  
d e v e l o p  and l i n k  t o g e t h e r  t h e  i n s t i t u t i o n a l  r e s o u r c e s  -- b o t h  p u b l i c  and 
p r i v a t e ,  d o m e s t i c a l l y  and i n t e r n a t i o n a l l y  - which c a n  r e spond  i n  a 
c o s t - e f f e c t i v e  manner t o  t h e  nanagenen t  r e s o u r c e s  gap .  F a i l u r e  t o  a c t  
a g s r e s s i v e l y  a t  t h i s  j u n c t u r e  w i l l  c o n t r i b u t e  t o  t h e  d i s s i p a t i o n  o f  a v a i i a b l e  
r e s p o n s e  c a p a b i l i t y ,  and w i l l  i n e v i t a b l y  c o n s i g n  t h e  Agency t o  s u p p o r t i n g  
i n s t i t u t i o n a l  frameworks i n c r e a s i n a l y  i n c a p a b l e  of t r a n s f o r m i n g  r e s o u r c e s  i n t o  
a g r e e d  upon d e v e l o p n e n t a l  o b j e c t i v e s .  



MANAGEMENT DEVELOPXENT STRATEGY PUER 

I.  INTRODUCTION 

For  t h e  p a s t  s e v e r a l  y e a r s  t h e r e  h a s  been a n  i n c r e a s i n g  r e c o g n i t i o n  by t h e  
development  a s s i s t a n c e  community t h a t  r e l a t i v e l y  low l e v e l s  of m a n a g e r i a l  
r e s o u r c e s  i n  d e v e l o p i n g  c o u n t r y  i n s t i t u t i o n s  and donor  a g e n c i e s  i s  one  of  t h e  
s i n g l e  most  i m p o r t a n t  c o n s t r a i n t s  t o  improving  t h e  economic,  s o c i a l  and 
p o l i t i c a l  c o n d i t i o n s  of poor p o p u l a t i o n s .  .is e a r l y  a s  1975 ,  a n  A I D  working 
group on "Hanagement Improvement and  Development A d m i n i s t r a t i o n "  - t h e  H a l l  
Task Fo rce  - p o i n t e d  o u t  t h a t  t h e  New D i r e c t i o n s  mandate f o r  e q u i t a b l e  growth  
and p o p u l a r  p a r t i c i p a t i o n  would r e q u i r e  i n n o v a t i v e  l o n g - t e r n  management 
development  and i n s t i t u t i o n  b u i l d i n g  e f f o r t s .  

I n  t h e  m i d s t  of mounting p r o j e c t  imp lemen ta t ion  c o n c e r n s  i n c l u d i n g  s e v e r e  t i m e  
d e l a y s ,  major  c o s t  o v e r r u n s ,  poor o r  m a l d i s t r i b u t e d  development  impac t ,  and 
i n s u f f i c i e n t  a c c o u n t a b i l i t y ,  t h e  new A I D  A d m i n i s t r a t o r  has  r e a f f i r m e d  t h e  need 
f z r  :?creased a t t e n t i o n  t o  i n s t i t u t i o n a l  development  i s s u e s .  I n  t h e  FY 1983 
7 ' - .  - -  . .  : . .-  2x2  3udget  Guidance t o  A I D  M i s s i o n s ,  Y r .  McPherson s t a t e s :  

A I D  s h o u l d  c o n t i n u e  and deepen  i t s  commitment t o  i n s t i t u t i o n a l  
development  and t e c h n o l o g y  t r a n s f e r  and  a d a p t a t i o n .  I would l i k e  t o  
s e e  ou r  program i n  t h i s  a r e a  i n c r e a s e d .  Where we do  p r o v i d e  f i n a n c i n g  
f o r  t h e  t r a n s f e r  of goods and  s e r v i c e s ,  such  programs s h o u l d  be 
s u p p o r t i v e  of i n s t i t u t i o n a l  development  o r  p u t t i n g  i n t o  p l a c e  of 
p o l i c i e s  o r  programs which w i l l  s i g n i f i c a n t l y  i n c r e a s e  a  c o u n t r y ' s  
human and p h y s i c a l  p r o d u c t i v e  c a p a c i t y .  I n  s u p p o r t i n g  i n s t i t u t i o n a l  
deve lopment ,  we need t o  be p r e p a r e d  t o  s t a y  on t h e  c o u r s e  f o r  as l o n g  
a s  t h e  p r o c e s s  i s  l i k e l y  t o  t ake - -o f t en  a  decade  o r  n o r e .  I d e f i n e  
i n s t i t u t i o n a l  development  b r o a d l y  t o  encompass no t  o n l y  s p e c i f i c  
development  o r g a n i z a t i o n s  such  a s  e d u c a t i o n a l  and r e s e a r c h  c e n t e r s  and 
s p e c i a l i z e d  s e r v i c e  a g e n c i e s  b u t  a l s o  t h e  program systein-- the 
i n t e r l i n k a g e  of e s t a b l i s h e d  p o l i c i e s ,  p r o j e c t s  and o r g a n i z a t i o n s  I a l s o  
f e e l  t h a t  t h e  development  of  human r e s o u r c e s  - t r a i n i n g  - i s  a n  
i m p o r t a n t  v e h i c l e  f o r  accompl i sh ing  t echno logy  t r a n s f e r  and 
i n s t i t u t i o n a l  development .  ( S t a t e  102132,  A p r i l  1 9 8 1 ) .  

A s  t h e  development  a s s i s t a n c e  community e n t e r s  t h e  c r i t i c a l  decade  of t h e  
1 9 8 0 1 s ,  f o r m u l a t i n g  a n  a p p r o p r i a t e  s t r a t e g y  f o r  improving  t h e  per formance  of  
development  i n s t i t u t i o n s  p r e s e n t s  a  major  c h a l l e n g e .  Expe r i ence  t o  d a t e  h a s  
n e t  w i t h  n i x e d  r e s u l t s .  Even w i t h  s u b s t a n t i a l  management improvement s u p p o r t ,  
i n s t i t u t i o n s  which cou ld  n o t  e f f e c t i v e l y  d e l i v e r  development  s e r v i c e s  t o  
s i n g l e  s e c t o r s  have  n o t  been r e fo rmed ,  w i t h  few e x c e p t i o n s ,  t o  p r o v i d e  
c o o r d i n a t e d  s e r v i c e s  t o  s e v e r a l  i n t e r d e p e n d e n t  s e c t o r s .  L ikewise ,  a t t e n p t s  t o  
d e v e l o p  l a r g e  p u b l i c  a d m i n i s t r a t i o n  and  t r a i n i n g  i n s t i t u t e s  have not  p roven  
v e r y  e f f e c t i v e  i n  p roduc ing  s k i l l e d  o f f i c i a l s  c a p a b l e  of inanaging compe ten t ly  
t h e i r  c o u n t r i e s '  development  e n t e r p r i s e .  F i n a l l y  ma jo r  a t t e m p t s  t o  u p ~ r a d e  
2 a n a ; e r i a l  s k i l l s  t h rough  bo th  long-and s h o r t - t e r n  p a r t i c i p a n t  t r a i n i n g  
Frograms Save d i s a p p o i n t e d  many of  even  t h e i r  n o s t  a r d e n t  s u p p o r t e r s .  



Cn t h e  n o r e  p o s i t i v e  s i d e ,  i t  ! ~ o u l d  be i n a c c u r a t e  t o  s a y  t h a t  donor  
o r q z n i z a t f o n s ,  ? z r t i c u l a r l y  AID, have  o n l y  j u s t  now begun t o  a o b i l i z e  i n  
r e s p o n s e  t o  t h i s  c r i t i c a l  nanzgenen t  r e s o u r c e  c h a l l e n g e .  Over t h e  p a s t  decade  
c o n s i d e r a b l ?  a t t e n t i o n  h a s  j e e n  d i r e c t e d  t o  a s s e s s i n g  t h e  s t r e x g c h s  and 
weaknesses  of c o n v e n t i o c a l  manaz2nent  i a ? r o v e n e n t  a p p r o a c h e s ,  and t o  
e x p e r L s e n t i n g  v i t h  more c o s t - e f f e c t i v e  ways of s u p p o r t i n g  LDC 3 a n a z e n e n t  
d e v e l o p n e n t  and  t r a i n i n g  efforts. For  t x a m p l t  i n  1975 ,  A I D ' S  3 f f i c e  of Xura l  
Developnent  and Development A d m i n i s t r a t i o n  (DS/RU) agproved a  f o u r - y e a r  
p r o j e c t  i n  Xanagement E f f e c t i v e n e s s  t o  a d d r e s s  t h e  needs  ~f LDC p r o j s c t  
p l a n n e r s  and i m p l e n e n t o r s .  L a s t  y e a r ,  t h i s  p r o j e c t  was renewed zhrough 7Y 83 
and i t s  c o r e  c a p a b i l i t y  f o r  r e s p o n d i n g  t o  f i e l d  r e q u e s t s  was e s ? a n d e d .  O the r  
r e c e n t  A I D  f i e l d  s u p p o r c  and knowledge generationldisseminacion e f f g r t s  
i n c l u d e  t h e  T r a i n i n g  of T r a i n e r s  i n  >!anagement p r o j e c t ,  t h e  O r g a n i z a t i o n a l  and 
A d m i n i s t r a t i o n  of I n t e g r a t e d  Xura l  Developaent  P r o j e c c ,  and s u ? p o r t  l o r  
r e g i o n a l  management d s v e l o p n e n t  i a s t i t u t e s  such  a s  t h e  Pan A f r i c a n  Z n s t i i u t e  
f o r  Development,  CXFKU), IICA, t h e  As ian  I n s t i t u t e  of Ilanagement, and t h e  S a s t  
A f r i c a n  5fanagenent I n s t i r u t e .  The r e s u l t s  o f  t h e s e  r e c e n t  AID-sup?or:ed 
e f f o r t s ,  combined w i t h  t h e  e x p e r i e n c e s  of  o t h e r  d o z o r s  and severa :  L 3 C  
managenent  improvement i n s t i t u t i o n s ,  a r e  e n c o u r a g i n g .  Xecent manageaent  
improvement i n t e r v e n t i o n s  i n  I n d o n e s i a ,  T a n z a n i a ,  t h e  P h i l i p p i a e s ,  J a m a i c a ,  
Guyana, and  Egyp t ,  t o  name a  f ew,  s u g g e s t  t h a t  a new approach  i s  e n e r g i n g  t h a t  
is n o r e  c o s t - e f f e c t i v e  and f e a s i b l e  t h a n  c o n v e n t i o n a l  a ? p r o a c h e s .  

O v e r a l l ,  based  on  ou r  working g r o u p ' s  a s s e s s m e n t  of  c a r r e n t  aanasement  
r e s o u r c e  needs  and a s s i s t a n c e  community e x p e r i t n c e ,  t h e  c o n v e n t i o n a l  
management development  ~ p p r o a c h e s  t h a t  A I D  and  o t h e r s  have p r i m a r i l y  r e l i e d  on  
a ? p e a r  t o  be b o t h  i n s u f f i c i e n t  and n o t  f u l l y  e f f e c t i v e  f o r  s u b s t a n t i a l l y  
i s p r o v i n g  t h e  p e r f o m a n c e  o f  develop-zient i n s t i t u t i o n s .  On t h e  one  hand ,  t h e  
r i s i n g  l e v e l  of demand h a s  overwhelned  t h e  l i a i t e d  h o s t  c o u n t r y  and donor  
c a p a c i t i e s  f o r  p r o d u c i n g  compe ten t  n a n a g e r s .  On t h e  o t h e r  hand,  zany  o f  t h e s e  
c a p a c i t i e s  a r e  i n e f f e c t i v e  i n  t h e i r  a t z e m p t s  t o  i a p r o v e  p e r f o r n a n c e  i n  ways 
a p p r o p r i a t e  t o  LDC e n v i r o n s e n t s .  

On r ev iew or' a  w ide  r a n g e  of  A I D  and donor  o r g a n i z a t i o n  d o c m e n t s ,  one d o e s  
n o t  f i n d  a n y  c o n p r e h e n s i v e  s t r a t e g y  which c o h e r e n t l y  d e s c r i j e s  t h e  zeals o f  
nanageaen t  d e v e l o p c e n t  and t r a i n i n g ,  2 r i o r i t y  a r e a s  f o r  a t t a n t i o n ,  and 
p r e f e r r e d  a s s i s t a n c e  i n s t r u n e n t s ,  g i v e n  A I D ' S  b r o a d e r  development  a g e 5 d a .  - I t  
a p p e a r s  t h a t  A I D  h a s  t o  d a t e  a d o p t e d  a n  i n c r e m e n t a l ,  l a r g e l y  r e a c t i v e ,  and ad  
hot r e s p o n s e  t o  t h e  management develo?rnent needs  c f  * d C  s d n i n i s t r a ; i v e  
e n v i r o ~ e n t s .  I t  i s  u n d e n i a b l e  t h a t  w i t h i n  -413 t h e r e  h a s  been  a n  i n a d s q u a t e  
a t t e n p t  t o  c o o r d i n a t e  t h e  e f f o r t s  of  t h e  v a r i o u s  a + c h a n i s a s  f o r  promot ing  
a a n a g e a e n t  improvement. 

- -  - -  - - -- - - 
T_f it i s  t m e  t h a t  c u r r e n t  and p r o j e c t e d  ,Qency a x r o r c s  t o  d e a l  ?with 

nanagement development  n e e d s  are  i n a d e q u a t e ,  t h e n  t h e  .Agency s n o u l d  ; i ve  
s e r i o u s  c o n s i d e r a t i o n  t o  i r i i t i a t i v e s  which d i r e c t  i t s  l i a i t e d  resources i n t o  
a r e a s  ;rich = o r e  y r o m i s i n g  p a y o f f s .  T h i s  p a ? e r  t a k e s  a n  i n i z i a l  s t e p  i n  t h a t  
d i r e c t i o n  j y  rscommending a s i g ~ f i c a n t ,  but  n o t  r a d i c a i ,  s h i f t  i n  .a3'3 
nanagement development  and  : r a i a i c g  s : r a t t q y .  The new s t r a t e g y ,  r e f e r r e d  t g  

i n  t h i s  pape r  a s  a " P e r f o r s a n c e  Xpproach t o  Yanagemeat Development ,"  Ls 
s e a s i c i v e  ~o  t h e  management n e e d s  o f  t h e  coming d e c a d e ,  a n d  i s  grounded i n  :he 
l s s s o c s  of ? r e v i o u s  e x p e r i e n c e .  I n  i t s  a o s c  fundamen ta l  i o n ,  t h t  - ? e r i o m a n c t  - 
a p ? r o a c h  s n p h z s i z e s  tha: t h e  ?u r?ose  of a  l a n a g e n e a t  i x p r g v e s e z c  e z = o r =  is 
=ore  cha2 t h e  i s p r o v e n e n t  of n a a a g a a e z t .  ?.ather, e v e r y  I a n a g e a e l c  ix tprovenent  
e l f o r :  i n o u i 3  5e judged i n  t = x s  of v h e t h e r  zha: i s  done r e ? r e s e n c s  a 
? e r f a n a n c e  i n p r o v e a e n t ,  e . g . ,  a n  i n ~ r o v e a e n t  x'nich s u b s t a n t i a l l y  i n p r o v e s  :he 
l i k e l i h o o d  cS2c j o i z t  A I ~ / ~ L J C  develooment  p o l i c y  oo j e c : l l ~ e s  :cil 5e ac'?.ievea. 
I n  a c r ~ a l  ? r a c t i : e  this t r a n s l a t e s  i n t o  a s s i s c a n c s  e i i o r t s  which g i v e  ? r i o r l c y  
co =nagtment  i a ~ r o v e m e n t  e f f o r t s  t h a t :  



o 3ccur  i n  t h e  z c z u a l  ( o r  c l o s e  ? r o x i a i a y )  t o  t h e  opera:i.onzl s e c = i z g  
of  developnenc i n s t i  t a t i o n s ;  

o t a k e  p l a c e  over  t h e  l o n g - t e n ;  

o b e n e f i t  from e a r l y  2nd con t inuous  comrnitaent and involvement  of key 
program and suppor t  s t a f f ;  

o r e l y  on a g e n e r i c  body of management p r i n c i p l e s ,  c o n c e p t s ,  anC t o o l s  
-- a managenent technology - f o r  o v e r a l l  d i r e c t i o n  r e c o g n i z i n g  t h a t  
major a d z p t a t i o n s  v i l l  be r e q u i r e d  both  i n  each new s e t t i c g  a s  
changes occur  i n  s e t t i n g s  over  t ime; 

o a r e  planned and implemented i n  t h e  c o n t e x t  of a comprehensive 
approach t o  aanagement development i n  t h e  s z c t o r  t a r g e t e d  f o r  
improvement; 

o i n c l u d e  c o n s i d e r a t i o n  of s o c i o - c u l t u r a l  and technology f a c t o r s  which 
impact on t h e  work environment .  

The paper beg ins  wi th  a n  assessment  of t h e  i m p l i c a t i o n s  of c u r r e n t  t r e n d s  and 
c o n d i t i o n s  ia LDC environments  f o r  t h e  p r a c t i c e  of nanagenen t .  The synp tons  
of development s h o r t f a l l s  a r e  ana lyzed  t o  d e t e - m i n e r i 5 e  s o s t  a p p r o p r i a t e  
l e v e r a g e  f o r  a aanagernent i s p r o v e n e n t  s t r a t e g y .  Y a t  overview of A D ' S  
s u b s t a n t i a l  i n v o l v e n e n t  i n  manageDent development p o i n t s  o u t  t h e  l e s s o n s  of 
e - y e r i e n c e  f o r  a more c o n c e r t e d  approach t o  nanagemmt inprovement groblems. 
The paper t h e n  d e f i n e s  what i s  t e m e d  t h e  "Per fo raaace  Approach t o  Xaaagenent 
Developnent" and defends  i t s  s e l e c t i o n  a s  t h e  p r e f e r r e d ,  though n o t  zhe o n l y  
approach f o r  .AID i n t e r v e n t i o n  s t r a t e g i e s .  F i n a l l y ,  t h e  paper  conc ludes  by 
p o i n t i n g  o u t  t h e  i m p l i c a t i o n s  of t h e  p e r f o n a n c e  approach f o r  A I D  jlanageaent 
development a s s i s t a n c e .  
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I n  t h e  decade  ahead ,  many c o u n t r i e s  w i l l  be c o n f r o n t e d  w i t h  t h e  n e c e s s i t y  of 
e x e c u t i n g  development  p o l i c i e s  under  t h e  s e v e r e  c o n s t r a i n t s  of  r a p i d l y  
expanding  p o p u l a t i o n s  and i n c r e a s i n g l y  s c a r c e  r e s o u r c e s .  P r e s s u r e  f o r  
a d d i t i o n a l  deve lopment  s e r v i c e s  w i l l  l i k e l y  be c r e a t e d  by widesp read  food  
s h o r t a g e s  and s o c i a l  u n r e s t .  C o n c u r r e n t l y ,  renewed emphas is  on b i l a t e r a l  
fund ing  w i l l  p l a c e  a d d i t i o n a l  demands f o r  c o o r d i n a t i o n  on d e v e l o p n e n t  
i n s t i t u t i o n s  and p e r s o n n e l .  

T rends  l i k e l y  t o  impact  on t h e  development  p r o c e s s  i n c l u d e :  

F u r t h e r  i n c r e a s e s  i n  e n e r g y  p r i c e s  and t h e  d r a i n  of LDC f o r e i g n  
r e s e r v e s  ; 

a A f o o d - p o p u l a t i o n - n a t u r a l  r e s o u r c e  imba lance  which h a s  a l r e a d y  

c a u s e d  famine  i n  s e v e r a l  c o u n t r i e s  -- a g g r a v a t e d  by d r o u g h t  and  a  
d e p l e t i o n  of g l o b a l  food  s t o c k s ,  now down t o  a  s even  week s u p p l y ;  

A c c e l e r a t i o n  of t h e  " t i m e  c l o c k "  of  d e v e l o p n e n t  s o  t h a t  t r e n d s  o c c u r  

more r a p i d l y  and  w i t h  more e x t e n s i v e  impac t  t h a n  e v e r  b e f o r e .  
Examples i n c l u d e  p o p u l a t i o n  growth ,  e n e r g y  u s e ,  and i n t e r n a t i o n a l  
t r a d e ;  

I n c r e a s i n g l y  complex i n t e r n a t i o n a l  economic c i r c u m s t a n c e s  

c h a r a c t e r i z e d  by f l u c t u a t i n g  c o m o d i t y  p r i c e s ,  i n t e r d e p e n d e n c i e s ,  
r e c e s s i o n s ,  t r a d e  d e f i c i t s ,  d e b t  s e r v i c e  c o s t s ,  t r a d e  p r o t e c t i o n i s m ,  
and  complex c o m o d i t y  and t r a d i n g  a r r a n g e m e n t s ;  

I n c r e a s e d  p o l i t i c a l  and i d e o l o g i c a l  p r e s s u r e s  w i t h  p a r t i c u l a r  

emphas is  on t h e  a c t u a l  and r h e t o r i c a l  commitment t o  s o c i a l i s m  i n  t h e  
hope i t  may b r i n g  more e q u i t a b l e  and j u s t  d i s t r i b u t i o n s  of s c a r c e  
b e n e f i t s  and  r e s o u r c e s ,  b u t  which may e x a c e r b a t e  g o v e r m e n t  c a p a c i t y  
t o  d e l i v e r  goods and f o o d s ;  and 

I n c r e a s e d  demands on government  t o  be  r e s p o n s b i l e  f o r  m e e t i n g  t h e  
demands of a  growing p o p u l a t i o n  w i t h  r i s i n g  e x p e c t a t i o n s .  

The a b i l i t y  of n o s t  LDC's t o  implement  e f f e c t i v e l y  development  p o l i c i e s  under  
t h e s e  c o n d i t i o n s  i s  s e r i o u s l y  i n  doub t .  The a d m i n i s t r a t i v e  sys t ems  of  many 
LDC i n s t i t u t i o n s  which encompass a  wide  v a r i e t y  of  p u b l i c ,  s emi -pub l i c ,  and  
p r i v a t e  s e c t o r  o r g a n i z a t i o n s ,  a r e  a l r e a d y  o v e r l o a d e d .  Even now, i n c r e a s i n g l y  
v i s i b l e  problems r e l a t e d  t o  t h e  i m p a c t ,  i m p l e m e n t a t i o n  and  a c c o u n t a b i l i t y  of  
development  e f f o r t s  s i g n a l  t h e  i n e f f e c t i v e  and non-p roduc t ive  u s e  of  l i m i t e d  
r e s o u r c e s .  These p r o b l e m  a r e  h i g h l i g h t e d  i n  LDC government  o f f i c i a l  ~ l a n n i n g  
documents ,  U.S. G o v e r m e n t  a u d i t  and impact  a s s e s s m e n t  r e p o r t s ,  p r o f e s s i o n a l  
p u b l i c a t i o n s ,  v a r i o u s  d e v e l o p n e n t  managenent  s u r v e y s  and r e v i e w s .  The 
f o l l o w i n g  s e c t i o n  b r i e f l y  d e s c r i b e s  and i l l u s t r a t e s  t h e  n o s t  s a l i e n t  c o n c e r n s .  

In g e n e r a l ,  t h e  e x e c u t i s n  of development  programs t e n d s  t o  be d e f i c i e n t  a l o n g  
t h e  f o l l o w i n g  d i n e n s i o n s .  



1. Q u a n t i t a t i v e  and Q u a l i t a t i v e  S h o r t f a l l s  i n  D e v e l o ~ m e n t  I m ~ a c t  

I n  d e v e l o p n s n t  programs such  a s  r u r a l  deve lopment ,  f a m i l y  p l a n n i n g ,  h e a l t h  
q u t r i t i o n ,  e d u c a t i o n  and a g r i c u l t u r a l  deve lopmen t ,  i t  i s  n o t  uncommon f o r  t h e  
a c t u a l  b e n e f i t s  t o  f a l l  s h o r t  o f  t h e  t a r g e t e d  o b j e c t i v e s .  T h i s  i s  o f t e n  
r e f e r r e d  t o  a s  t h e  p o l i c y  i n p l e m e n t a t i o n  gap  -- t h e  gap  between p l a n s  and  
r e s u l t s .  X s t u d y  on  i n t e g r a t e d  r u r a l  d e v e l o p n e n t  by Development A l t e r n a t i v e s ,  
I n c .  rev iewed a  number of p r o j e c t s  and  n o t e d  t h a t  b e n e f i c i a r y  r e s p o n s e s  a r e  
o f t e n  l e s s  t h e n  i n t e n d e d  f o r  a  number of r e a s o n s ,  i n c l u d i n g  t h e  p r o j e c t ' s  
f a i l u r e  t o  c o n s i d e r  t h e  f a r m e r ' s  p e r c e p t i o n  of  h i s  own r i s k  and t h e  e x c e s s i v e  
t e c h n i c a l  o r  a d m i n i s t r a t i v e  c o m p l e x i t y  a s s o c i a t e d  w i t h  i n t e g r a t e d  p r o j e c t s .  
(Honadle ,  e t .  a l . ,  1 9 8 0 ) .  

2. Non-Cont i n u a t  i o n  of  D e v e l o ~ m e n t  B e n e f i t s  

There  i s  a n  i n c r e a s i n ~  c o n c e r n  o v e r  t h e  s u s t a i n a b i l i t y  of  development  
b e n e f i t s ,  once  produced  v i a  t h e  p r o j e c t  mode. A r e c e n t  r ev i ew  of A I D ' S  
e x p e r i e n c e  i n  t h i s  a r e a  i n d i c a t e s  t h a t  b e n e f i t  c o n t i n u a t i o n  i s s u e s  a r e  
i n a d e q u a t e l y  a d d r e s s e d  i n  d e s i g n i n g  and implement ing  programs ( I n g l e  and  
R o n d i n a l l i ,  1981) .  I n  a d d i t i o n ,  development  programs f r e q u e n t l y  make o v e r  
o p t i m i s t i c  a s s u n p t i o n s  a b o u t  t h e  s c a l i n g  of r e c u r r e n t  r e s o u r c e  f l ows  i n  
r e l a t i o n  t o  h o s t  c o u n t r y  c a p a c i t y .  

GAO Re?or t s  t o  Congress  n o t e  t h e  r e c u r r e n t  problem of d e l a y s  i n  p r o j e c t  
i m p l e n e n t a t i o n .  Examples i n c l u d e  commodity procurement  a s  p a r t  of a n  
a g r i c u l t u r a l  s e c t o r  l o a n  t h a t  was de l ayed  f o r  a  nunber  of r e a s o n s  f o r c i n g  
c o n s t r u c t i o n  p o s t p o n e n e n t s  and d i s b u r s e m e n t  e x t e n s i o n s  f o r  two y e a r s  (GAD, 
1 9 8 0 ) .  -4 l o c a l  w a t e r  development  p r o j e c t  i n  t h e  P h i l i p p i n e s  was d e l a y e d  f o r  
two y e a r s  because  of  u n r e a l i s t i c  s c h e d u l i n g ,  s u p p l i e r  d e l a y s ,  and s low c u s t o a s  
c l e a r a n c e s .  

Slow Disbursement  h t e s  Due t o  Low A b s o r p t i v e  C a p a c i t y  

/ 
Even though A I D  and o t h e r  donor s  nay p r o v i d e  t h e  f u l l  amount of funds  c a l l e d  
f o r  i n  l o a n s  and g r a n t s ,  i t  o f t e n  o c c u r s  t h a t  v a r i o u s  d i f f i c u l t i e s  w i l l  c a u s e  
drawdown d e l a y s .  I n  one c o u n t r y ,  t h e  l o a n  d i sbu r semen t  r a t e  was 68% i n  1979 
a s  a  r e s u l t  of a d m i n i s t r a t i v e  o b s t a c l e s  w i t h i n  t h e  government .  '~"nen c o u n t r i e s  
canno t  e f f e c t i v e l y  u s e  donor  a s s i s t a n c e  ( b o t h  f i n a n c i a l  and t e c h n i c a l ) ,  t h i s  
i s  r e f e r r e d  t o  a s  "low a b s o r p t i v e  c a p a c i t y . "  It i s  a n o t h e r  way o f  r e f e r r i n g  
t o  a  complex of  c o n d i t i o n s  s u c h  a s  l a c k  of  a b i l i t y  t o  p l a n ,  implement and 
c o n t r o l  development  a c t i v i t i e s  and r e s o u r c e s .  An i n t e r n a l  A I D  a u d i t  r e p o r t  
(No-0-625-31-52 of Fiarch 1 0 ,  1981) q o t e s  t h a t  f r o n  1974 t o  1978 t h e  c o u n t r i e s  
of t h e  S a h e l  e x p e r i e n c e d  a  $1.2 b i l l i o n  gap  between commitnents  and a c t u a l  
e x p e n d i t u r e s .  T h i s  p i p e l i n e  of  unexpended funds  i s  a c c e l e r a t i n g  p a r t i a i l y  
because  c o u n t r i e s  c a n n o t  e f f e c t i v e l y  manage d e v e l o p n e n t  e f f o r t s .  

5.  A c c o u n t a b i l i t y  f o r  Funds 

Another  A I D  i n t e r n a l  a u d i t  (;l31-35, J a n u a r y  39 ,  1 9 8 1 ) ,  r ev i ewing  1 3  g r a s t  
p r o j e c t s  I n  t h e  S a h e l ,  r e v e a l e d  :hat f a u l t y  financial aanagenen t  ~ f :  



AIZ-provided l o c a l  c u r r e n c i e s  r e s u l t s d  i n  p o t e n t i a l  s e r i o u s  w a s t e  and s i s u s e  
of f u n d s .  Lack of a c c o u n t i n g  and r e p o r t i n g  made i t  i m p o s s i b l e  t o  know whe the r  
noney was a c t u a l l y  s p e n t  and i t  went f o r  t h e  d e s i g n a t e d  p r o j s c t  u s e s .  

I n  t h e  con ing  y e a r s ,  a s  LDC r e s o u r c e s  g e t  t i g h t e r  and a s  s o c i a l ,  p o l i t L c a 1  and 
econon ic  c r i s e s  s o u n t ,  t he  p r o g n o s i s  i s  t h a t  t h e  above  problems w i l l  become 
s o r e  z ~ i d e s p r e a d  and a f f e c t  nany  more c o u n t r i e s  -- u n l e s s  r e n e d i a l  measu re s  c a n  
be t a k e n  which s e r v e  t o  c o u n t e r  key  c a u s a l  c o n d i t i o n s  and  f a c t o r s .  

I n  o r d e r  t o  p l a c e  t h e  above i n t o  p e r s p e c t i v e ,  i t  i s  i n s t r u c t i v e  t o  n o t e  t h e  
c u n u l a t i v e  Fnpact  of LDC p o l i c y  e x e c u t i o n  p r o b l e n s  on food  s y s t e m s .  The 
s e n i o r  a g r i c u l t u r a l  o f f i c e r s  of AID have p r e s e n t e d  a " S t r a t e g y  f o r  Focus ing  
.AID'S  .inti-Hunger E f f o r t s "  i n  which t h e y  c o n c l u d e  t h a t  t h e  major  c o n s t r a i n t  t o  
LDC p r o d u c t i o n  of n o r e  food  i s  t h e  d e f i c i e n t  c a p a c i t y  t o  i m p l e a e n t  d e v e l o p n e n t  
p r o g r a n s .  The s t r a t e g y  proposed  f o r  f o o d ,  r u r a l  deve lopment  and  n u t r i t i o n  
p r o g r a n s  of .UD -- v h i c h  t o g e t h e r  compr i se  abou t  652 of X I D ' s  r e s o u r c e  f l o w  -- 
i s  t o  a s s i s t  s e l e c t e d  LDC's i n  e s t a b l i s h i n g  a c t i o n - o r i e n t e d ,  s e l f - s u s t a i n i n g  
i n s t i t u t i o n s  a s  b u i l d i n g  b l o c k s  f o r  n a t i o n a l  s e l f - r e l i a n c e  i n  a g r i c u l t u r e .  

The p r o b l e s s  d e s c r i b e d  i n  t h i s  s e c t i o n  a r e  n o t  new t o  e x p e r i e n c e d  development  
a s s i s t a n c e  p r o f e s s i o n a l s ,  a l t h o u g h  t h e i r  a c c e l e r a t i n g  and c u m u l a t i v e  impac t  
a a y  n o t  be a s  w i d e l y  p e r c e i v e d .  The more i m p o r t a n t  i s s u e ,  however,  i s  a  
c r i t i c a l  a n a l y s i s  of t h e  c a u s a l  f a c t o r s  and s e l e c t i o n  of t h o s e  f a c t o r s  whose 
~ o t e n t i a l  ~ a - o f f  f r o a  . l I D  i n t e r v e n t i o n s  i s  h i e h e s t .  

The p r e c e d i n g  d i s c u s s i o n  focused  on s e v e r a l  ? o i i c y  e x e c u t i o n  ? r o k l e ~ s  c h a t  
s e r i o u s l y  t h r e a t e n  t h e  a b i l i t y  of LDC's t o  s u s t a i n  t h e  d e v e l o p n e n t  p r o c e s s  i n  
t h e  co3 ing  2ecade .  T h i s  s e c t i o n  a n a l y z e s  t h e  n a j o r  c a u s e s  of t h e s e  problems 
and i d e n t i f i e s  c a u s e s  which a r e  s u i t a b l e  f o r  p o t e n t i a l  r e s o l u t i o n  by t h e  donor  
a s s i s t a n c e  c o n n u n i t y ,  p a r t i c u l a r l y  A I D .  

1. ?faior  Problem Causes  

Based upon a r e v i e w  of X I D ' s  deve lopnen t  e x p e r i e n c e ,  i n c l u d i n g  r e c e n t  p r o g r a n s  
t h a t  a r e  c o n c s n t r a t e d  i n  t h e  r u r a l  s e c t o r  and a t t e o p t  t o  both  i n v o l v e  and 
b e n e f i t  t h e  p o o r ,  a  p a t t e r n  of c a u s a l  f a c t o r s  becones  e v i d e n t .  The f u n d a n e n t a l  
c a u s e s  c a n  be grouped i n t o  t h r e e  c a t e g o r i e s :  t h e  complex n a t u r e  of d e v e l o p n e n t  
programs;  t h e  h a r s h  c o n t e x t  of p r o g r a a  i m p l e n r n t a t i o n ;  and poor  program 
management. 

a .  Causa l  F a c t o r  ?!o. 1: The Complex Xa tu re  of P o v e r t y  O r i e n t e d  Z e v e l ~ p c e n t  
P r o g r a m  

Compara t ive  e x p e r t e n c e  of n a j o r  development  a s s i s t a n c e  donors  i n d i c a t e s  t h a t  
c e r t a i n  t y p e s  of 2 r o j e c t s  a r e  n o r e  d i f f i c u l t  t o  i m p l e n e ~ t  s u c c e s s f u l l y  due  t o  
t h e i r  i n h e r e n t  c o m p l e x i t y  and u n c e r t a i n t y .  The ::orld 3ack  i n d i c a t e s  t h a t  
c a p i t a l  in tens i7 . -e  and r evenue -ea rn ing  p r o j e c t s  such  J S  u t i l i t i e s ,  
t e l ecoosun ica : ions ,  a ; r o - i n d u s t r i a l  e a t e r p r i s e s ,  and h i ~ h w a y  c o n s t . r u c t i ~ n  can 
be c a r r i e d  o u t  w i t h  r e l a t i v e l y  l e s s  z , a n a g z ~ e n ~  ; r ab l ez ; .  G r e a t s r  d i f f i c u l t y  



Is a p p a r e n t  where s o c i a l  s e r v i c e s  a r e  k e i n g  d e l i v e r e d  o r  where s o f t  
t e c h n o l o g i e s  a r e  used -- a s  i n  s m a l l  farm p r o d u c t i o n ,  f a m i l y  p l a n n i n g ,  h e a l t h  
s e r v i c e s ,  r u r a l  d e v e l o p n e n t ,  and e d u c a t i o n  programs (World Sank,  1 9 8 0 ) .  I t  i s  
p r e c i s e l y  i n  t h e  l a t t e r  c a t e g o r y  t h a t  .GD h a s  c o n c e n t r z t e d  i t s  a s s i s t a n c e  
p r i o r i t i e s .  

Sone s p e c i f i c  c h a r a c t e r i s t i c s  of t h e s e  t y p e s  of  a s s i s t a n c e  a c L i v i t i e s  t h a t  
make t h e n  d i f f i c u l t  t o  i np l emen t  i n c l u d e :  

a A c t i v i t i e s  aimed a t  socio-economic development of t h e  poor i n v o l v e  

changes  i n  5 e h a v i o r  of  l a r g e  iaasses -- i n c l u d i n g  changes  i n  
i n t e r a c t i o n a l  and exchange  p a t t e r n s ,  e a t i n g  h a b i t s ,  p e r s o n a l  
s a n i t a t i o n ,  t e c h n i q u e s  of  a g r i c u l t u r e ,  power r e l a t i o n s h i p s ,  e t c .  
The p r o c e s s  i s  s low,  u n p r e d i c t a b l e  and c o n p l e x .  

G e o g r a p h i c a l l y  d i s p e r s e d  p o p u l a t i o n s  a r e  f ragmented  s o c i a l l y ,  

c u l t u r a l l y ,  p o l i t i c a l l y ,  e c o n o m i c a l l y ,  and  l i n g u i s t i c a l l y .  T h i s  
c o n f i g u r a t i o n  i n c r e a s e s  c o s t ,  t ime and f l e x i b i l i t y  r e q u i r e d  f o r  
d e c e n t r a l i z a t i o n  a s  compared w i t h  s t a n d a r d i z e d ,  top-down p r o g r a a  ' 

d e l i v e r y  sys t ems .  

The p r o j e c t  b e n e f i c i a r i e s  a r e  i n  t h e  a o s t  e c o n o n i c a l l y  d e p r i v e d  

a r e a s  -- and sometimes i s o l a t e d .  The needs  overwhelm t h e  r e s o u r c e s  
a v a i l a b l e  and t h e  p o l i t i c a l  and econon ic  r e l a t i o n s h i p s  tend  t o  
r e i n f o r c e  t h e  s t a t u s  quo.  

The t e c h n o l o g i e s  i n v o l v e d  a r e  u s u a l l y  of a non - rou t ine  n a t u r e  and 

a r e  n o t  e a s i l y  c o n t r o l l e d  f o r  q u a l i t y  o r  q u a n t i t y  -- whe the r  i t  be 
h e a l t h  s e r v i c e s ,  f a n i l y  p l a n n i n g ,  o r  a g r i c u l t u r a l  e x t e n s i o n .  

e The a s s i s t a n c e  a c t i v i t i e s  a r e  t y j i c a l l y  a d n i c i s t r a t i v e l y - i n t e n s i v e .  

Thus ,  numerous d i f f e r e n t  o r g a n i z a t i o n a l  u n i t s  a r e  r e q u i r e d  t o  
p r o v i d e  s e r v i c e s .  

a Because of t h e  i -dense  v a r i e t y  of l o c a l  c i r c u n s t a n c e  and n e e d s ,  t h e  

s e r v i c e s  must  be t a i l o r e d  t o  l o c a l  c o n d i t i o n s .  Hence, t h i s  r e q u i r e s  
f l e x i b i l i t y  and d e c e n t r a l i z a t i o n  r a t h e r  t h a n  s t a n d a r d i z e d ,  top-down 
program d e l i v e r y  sys t ems .  

b. C a u s a l  F a c t o r  So. 2 :  The Harsh Con tex t  of Program I n p l e a e n t a t i o n  

The problems e v i d e n t  i n  development  p o l i c y  imp lemen ta t ion  n u s t  a l s o  be 
unde r s tood  w i t h i n  t h e  l a r g e r  p h y s i c a l ,  g o v e r m e n t a l ,  p o l i t i c a l ,  e c o n o n i c ,  and 
s o c i a l - c u l t u r a l  c o n t e x t  i n  which t h e y  o c c u r .  I n  x o s t  LDC's, t h e  c o n t e x t  i s  
b e s e t  w i t h  numerous c o n s t r a i n t s  v h i c h  a f f e c t  p o t e n t i a l  d e v e l o ~ n e n t  r e s u l t s  and  
e x a c e r b a t e  i n p l e n e n t a t i o n  and a c c o u n t a b i l i t y  problems.  Sone s 3 l i e n i  f e a t u r e s  
of t h e  c o n t e x t  i n  which development  pr3grams a r e  inp l emen ted  2 r e  d i s c u s s s d  
be low. 

S c a r c i t y  p r o f o u n d l : ~  conditions t h e  deve:opnent 2o:ic:; e s e c u t l o n  2roLess .  3 2  

m a j o r i t y  of c o u n t r t e s  where A 1 3  i s  :;orXing confrcxt s c a r c i t y  af  ? h y s i c a l  



i n f r a s t r u c t u r e ,  e x p e r i e n c e d  and  competent  s t a f f ,  a d e q u a t e  f a c i l i t i e s ,  
t r a n s p o r t a t i o n ,  equ ipmen t ,  o p e r a t i o n a l  b u d g e t s ,  and t i a e .  

These  c h a r a c t e r i s t i c  produce  s e v e r a l  e f f e c t s .  F i r s t  LDC's have a  low 
a b s o r p t i v e  c a p a c i t y  f o r  t e c h n i c a l  and f i n a n c i a l  a s s i s t a n c e ,  e s p e c i a l l y  i n  h i g h  
p r i o r i t y  s e c t o r s .  Second,  d e v e l o p n e n t  n a n a z e r s  f r e q u e n t l y  do n o t  have  
a d e q u a t e  s t a f f  and  t ime  t o  d e a l  w i t h  a i n o r  c o n c e r n s  b e f o r e  t h e y  become a a j o r  
i s s u e s  -- t o  o p e r a t e  o t h e r  t h a n  i n  a  c r i s i s  mode. F i n a l l y ,  t h e  e x i s t e n c e  of  
s c a r c i t y  rnakes i t  e a s y  t o  e n r i c h  a  p r o j e c t  d e l i v e r y  s y s t e n  t o  t h e  p o i n t  where 
t h e  h o s t  c o u n t r y  c a n n o t  s u s t a i n  t h e  sys t em w i t h  i t s  own r e s o u r c e  b a s e  a f t e r  
a s s i s t a n c e  t e n i n a t e s .  

2 )  Government Development Systems 

'lost LDC development  programs a r e  a d m i n i s t e r e d  by c e n t r a l  government u n i t s  , 
o f t e n  i n  c o l l a b o r a t i o n  w i t h  o t h e r  s e n i - p u b l i c ,  non-governmenta l ,  and  p r i v a t e  
e n t e r p r i s e s .  Hence, a  s i g n i f i c a n t  number of problems a r i s e  from t h e  way i n  
which governments  o p e r a t e .  T y p i c a l  c h a r a c t e r i s t i c s  of g o v e r n n e n t  o p e r a t i o n s  
i n c l u d e :  

T r a d i t i o n a l  goverment  s t r u c t u r e s  were c r e a t e d  t o  per form m a i n t e n a n c e  

and  r e g u l a t o r y  f u n c t i o n s ,  b u t  a r e  now b e i n g  a s k e d  t o  u n d e r t a k e  a  
broad  r a n g e  of deve lopment  i n i t i a t i v e s  and t o  manage comprehens ive  
d e v e l o p n e n t  programs.  The LDC governments  (hampered by r i g i d  
l e g i s l a t i o n ,  i n e r t i a ,  and unce r t a in t : .~ )  a r e  f i n d i n g  i t  d i f f i c u l t ,  
s l o w ,  and  f r u s t r a t i n g  t o  change t h e i r  nodes  of o p e r a t i o n .  

The u rgency  f o r  a c t i o n  and t h e  f r u s t r a t i o n  w i t h  b u r e a u c r a t i c  

c o n s t r a i n t s  o f t e n  r e s u l t s  i n  t h e  c r e a t i o n  of  new a g e n c i e s ,  new 
p u b l i c  e n t e r p r i s e s  and new p r o j e c t  o r g a n i z a t i o a s  c r e a t e d  p r e c i s e l y  
t o  e s c a p e  t h e  r i g i d i t i e s  of  t h e  e x i s t i n g  p u b l i c  a d m i n i s t r a t i o n s .  
These  new e n t i t i e s ,  i n  t u r n ,  c r e a t e  p r o b l e n s  of d u p l i c a t i o c ,  
c o o r d i n a t i o n ,  c o n t r o l  and  c o m p e t i t i o n  f o r  s c a r c e  n a n a g e r i a l  t a l e n t  
and  r e s o u r c e s .  

b Top-down m i n i s t r y  progrem a r e  o r g a n i z e d  a s  v e r t i c a l  t u b e s  f o r  

d e l i v e r y  o f  s e r v i c e s .  T h i s  l e a d s  t o  p r o b l e n s  of o v e r c e n t r a l i z a t i o n ,  
l a c k  of l o c a l  f l e x i b i l i t y ,  and problems of c o o r d i n a t i o n  anong 
complementary a c t i v i t i e s  ( e . g . ,  h e a l t h ,  r o a d s ,  e d u c a t i o n ,  
a g r i c u l t u r a l  p r o d u c t i o n ,  income g rowth ,  e t c . ) .  Sence ,  each  agency  
i s  a  p o t e n t i a l  c o n s t r a i n t  t o  a n  a r e a ' s  devs lopmen t .  

b C e n t r a l  government  a g e n c i e s  a r e  weakes t  a t  t h e i r  p e r i p h e r i e s ,  

p r e c i s e l y  wher+ t h e  s e r v i c e  d e l i v e r y  needs  t o  be r e s p o n s i v e  t o  
b e n e f i c i a r y  w e d s .  I n c a p a c i t i e s  of management, r e s o u r c e s  and 
d e c e n t r a l i z a t i o n  c r e a t e  a c h r o n i c  i nadequacy  i n  t h e  r u r a l  a r e a s .  

b There  i s  a  z a p  betwecn b e n e f i c i a r y  p e r c e p t i o n  of needs  and r i s k s  axd 

t h e  p e r c e p t i o n s  of z o v e r m e n t  a g e n c i e s  and  d o n o r s .  The r e s u l t  i s  
o f t e n  i n e f f e c t i v e  p r o j e c t s ,  n in imux b e n e f i t  t o  rhe  poor ,  o r  2 r o j s c t s  
t h a t  do no t  c o n t i n u e  a f t e r  :he d o n o r ' s  h e l p  c e a s e s .  



e C e n t r a l  g o v e r m e n t ' s  own i n t e r n a l  rewards  and i n c e n t i v e s  a r e  n o t  

u s u a l l y  a l i g n e d  t o  s e c u r e  q u a l i f i e d  and n o t i v a t e d  p e r s o n n e l .  
!,loreover, t h e  i n t e r n a l  a d m i n i s t r a t i v e  sys t ems  of s u p p o r t  u s u a l l y  a r e  
not  a d e q u a t e  o r  d e s i g n e d  t o  backs top  f a r - f l u n g  d i s p e r s e d  o p e r a t i o n s .  

I n  a d d i t i o n ,  r e g a r d l e s s  of t h e  l e v e l  a t  which a  program is nanaged 

-- l o c a l ,  d i s t r i c t ,  r e g i o n a l  o r  c e n t r a l  -- problems s u r f a c e  when 
o t h e r  e c h e l o n s  do no t  per form a s  t h e y  a r e  supposed t o .  For example,  
d e s p i t e  n i l l i o n  o f  d o l l a r s  s p e n t  t o  d e v e l o p  o u t r e a c h  h e a l t h  workers  
and h e a l t h  o u t p o s t s ,  t h e i r  o p e r a t i n g  v i a b i l i t y  depends  upon t h e  
c a ? a c i t y  of h i g h e r  e c h e l o n s  t o  a u t h o r i z e  p o s t s ,  g e t  t h e  f u n d s ,  pay 
s a l a r i e s ,  p r o v i d e  t r a n s p o r t ,  supp ly  n e d i c i n e s ,  c o o r d i n a t e  s u p p o r t  
from h o s p i t a l s ,  s u p p l y  t h e  n e c e s s a r y  s u p e r v i s i o n  and s e c u r e  
c o o p e r a t i o n  of p o l i t i c a l  l e a d e r s  and o t h e r  government 
o r g a n i z a t i o n s .  I n  some LDCs t h i s  d e g r e e  o f  c o o r d i n a t i o n  h a s  
r e q u i r e d  a lmos t  t e n  y e a r s  t o  accompl i sh .  

3 )  Xole of Donor Agencies  

Donor a g e n c i e s  add t o  t h e  c o m p l e x i t y  of p o l i c y  e x e c u t i o n  i n  L D C ' s  t h rough  
t h e i r  own p o l i c i e s ,  p r o c e d u r e s ,  and paperwork.  A s  donor a g e n c i e s  s e e k  
a s s u r a n c e  t h a t  t h e  p a r t i c u l a r  LDC p r o j e c t s  t h a t  t h e y  s u p p o r t  a r e  moved 
e f f e c t i v e l y ,  t h e y  encourage  t h e  p r o f u s i o n  and f r a g m e n t a t i o n  o f  o r g a n i z a t i o n a l  
e n t i t i e s  and a c t i v i t i e s  and i n c r e a s e  m a n a g e r i a l  demands i n  such  a r e a s  a s  
p r o j e c t  d e s i g n ,  procurement ,  f i n a n c i a l  c o n t r o l ,  r e p o r t i n g ,  p e r s o n n e l ,  
a c c o u n t a b i l i t y ,  o r g a n i z a t i o n a l  c o o r d i n a t i o n ,  e t c .  These r e q u i r e a e n t s  have  
grorm w i t h  t h e  e v o l u t i o n  of development s t r a t e g i e s  toward t h e  b a s i c  needs  
approach .  These p o l i c i e s  g r e a t l y  i n c r e a s e  r e s o u r c e  deuands a t  a l l  l e v e l s .  
!.!oreover, w h i l e  acknowledging t h a t  development i s  l a r g e l y  u n c e r t a i n  and 
~ ~ n p r e d i c t a b l e ,  and t h a t  r s s u l t s  n u s t  be ach ieved  w i t h i n  n o r e  p a r t i c i p a t o r y ,  
d e c e n t r a l i z e d ,  and complex p o l i t i c a l ,  s o c i a l  and economic s i t u a t i o n s ,  donor s  
u r g e  t h a t  p r o j e c t s  be b l u e p r i n t e d  i n  advance  and c a r e f u l l y  s chedu led  and 
c o n t r o l l e d .  T h i s  p o s t u r e  c o n t r i b u t e s  t o  u n r e a l i s t i c  s c h e d u l i n g  and c o s t i n g ,  
and e v e n t u a l l y  t o  soue  of t h e  problems which L D C ' s  have i n  e x e c u t i n g  
development p o l i c i e s .  

P o l i t i c a l  Systems 

P o l i t i c a l  sys t ems  t h a t  a t t e m p t  t o  g u i d e  and c o n t r o l  development v a r y  g r e a t l y  
i n  t h e i r  d e d i c a t i o n  t o  deve lopmen ta l  g o a l s ,  i n  t h e i r  i n t e r e s t  and knowledge 
about  p u b l i c  management, i n  t h e i r  s t a b i l i t y ,  and i n  t h e i r  conce rn  o v e r  t h e  
e f f e c t i v e n e s s  and e f f i c i e n c y  of  governmenta l  p o l i c i e s .  Requi rements  f o r  
p o l i t i c a l  v i s i b i l i t y  c a n  p l a c e  u n r e a l i s t i c  demands f o r  s h o r t - t e r m  r e s u l t s  on 
deve lopnen t  p e r s o n n e l .  !Jhere t h e  s p o i l s  s y s t e m  p r e v a i l s ,  i t  c a n  d i s r u p t  
ongoing a c t i v i t i e s  and unde rcu t  a t t e m p t s  t o  b u i l d  a  c a d r e  of q u a l i f i e d  
p e r s o n n e l .  P o l i t i c a l  f a c t i o n s  c a n  a f f e c t  p u b l i c  o r g a n i z a t i o n s  and t h e  
r e l a t i o n s h i p s  between t h e  1 e ; i s l a t i v e  and e x e c u t i v e  f u n c t i o n s  of LDC 
governments .  \ h e r e  g o v e r m e n t  e : iecut ives  l a c k  p o l i t i c a l  w i l l  o r  s u f f i c i e n t  
p o l i t i c a l  power t o  overcone  t h e  r e s i s t a n c e  of n i n o r i t y  e l i t e s ,  o r  where t h e y  
show d i s i ~ t e r e s t  and  l a c k  of  e:;ecutive a b i l i t y ,  poor developinent 2 e r f o r n a n c e  
r e s u l t s .  



5)  Economic System and P o l i c i e s  

The i n t e r p l a y  of LDC economic sys tems w i t h  management i s  i n t r i c a t e .  F i r s t ,  
LDC economies a r e  u s u a l l y  f r a g i l e ,  depending m o s t l y  on  a  few e x p o r t  
commodities f o r  n o s t  of t h e i r  f o r e i g n  exchange.  D i s r u p t i o n s  i n  f o r e i g n  t r a d e ,  
and p r i n a r y  r e s o u r c e  and commodity p r i c e s  ( o i l ,  c o f f e e ,  t i n ,  f r u i t s ,  e t c . )  c a n  
produce d e t r i n e n t a l  e f f e c t s  on r evenues  and program implemen ta t ion .  Secondly ,  
economic p o l i c i e s  t h a t  emphasize government v e r s u s  p r i v a t e  s e c t o r  primacy i n  
development programs tend t o  overwhelm t h e  c a p a c i t y  of p u b l i c  a d m i n i s t r a t i o n  
sys tems.  Also ,  a  tendency t o  g i v e  lower p r i o r i t y  t o  t h e  r u r a l  poor and s o c i a l  
s e r v i c e s  m a n i f e s t s  i t s e l f  i n  lower q u a l i t y  management of programs, such  a s ,  
h e a l t h  s e r v i c e  d e l i v e r y ,  r u r a l  e d u c a t i o n ,  and s m a l l  fa rmer  c r e d i t .  

6 )  S o c i a l  and C u l t u r a l  Con tex t  

The s o c i a l  and c u l t u r a l  c o n t e x t  h a s  a profound e f f e c t  on development -- bo th  
t h e  g e n e r a l  c u l t u r e  of t h e  s o c i e t y  and t h e  p a r t i c u l a r  a d m i n i s t r a t i v e  c u l t u r e  
of t h e  i n s t i t u t i o n  r e s p o n s i b l e  f o r  program management. The c u l t u r e  r e f e r s  t o  
t h e  p a t t e r n s  of b e l i e f s ,  v a l u e s ,  a t t i t u d e s ,  c u s t a n s  and behav io r  
c h a r a c t e r i s t i c s  of t h e  pe r sons  i n  a  s o c i a l  s e t t i n g .  Where p a t t e r n s  of  t r u s t  
and c o o p e r a t i o n  a r e  5ased  on h i g h l y  i n d i v i d u a l i s t i c  s o c i a l ,  r e l i g i o u s ,  
i z e o l o g i c a l  beliefs, t h e n  i r  m y  be d i f f i c u l t  f o r  a d m i n i s t r a t i v e  behav io r  t o  
f s l  ::-.- :h2 792r  I . . - z :  . _ , - : - +  - - - - -  --: .- :hat a r e  s o  inuch a n  i n t e g r a l  p a r t  of  complex 

- 
e .  . e 2 :  a i ,  1 )  . Some implementat  i o n  problems 'nave 
t h e i r  r o o t s  i n  t h e  c u l t u r e  -- and t h e s e  may be t h e  f a c t o r s  most i n t r a n s i g e n t  
t o  change.  

c .  Causa l  F a c t o r  Xo. 3 : Poor Fianagement 

I n  t h e  donor a s s i s t a n c e  c m m u n i t y ,  t h e  i s s u e  of poor nanagenent  i s  f r e q u e n t l y  
c o n c e p t u a l i z e d  i n  v e r y  narrow and d i s c r e t e  t e rms .  Xanagement d e f i c i e n c i e s  a r e  
connonly r e f e r r e d  t o  a s  problems of t r a i n i n g ,  o r  i n a d e q u a t e  p rocedures ,  o r  
i n s u f f i c i e n t  s t a f f .  For example i n  a  r e c e n t  DS/UD-sponsored Nanagenent 
Lmprovement Survey,  a  l a r g e  number of LDC p r o j e c t  managers and A I D  p r o j e c t  
o f f i c e r s  a t t r i b u t e  a t  l e a s t  a  p o r t i o n  of implemen ta t ion  problems t o  t h e  l a c k  
of  a d e q u a t e  management c a p a b i l i t y  on t h e  p a r t  of t h e  p r o j e c t  s t a f f .  Responses 
t o  t h e  problem a r e  t h e n  d e f i n e d  a s  t r a i n i n g  a c t i v i t i e s  which c a n  p r o v i d e  t o  
i n d i v i d u a l s  t h e  manager i a l  s k i l l s  n e c e s s a r y  t o  overcone  implementa t ion  
problems.  

A review of t h e  p a s t  f i v e  y e a r s  of  d e s i g n i n g  p r o j e c t s  and p r o v i d i n g  
i n p l e m e n t a t i o n  t e c h n i c a l  a s s i s t a n c e ,  however, i n d i c a t e s  c o n c l u s i v e l y  t h a t  t h e  
"Human Resources" c o n c e p t i o n  of management development i s  o v e r l y  s i m p l i s t i c .  
P a r t  of t h e  c o n f u s i o n  d e r i v e s  from t h e  d e f i n i t i o n s  which o n e  t y p i c a l l y  
a s c r i b e s  t o  v a r i o u s  d imensions  of t h e  managenent p r o c e s s .  I n  o r d e r  t o  r educe  
some of t h i s  c o n f u s i o n ,  t h i s  s e c t i o n  p roposes  some d e f i n i t i o n s  which nay  
c l a r i f y  t h e  conp lex  n a t u r e  of nanagenent  deve lopnen t .  These d e f i n i t i o n s  a r e  
h e l p f u l  i n  e s t a b l i s h i n g  a  a o r e  r e a l i s t i c  c o n c e p t u a l  framework f o r  a n a l y z i n g  
development p r o b l e a s  caused by poor management i n  LDC c o n t e s t s  and i n  
proposing r e sponses  t o  d e a l  w i t h  t h i s  weakness.  
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1) D e f i n i t i o n s  of FIanaeement and  Hanagement D e v e l o ~ m e n t  

The f i r s t  d e f i n i t i o n  d e a l s  w i t h  t h e  c e n t r a l  c o n c e p t  of management. Management 
i s  o f t e n  v i s u a l i z e d  a s  what managers  d o ,  a s  a n  end  i n  i t s e l f .  C l a s s i c a l l y ,  
managers  a r e  assumed t o  be p r i n c i p a l l y  conce rned  w i t h  s c h e d u l i n g ,  c o n t r o l l i n g ,  
c o o r d i n a t i n g ,  p l a n n i n g ,  s u p e r v i s i n g ,  and b u d g e t i n g .  I f  i n d i v i d i u a l s  i n  
m a n a g e r i a l  p o s i t i o n s  a r e  i n v o l v e d  i n  t h e s e  a c t i v i t i e s ,  we t h i n k  t h a t  
management i s  o c c u r i n g .  I n  t h e  c o n t e x t  of t h i s  p a p e r ,  however,  management i s  
d e f i n e d  a s  t h e  i n s t r u m e n t a l i t v  bv which a v a i l a b l e  r e s o u r c e s  a r e  o r n a n i z e d .  
d i r e c t e d .  and  c o o r d i n a t e d  t o  a c h i e v e  t h e  a z r e e d  uDon d e v e l o ~ m e n t  o b i e c t i v e s .  
I n  t h i s  d e f i n i t i o n ,  management c a n  o n l y  be c o n c e i v e d  o f  i n  t e r n s  o f  t h e  p o l i c y  

t h e  achievement  of d e s i r e d  development  r e s u l t s .  

From t h i s  p e r s p e c t i v e ,  t h e n ,  management i n c l u d e s  n o t  o n l y  t h e  b e h a v i o r  o f  t h e  
i n d i v i d u a l s  i n  n a n a g e r i a l  p o s i t i o n s ,  but  a l s o  t h e  r e l a t i o n s h i p  of t h o s e  
p o s i t i o n s  t o  e a c h  o t h e r  and t o  d e c i s i o n  makers  e x t e r n a l  t o  t h e  program 
( o t h e r w i s e  known a s  s t r u c t u r e )  and t h e  sys t em of  i n f o r m a t o n  f l o w s  which l i n k  
t h o s e  p o s i t i o n s .  Slanagement f a i l u r e s  o c c u r ,  t h e n ,  when i n d i v i d u a l s  f a i l  t o  
per form t h e i r  r o l e s  e f f e c t i v e l y  o r  when t h e  program s t r u c t u r e s  do n o t  
a d e q u a t e l y  c o o r d i n a t e  t h e  a c t i o n s  of i n t e r n a l  and  e x t e r n a l  d e c i s i o n  makers  i n  
a  t i m e l y  f a s h i o n .  

Xananement . a s  d e f i n e d  h e r e .  i s  d i s t i n g u i s h e d  from a d m i n i s t r a t i o n  i n  i t s  
emohas is  on o r n a n i z a t i o n a l  ~ e r f o m a n c e  and t h e  a c c o m ~ l i s h m e n t  of  d e v e l o ~ m e n t  
r e s u l t s .  P u b l i c  a d m i n i s t r a t i o n  h a s  t r a d i t i o n a l l y  emphasized t h e  o r g a n i z a t o n  
and r e fo rm of s t r u c t u r e s ,  a d m i n i s t r a t i v e  s y s t e n s  and  p e r s o n n e l  r e s o u r c e s  -- 
t h a t  i s  t h e  development  of o r g a n i z a t i o n a l  " s t o c k "  o r  c a p a c i t y .  Although 
management per formance  r e q u i r e s  t h a t  a c e r t a i n  l e v e l  o f  c a p a c i t y  e x i s t s ,  t h e  
p r i n a r y  f o c u s  of  management i s  on o b j e c t i v e s  (Note:  It must be r e c o g n i z e d  t h a t  
t h e  te rm management a l s o  h a s  s p e c i a l  meanings  i n  v a r i o u s  s e c t o r s .  For  
e x a n p l e ,  i n  a g r i c u l t u r e  t h e  team "nanagement" o f t e n  means fa rm managenent o r  
management of a g r i - b u s i n e s s  r a t h e r  t h a n  p u b l i c  program management.) 

The working g roup  p r e f e r s  t h e  t e n  management o v e r  a d m i n i s t r a t i o n  because  of  
i t s  o r i e n t a t i o n  toward e f f e c t i v e  and e f f i c i e n t  per formance .  No tab ly ,  t h e r e  i s  
a s i m i l a r  movement away f r o n  t h e  te rm , a d m i n i s t r a t i o n  and toward t h e  te rm 
management i n  many U . 3 .  and  LDC e d u c a t i o n a l  i n s t i t u t i o n s .  I n  t h e  l a s t  t e n  
y e a r s ,  many of t h e s e  i n s t i t u t i o n s  have moved toward programs i n  " P o l i c y  
A n a l y s i s  and P u b l i c  Management" ( K l i t g a a r d ,  1981) .  The o r i e n t a t i o n  o f  t h e s e  
programs i s  i n  l i n e  w i t h  ou r  c o n c e p t  of managenent:  l o o k i n g  a t  nanagement as a 
combina t ion  of s u b s t a n t i v e  t o o l s  and human p r o c e s s ;  c o n c e r n  f o r  s t a r t i n g  w i t h  
per formance  problems r a t h e r  t h a n  methods;  c o n c e r n  f o r  e t h i c s  and p r a c t i c a l  
e s s e n t i a l s  of  governments .  Some n o t a b l e  examples  o f  t h i s  t r e n d  i n  LDC 
i n s i t i t u t i o n s  i n c l u d e  t h e  A s i a n  I n s t i t u t e  of Management and t h e  I n s t i t u t e  of 
R u r a l  Flanagenent i n  I n d i a .  

Viewed w i t h i n  t h e  c o n t e x t  of development  p o l i c y  i m p l e m e n t a t i o n ,  t h e  p r i n c i p a l  
r o l e  of management i s  t o  t r a n s l a t e  d e v e l o p a e n t  p o l i c i e s  i n t o  o p e r a t i o n a l  
p r o g r a m s / p r o j e c t s  and t o  g u i d e  t h e s e  development  e f f o r t s  i n  such  a  way t h a t  
p o l i c y  o b j e c t i v e s  a r e  s u c c e s s f u l l y  a c h i e v e d .  I n  t h i s  p r o c e s s ,  s e v e r a l  
i n t e r r e l a t e d  and c o n t i n u o u s  Lanagenent  f u n c t i o n s  a r e  per formed:  o b j e c t i v e s  a r e  



c l a r i f i e d  and a g r e e d  upon; o r g a n i z a t i o n a l  r o l e s  and r e l a t i o n s h i p s  a r e  d e f i n e d  
and conmi tnen t s  a r e  made w i t h i n  e x i s t i n g  o r  newly e s t a b l i s h e d  s t r u c t u r e s ;  
s u p p o r t  s y s t e n s  a r e  p u t  i n t o  e f f e c t ;  and r e s o u r c e s  m o b i l i z e d ,  gu ided  and 
adap ted .  These f u n c t i o n s  a r e  performed by managers a t  c e n t r a l  a s  w e l l  a s  
l o c a l  l e v e l s ,  w i t h i n  and a c r o s s  d i f f e r i n g  forms of p u b l i c  and p r i v a t e  
i n s t i t u t i o n s ,  and us ing  a  v a r i e t y  of e n a b l i n g  methods and approaches .  

Given t h i s  view of management, management deve lopnen t  r e f e r s  t o  a n  
i n t e r r e l a t e d  s e t s  of a c t i o n s  ( p o t e n t i a l l y  i n c l u d i n g  p r o c e s s  c o n s u l t a t i o n ,  
t r a i n i n g ,  problem-solving,  and a p p l i e d  r e s e a r c h )  which s e e k  t o  upgrade  t h e  
p e r f o r n a n c e  of g e n e r i c  management f u n c t i o n s  w i t h i n  a n  i n s t i t u t i o n  t o  t h e  l e v e l  
r e q u i r e d  t o  a c h i e v e  development p o l i c y  o b j e c t i v e s .  

T h i s  approach t o  management development r e c o g n i z e s :  

That management f u n c t i o n s  a r e  i n t e r r e l a t e d ,  and t h e r e f  o r e  management 
development e f f o r t s  c a n n o t  be e a s i l y  s e p a r a t e d  t o  f o c u s  o n l y  on 
i n d i v i d u a l  managers o r  pursued a s  one-dimensional  a c t i v i t e s  such  a s  
t r a i n i n g ;  

6 That fo rma l  s t r u c t u r e s  a r e  i m p o r t a n t ,  but  n o t  a s  c r i t i c a l  as how 
managers w i t h i n  t h e s e  s t r u c t u r e s  d e f i n e  and c a r r y  o u t  r o l e s  and  
r e s p o n s i b i l i t i e s  t o  a c h i e v e  ag reed  upon program o b j e c t i v e s ;  

Tha t  some i m p o r t a n t  f a c t o r s  w i l l  a lways  remain  o u t s i d e  t h e  c o n t r o l  
of managers - and t h e r e f o r e  beyond t h e  i n p a c t  of  nanagement 
deve lopnen t  e f f o r t s  - bu t  t h a t  t h e  r a n g e  of c o n t r o l  w i l l  expand a s  
managers i n p r o v e  t h e i r  performance i n  a  s e t t i n g  by a g r e e i n g  on 
o b j e c t i v e s ,  d e f i n i n g  o r g a n i z a t i o n a l  r o l e s  and r e l a t i o n s h i p s ,  
e s t a b l i s h i n g  c o s t - e f f e c t i v e  s u p p o r t  s y s t e n s ,  and o p e r a t i n g  gu idance  
and a d a p t i v e  mechanisms. 

Management development e f f o r t s  need t o  be d e f i n e d ,  t h e r e f  o r e ,  w i t h i n  t h e  
c o n t e x t  of a  s y s t e m a t i c  c o n s i d e r a t i o n  of p o l i c y  o b j e c t i v e s ,  program 
p r i o r i t i e s ,  o r g a n i z a t i o n a l  r o l e s  and r e l a t i o n s h i p s ,  a d a p t i v e  mechanisms and 
s p e c i f i c  s k i l l  r e q u i r e m e n t s  needed t o  pe r fo rm a l l  of  t h e s e  i n t e r r e l a t e d  t a s k s .  

2)  Gener i c  Func t ions  of Development Management 
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performed by e f f e c t i v e  managers a c r o s s  c u l t u r e s ,  s e c t o r s ,  and i n s t i t u t i o n s .  
(Abramson and H a l s e t ,  1979; DPMC, 1981; I n g l e ;  1981; Flurphy, D . ,  1974 ; ) .  It 
is  i m p o r t a n t ,  t h e r e f o r e ,  t o  comment on t h e s e  b a s i c  f u n c t i o n s .  

a )  C l e a r  and &reed U ~ o n  O b j e c t i v e s  

A n  i n p o r t a n t  f e a t u r e  of deve lopnen t  p o l i c y  implemen ta t ion  i s  t h a t  i s  u s u a l l y  
depends on t h e  i n t e g r a t e d  e f f o r t s  of many d i f f e r e n t  i n s t i t u t i o n s  and 
i n d i v i d u a l s .  Exper ience  i n  p u b l i c  and p r i v a t e  s e c t o r  o r g a n i z a t i o n s  h a s  shown 
t h a t  c l e a r  and s h a r e d  o b j e c t i v e s  a r e  advantageous  f o r  s e v e r a l  r e a s o n s .  F i r s t ,  
w i t h  c l e a r  o b j e c t i v e s ,  i n d i v i d u a l s  and g roups  can  assume r e s p o n s i b i l i t y  f o r  
o r g a n i z i n g  a p p r o p r i a t e  s t r u c t u r s  and sys tems.  Second,  c l e a r  program 
o b j e c t i v e s  make t h e  p u r s u i t  of i n d i v i d u a l  o b j e c t i v e s  a o r e  d i f f i c u l t .  F i n a l l y ,  
a  c o l l a b o r a t i v e  p r o c e s s  of s e t t i n g  and p e r i o d i c a l l y  r e v i s i n g  o b j e c t i v e s  c a n  



se rve  t o  b u i l d  connitment and e s t a b l i s h  the  b a s i s  f o r  a l i g n i n g  i n c e n t i v e  
systems with high p r i o r i t y  program accomplishments. 

b) S t r u c t u r a l  Roles & R e s p o n s i b i l i t i e s  

Although t h e  n o t i o n  of o r g a n i z a t i o n a l  s t r u c t u r e  i s  w e l l  known t o  most program 
and p r o j e c t  pe rsonne l ,  n o s t  of the  a t t e n t i o n  g iven  t o  i t  i s  r a t h e r  s t a t i c  i n  
na tu re .  I n  o t h e r  words, the  s t r u c t u r e  i s  q u i c k l y  sketched out  i n  terms of the  
p r i n c i p a l  f u n c t i o n s  of the  o r g a n i z a t i o n  ( t e c h n i c a l ,  a d m i n i s t r a t i v e ,  l o g i s t i c a l  
and procurement, r e s e a r c h )  and then l a i d  a s i d e  wi thout  a n  adequate  
c o n s i d e r a t i o n  of the  impact of t h a t  s t r u c t u r e  on o r g a n i z a t i o n a l  performance. 
I n  t h e  framework p resen ted  h e r e ,  s t r u c t u r e  i s  t h e  d i s t r i b u t i o n  of a u t h o r i t y  
and r e s p o n s i b i l i t y  t o  p o s i t i o n s  w i t h i n  a  program which permi t s  t h e  
c o o r d i n a t i o n  of key r e s o u r c e s ,  both m a t e r i a l  and nonmate r ia l ,  between those  
p o s i t i o n s  and between the  program and impor tan t  e x t e r n a l  c o n s t i t u e n c i e s .  
I d e a l l y ,  s t r u c t u r e  i n c l u d e s  both  a  c o n s i d e r a t i o n  of formal a s p e c t s  of 
s t r u c t u r e  a s  w e l l  a s  i n f o r m a l  ones.  

I n  more concre te  terms, the  s t r u c t u r e  of a  development program o r  p r o j e c t  must 
provide the  oppor tun i ty  f o r  two in te rdependen t  u n i t s ,  f o r  example a g r i c u l t u r a l  
ex tens ion  and app l ied  r e s e a r c h ,  t o  j o i n t l y  p l a n  and e v a l u a t e  t h e i r  
a c t i v i t i e s .  I f  the  in te rdependen t  f u n c t i o n s  a r e  both  w i t h i n  and e x t e r n a l  t o  
the  p r o j e c t ,  then the  s t r u c t u r e  n u s t  i n c l u d e  some kind of i n t e g r a t i n g  p o s i t i o n  
which b r idges  t h e  program boundary. The f a i l u r e  of s t r u c t u r e  t o  provide f o r  
a n  adequate  amount of c o o r d i n a t i o n  of o r g a n i z a t i o n a l  r e s o u r c e s  w i l l  i n e v i t a b l y  
l ead  t o  a  l e s s  than d e s i r a b l e  use  of  r e s o u r c e s .  I t  w i l l  a l s o  l e a d  t o  a  
demand, i n a p p r o p r i a t e l y  l a b e l e d ,  t o  improve t h e  nanagement of the  program. 

I n  d e a l i n g  wi th  s t r u c t u r e ,  i t  i s  important  t o  c o n s i d e r  t h e  c o o r d i n a t i o n  of 
both the  m a t e r i a l  and nonmater ia l  r e s o u r c e s .  ? l a t e r i a l  r e s o u r c e s  i n c l u d e  
obvious t h i n g s  l i k e  money, people ,  m a t e r i a l .  Sonmate r ia l  r e s o u r c e s ,  which a r e  
o f t e n  neg lec ted  i n  p r o j e c t  des ign ,  i n c l u d e  l eg i t imacy ,  mot iva t ion  and 
commitment, p u b l i c  esteem, o p e r a t i n g  f l e x i b i l i t y ,  and n o n i n t e r f e r e n c e .  The 
s t r u c t u r e  of a  program should provide p o s i t i o n s  wi th  t h e  r e s p o n s i b i l i t y  of 
mobi l i z ing  and c o o r d i n a t i n g  t h e s e  l a t t e r  r e s o u r c e s ,  which can  be a s  s a l i e n t  a s  
m a t e r i a l  r e s o u r c e s  i n  acconpl i sh ing  o b j e c t i v e s .  The e s t a b l i s h n e n t  of adv i sory  
committees which i n c l u d e  t h e  p a r t i c i p a t i o n  of key r e s o u r c e  p rov iders  both  
h i e r a r c h i c a l l y  s u p e r o r d i n a t e  and s u b o r d i n a t e  t o  t h e  p r o j e c t ,  a r e  s t r u c t u r a l  
mechanisms f o r  d e a l i n g  wi th  nonmater ia l  r e s o u r c e s .  

F i n a l l y  some c o n s i d e r a t i o n  must be g iven ,  where p o s s i b l e , '  t o  t h e  e x i s t e n c e  of 
in fo rmal  a s p e c t s  of s t r u c t u r e .  No m a t t e r  how w e l l  thought ou t  the  f o m a l  
s t r u c t u r e  i s ,  i t  w i l l  never be complete ly  respons ive  t o  t h e  u n p r e d i c t a b l e  
f o r c e s  i n  i t s  environnent .  One of the  few u n i v e r s a l  p r i n c i p l e s  of 
o r g a n i z a t i o n a l  soc io logy  i s  t h a t  f o r a a l  s t r u c t u r e  i n e v i t a b l y  l e a d s  t o  the  
e l a b o r a t i o n  of in fo rmal  s t r u c t u r e .  Informal  s t r u c t u r e  evo lves  t o  meet 
whatever s o c i a l ,  f u n c t i o n a l ,  o r  opera t ing  needs a r e  no t  being n e t  by t h e  
formal  s t r u c t u r e .  Informal  s t r u c t u r e  can e i t h e r  c o n t r i b u t e  t o  o r  h inder  t h e  
r e s u l t s  o r i e n t e d  performance of a n  o r g a n i z a t i o n .  Because informal  s t r u c t u r e  
i s  a  secondary r e s u l t  of f o r a a l  s t r u c t u r e ,  i t  i s  a l n o s t  e x c l u s i v e l y  t h e  
province of the  p r o j e c t  implementation s t a f f .  On the  o t h e r  hand, a  p r o j e c t  
o r g a n i z a t i o n  team can  d e s i g n  i n  respons ive  f e a t u r e s  of the  p r o j e c t  f o r  d e a l i n g  
wi th  the  impact of in f  o n a l  s t r u c t u r e  a s  i t  evo lves  dur ing  i s p l e n e n t a t  ion .  



c )  Program Support  Systems 

Systems a r e  t h e  p r e s c r i b e d  s e t  of a c t i v i t i e s  by which t h e  o r g a n i z a t i o n  
m o b i l i z e s  r e s o u r c e s ,  s c h e d u l e s  a c t i v i t i e s ,  and makes u s e  of e i t h e r  r e s o u r c e s  
o r  i n f o r u a t i o n  w i t h i n  t h e  o r g a n i z a t i o n .  Concre te ly ,  o r g a n i z a t i o n a l  systems 
nay i n c l u d e ,  i n t e r  a l i a ,  o r d e r i n g  and purchas ing  sys tems ,  pe r sonne l  sys tems,  
f i n a n c i a l  systems,  decision-making sys tems,  and i n f o r m a t i o n  systems.  

By and l a r g e ,  t h e  concept  of sys tems i s  w e l l  unders tood by A I D  p r o j e c t  
o f f i c e r s .  What i s  sometimes n e g l e c t e d ,  however, i s  a n  adequate  c o n s i d e r a t i o n  
of t h e  e x t e n t  t o  which t h e  p r o j e c t  has  t h e  c a p a b i l i t y  f o r  m a i n t a i n i n g  sys tems 
even when they  a r e  designed i n t o  t h e  p r o j e c t .  

d )  Guidance and Adapt ive  Mechanisms 

An impor tan t  s u b s e t  of suppor t  sys tems a r e  those  guidance and a d a p t i v e  
mechanisms which permit  a  development program t o  l e a r n  based on exper ience  and 
be modif ied  when impor tan t  changes occur .  I n  terms of LDC management 
exper ience ,  one of t h e  b i g g e s t  d i f f i c u l t i e s  has  been w i t h  t h e  d e s i g n  of 
systems f o r  c o l l e c t i n g  and us ing  program progress - t r ack ing  and e v a l u a t i o n  
d a t a .  T h i s  type  of d a t a  i s  c r i t i c a l  i f  managers a r e  t o  make d e c i s i o n s  a s  a  
f u n c t i o n  of what t h e  program i s  a c t u a l l y  accomplishing a t  t h e  c o s t  of what 
r e s o u r c e s .  

e )  Management s k i l l s  

While i t  i s  easy  t o  say t h a t  program o r  p r o j e c t  s t a f f  need management s k i l l s  
t r a i n i n g ,  few a r e  a b l e  t o  a r t i c u l a t e  w i t h  much p r e c i s i o n  which s k i l l s  a r e  
necessa ry .  There i s  probably  even l e s s  r e a l  unders tand ing  of t h e  r e l a t i o n s h i p  
between those  s k i l l s , ~  i f  they  could  be i d e n t i f i e d ,  and t h e  performance of  the^ 
management f u n c t i o n s  f o r  which s k i l l  development i s  t a r g e t e d .  The major p o i n t  
h e r e  i s  t h a t  "management s k i l l s  t r a i n i n g "  is  used t o  cover  a  wide range of  
e x p e c t a t i o n s  which a r e  u s u a l l y  poor ly  analyzed and f o r  which most of t h e  
s k i l l s  t r a i n i n g  would be i n a p p r o p r i a t e  i n  t e r n s  of improving o r g a n i z a t i o n  
performance. 

3 )  The Management Development Domain 

Our framework f o r  unders tanding t h e  phenomena of "poor" management should now 
be c l e a r e r .  I n d i v i d u a l s ,  i n  t h i s  c a s e  development managers, f a i l  t o  perform 
a s  one expec t s  f o r  r e a s o n s  which a r e  f r e q u e n t l y  o u t s i d e  of t h e i r  c o n t r o l .  I n  
t h i s  a n a l y s i s ,  we a r e  e x c l u d i n g ,  of c o u r s e ,  c o n t e x t u a l  f a c t o r s  such a s  
environmental  f o r c e s  ( d r o u g h t ) ,  t h e  impact of t h e  world economy, t h e  absence 
of a  minimal degree  of t e c h n o l o g i c a l  e x p e r i e n c e ,  and p o l i t i c a l  o p t i o n s  which 
c o n s t r a i n  t h e  behavior  of even t h e  most e f f e c t i v e l y  managed p r o j e c t .  

What i s  conce ivab ly  i n  t h e  c o n t r o l  of development managers -- those  who have 
r e s p o n s b i l i t y  f o r  fo rmula t ing  p o l i c y  e x e c u t i o n  s t r a t e g i e s ,  des ign ing  
p rograms /pro jec t s ,  implementing p rograms /proe jc t s ,  and a s s u r i n g  t h a t  b e n e f i t s  
a r e  cont inued -- a r e  t h e  f u n c t i o n s  of s e t t i n g  and g a i n i n g  agreement on 
o b j e c t i v e s ,  des ign ing  formal  and i n f o r m a l  s t r u c t u r e s ,  e s t a b l i s h i n g  
c o s t - e f f e c t i v e  suppor t  sys tems,  and o p e r a t i n g  a d a p t i v e  mechanisms such a s  



moni to r ing  and e v a l u a t i o n .  T h i s  of c o u r s e ,  i n c l u d e s  deve lop ing  and 
m a i n t a i n i n g  t h e  i n d i v i d u a l  group competencies a s  s k i l l s  f o r  c a r r y i n g  o u t  t h e s e  
f u n c t i o n s .  

Thus, a  management development s t r a t e g y  should  f low from a  w h o l i s t i c  o r  
s y s t e m a t i c  c o n s i d e r a t i o n  of o b j e c t i v e s ,  s t r u c t u r e s ,  sys tems ,  a d a p t i v e  
mechanisms, and competencies o r  skil ls ,  even i f  t h e  s t r a t e g y  does op t  
d i s p r o p o r t i o n a t e l y  f o r  one of  t h e s e  a s p e c t s  ( f o r  example, long- te rn ,  US-based 
p a r t i c i p a n t  t r a i n i n g ) .  S t r a t e g i e s  which do focus  on one of t h e s e  key a s p e c t s  
must do s o  w i t h  t h e  knowledge t h a t ,  a s  i n  any s o c i a l  sys tem,  management 
f u n c t i o n s  and s k i l l s  a r e  in te rdependen t .  T inker ing  w i t h  one w i l l  i n e v i t a b l y  
produce a n  e f f e c t  on t h e  o t h e r s  and on some a s p e c t  of performance.  
Consequences of t i n k e r i n g  may both be in tended  and p o s i t i v e  a s  w e l l  a s  
unintended and n e g a t i v e .  

I n  t h e  nex t  s e c t i o n  of the  paper ,  we w i l l  pursue  t h e  c a u s a l  a n a l y s i s  t o  
de te rmine  t h e  a r e a s  of s i g n i f i c a n t  l e v e r a g e  f o r  A I D  i n t e r v e n t i o n .  Hopefu l ly ,  
t h e  concep tua l  framework p resen ted  i n  t h i s  s e c t i o n  w i l l  make t h e  d i s c u s s i o n  of 
t h e s e  i s s u e s  more unders tandab le ,  and w i l l  p o i n t  t h e  d i r e c t i o n  toward a  
r e v i s e d  Agency s t r a t e g y .  

2 .  P o t e n t i a l  f o r  Problem Reso lu t ion  by A I D  

Of t h e  t h r e e  major problem causes  -- t h e  complex n a t u r e  of development 
programs, t h e  h a r s h  c o n t e x t  of program implementat ion,  and poor development 
program management -- it  appears  t h a t  A I D  i s  i n  a  most f a v o r a b l e  p o s i t i o n  t o  
i n f l u e n c e  t h e  l a t t e r  two. I n  regard  t o  t h e  f i r s t  c a u s e ,  t h e  complex n a t u r e  of 
pover ty  programs, A I D  i s  l a r g e l y  c o n s t r a i n e d  by l e g i s l a t i o n  t o  work wi th  t h e  
k inds  of programs i n  q u e s t i o n .  Other development a s s i s t a n c e  a g e n c i e s  might be 
l e s s  c o n s t r a i n e d  t h a n  A I D  i n  t h i s  a r e a .  

a .  Addressing Contex tua l  F a c t o r s  of Program Implementation 

There a r e  s e v e r a l  ways by which t h e  a s s i s t a n c e  community can  i n f l u e n c e  t h e  
c o n s t r a i n t s  imposed by t h e  c o n t e x t  i n  which development programs a r e  des igned  
and implemented. Areas where r e s o l u t i o n  i s  p o s s i b l e  i n c l u d e :  i n f l u e n c i n g  
major a l t e r n a t i v e s  o r  r e f o m s  i n  t h e  LDC p u b l i c  s e r v i c e  d e l i v e r y  sys tems;  
i n f l u e n c i n g  key p o l i t i c a l  and economic p o l i c i e s ;  and making i n t e r n a l  changes 
i n  t h e  donor community's own management system. These a r e  b r i e f l y  d i s c u s s e d  
below. 

1 )  I n s t i t u t i o n a l  Reform 

The d i f f i c u l t i e s  of conver t ing  t r a d i t i o n a l  government o r g a n i z a t i o n s  and 
programs i n t o  e f f e c t i v e  programs f o r  the  poor  i s  perhaps  w e l l  i l l u s t r a t e d  i n  
t h e  exper ience  wi th  low-cost h e a l t h  d e l i v e r y  s e r v i c e s .  Then p u b l i c  h e a l t h  
m i n i s t r i e s  change from c l i n i c - b a s e d ,  p a s s i v e  d e l i v e r y  t o  a  l a r z e - s c a l e  
o u t r e a c h  system, us ing  a u x i l i a r y  workers,  c o n v e r t i n g  n u r s e s  t o  team l e a d e r s ,  
d o c t o r s  t o  e x e c u t i v e s ,  h o s p i t a l s  l i n k e d  t o  a  sys tem of r e f e r r a l s  and a  g r e a t e r  
degree  of d e c e n t r a l i z e d  o p e r a t i o n ,  i t  c r e a t e s  a  massive denand f o r  b a s i c  
system redes ign  - not  simply a  management inprovenen t  e f f o r t .  The n e d i c a l  
technology has  t o  be s i m p l i f i e d  and nanagecent becomes the  c r u c i a l  conponsnt 
t o  make the  system work. AID has  i n v e s t e d  rn i i l ions  of d o l l a r s  i n  such a  



s t r a t e g y .  T h e r e  h a s  been s o n e  p r o g r e s s ,  b u t  AID-sponsored e x p e r i e n c e ,  
p a r t i c u l a r l y  i n  L a t i n  America, i n d i c a t e s  t h a t  i t  t a k e s  abou t  10  y e a r s  t o  
e s t a b l i s h  t h e  management i n f r a s t r u c t u r e  f o r  p u b l i c  h e a l t h  m i n i s t r i e s  t o  
o p e r a t e  p r imary  h e a l t h  c a r e  s y s t e m s .  

A newer v e r s i o n  of r e f o r m  i n  gove rnmen ta l  d e l i v e r y  sys t ems  i s  i l l u s t r a t e d  i n  
t h e  " B u r e a u c r a t i c  Re -Or i en t a t i on"  of  t h e  P h i l i p p i n e  N a t i o n a l  I r r i g a t i o n  
A u t h o r i t y  i n  which t h e  agency  i s  s h i f t i n g  from b u i l d i n g  i r r i g a t i o n  s y s t e m s  t o  
h e l p i n g  f a r m e r s  b u i l d  and  o p e r a t e  t h e i r  own i r r i g a t i o n  s y s t e m s .  T h i s  p r o c e s s  
r e q u i r e s  e x t e n s i v e  change  i n  t h e  i n t e r n a l  p r o c e d u r e s ,  p e r s o n n e l  sys t em,  budget  
c y c l e s ,  r ewards  and human r e l a t i o n s h i p s  w i t h  c l i e n t  f a r m e r s .  The p r o c e s s  may 
t a k e  abou t  s i x  y e a r s ,  bu t  i t  seems n o s t  c r i t i c a l  i n  s h i f t i n g  from government  
programs t h a t  e s t a b l i s h  d e p e n d e n c i e s  t o  programs t h a t  f o s t e r  s e l f - r e l i a n c e .  
T h i s  i s  a n  e x p e r i m e n t a l  app roach  but  v e r y  p romis ing .  

P o l i c y  Reform 

The second s e t  of v a r i a b l e s  where change  i s  p o s s i b l e  i s  t h e  LDC p o l i c y  c o n t e x t  
w i t h i n  which  development  t a k e s  p l a c e .  The new A I D  A d m i n i s t r a t o r  h a s  a l r e a d y  
announced t h a t  p o l i c y  commitments by c o l l a b o r a t i n g  governments  a r e  a 
c o n c o m n i t t a n t  of  U.S. a s s i s t a n c e :  "I b e l i e v e  s t r o n g l y  t h a t  t h e  s u c c e s s  o r  
f a i l u r e  of t h e  development  p r o c e s s  i n  a  g i v e n  c o u n t r y  depends  p r i m a r i l y  on t h e  
p o l i c y  framework and  d e t e r m i n a t i o n  of  t h e  c o u n t r y  i t s e l f . "  (STATE C a b l e  
102132) .  The new g u i d a n c e  emphas i ze s  i n s t i t u t i o n a l  deve lopmen t ,  i n c r e a s e d  
economic growth  w i t h  e q u i t y ,  g r e a t e r  u s e  o f  t h e  p r i v a t e  s e c t o r  f o r  
deve lopment ,  and c o n t i n u e d  emphas is  on ove rcon ing  hunger  and m a l n u t r i t i o n  
th rough  a g r i c u l t u r e ,  r u r a l  deve lopment ,  n u t r i t i o n ,  and  p o p u l a t i o n  programs.  
Thus, c o n c e r t e d  e f f o r t s  a t  s t i m u l a t i n g  p o l i c y  changes  a r e  underday .  

3 )  Donor P r o c e d u r a l  Reform 

The t h i r d  s e t  of f a c t o r s  c o n c e r n  t h e  i n t e r n a l  p r o c e d u r e s  whereby A I D  manages 
i t s  f o r e i g n  a s s i s t a n c e  programs.  Data c o l l e c t e d  i n  t h e  ?hnagenen t  Improvement 
Su rvey  i n d i c a t e s  t h a t  bo th  A I D  p r o j e c t  o f f i c e r s  and h o s t  c o u n t r y  p r o j e c t  
managers  f e e l  t h a t  donor  p r o c e d u r e s  a r e  p a r t  o f  t h e  i m p l e m e n t a t i o n  p r o b l e n .  
These i s s u e s  a r e  d i s c u s s e d  i n  g r e a t e r  d e t a i l  e l s e w h e r e .  (See  S e c t i o n  I V Y  D, 3 . )  

b .  Addres s ing  ?fanagenent  Development F a c t o r s  

The p o t e n t i a l  f o r  making management improvements  i s  more encourag ing  i n  
s e v e r a l  v e r y  i m p o r t a n t  r e s p e c t s ,  e s p e c i a l l y  f o r  A I D .  

1 )  Fianagement-A C r i t i c a l  C o n s t r a i n t  

F i r s t ,  t h e r e  i s  a r a t h e r  r e c e n t  and widesp read  conve rgence  among deve lopnen t  
p r a c t i t i o n e r s ,  a s s i s t a n c e  agency  p e r s o n n e l ,  and  a c a d e m i c i a n s  t h a t  management 
i s  a  m a j o r ,  i f  n o t  t h e  major  c o n s t r a i n t ,  t o  development  p e r f o m a n c e .  I n  o u r  
s u r v e y  of  development  p e r s o n n e l ,  i n  m e e t i n g s  w i t h  n i s s i o n  s t a f f ,  and  i n  
o f f i c i a l  and p r o f e s s i o n a l  p u b l i c a t i o n s ,  i g a d e q u a t e  nacagemect  i s  i n c r e a s i n g l y  
r e c o g n i z e d  a s  a  major  r o a d b l o c k  t o  improve ? r o d u c t i v i t y  end  p e r f o r n a n c e .  
Harvey L e i b e n s t e i n ,  i n  h i s  book Beyond Economic !.!an (1975)  a r g u e s ,  f o r  
e x a n p l e ,  t h a t  management improvements  i n  d e v e l o p i n g  c o u n t r y  p u 5 l i c  and  p r i v a t e  
e n t r i p r i s e s  c a n  i n p r o v e  p r o d u c t i v i t y  by 10  t o  40 p e r c s n t ,  w h i l e  t r a d i t i o n a l  
a l l o c a t i v e  e f f i c i e n c y  i n t e r v e n t i o n s ~  u s u a l l y  produEe no n o r e  t h a n  a  1 X  r e t u r n .  



2 )  Emergence of  t h e  Per formance  A ~ ~ r o a c h  

Second,  and pe rhaps  t h e  most i m p o r t a n t ,  i s  t h e  r e c e n t  emergence of a  more 
c o s t - e f f e c t i v e  and workable  approach  t o  management development ,  -- a  
" p e r f o r n a n c e  approach."  Although d e s c r i b e d  i n  a  v a r i e t y  of d i f f e r e n t  ways by 
d i f f e r e n t  donor a g e n c i e s  ( i n c l u d i n g  A I D ,  t h e  ILO, and  t h e  U.N.), i n  d i f f e r e n t  
s e c t o r s  ( p u b l i c  e n t e r p r i s e s ,  c o u n t r y  wide  program management sys t ems ,  
a g r i c u l t u r a l  c r e d i t  i n s t i t u t i o n s ,  and  r u r a l  development  p rog rams) ,  and  i n  a l l  
major  g e o g r a p h i c a l  r e g i o n s ,  t h e s e  e f f o r t s  have  many f e a t u r e s  i n  connon. I n  
e s s e n c e ,  t h e  per formance  approach  r e p r e s e n t s  a  s y s t e m a t i c  p r o c e s s  whereby 
t h o s e  i n  c h a r g e  of a  development e f f o r t  a r e  d i r e c t l y  i n v o l v e d  i n  improving  
per formance  a long  w i t h  a n  e x t e r n a l  development managenent team of c o n s u l t a n t s ,  
t r a i n e r s  and /o r  a c t i o n  r e s e a r c h e r s .  

The per formance  approach evo lved  i n  t h e  1 9 7 0 ' s  i n  a  v a r i e t y  of c o u n t r y  and 
s e c t o r a l  s e t t i n g s .  It i s  c h a r a c t e r i z e d  by a  g r e a t  d e a l  of  v a r i a t i o n  i n  p a r t  
because  i t  i s  new, bu t  a l s o  because  i t  h a s  been  r a p i d l y  adop ted  by v a r i o u s  
c o n s u l t a n t s  and  c l i e n t  o r g a n i z a t i o n s .  The pe r fo rmance  approach  h a s  been 
a p p l i e d  i n  deve loped  and deve lop ing  c o u n t r i e s ,  i n  b o t h  p u b l i c  and  p r i v a t e  
s e c t o r s .  It has been used  i n  Ecuador ,  E a s t  A f r i c a ,  J a m a i c a ,  J o r d a n ,  N i g e r i a ,  
P h i l i p p i n e s ,  S r i  Lanka, Tanzania ,  Zambia, and Venezuela  by a number of 
i n t e r n a t i o n a l  a g e n c i e s  i n c l u d i n g  AID, t h e  ILO and o t h e r  U.N. b o d i e s .  :b.e 
s e c t o r s  i n  which i t  has been used i n c l u d e  p o s t a l  and  t e l e c o m u n i ~ a t i o z ~ .  
a i r w a y s  t r a n s p o r t a t i o n ,  r u r a l  c r e d i t  bank,  some 30  p u b l i c  e n t e r p r i s e s  i n  
N i g e r i a ,  customs s e r v i c e ,  a g r i c u l t u r a l  p r o j e c t  nanagement,  h e a l t h  e d u c a t i o n ,  
d a i r y  produce  and  m a r k e t i n g ,  i r r i g a t i o n  and  f o r e s t r y  managenent. 

3 )  Per formance  Approach Success  S t o r i e s  

a )  The Tanzan ia  R u r a l  Development Bank (TRDB) was a s s i s t e d  i n  upgrad ing  
i t s  r u r a l  c r e d i t  o u t r e a c h  s y s t e m  by a n  i n t e n s i v e  management development and  
t r a i n i n g  e f f o r t  aimed a t  70 of i t s  180 p r o f e s s i o n a l  employees.  The p r o c e s s  
i n c l u d e d  t r a i n i n g  i n  program p l a n n i n g  and  imp lemen ta t ion  f o r  work g roups  and  
f o r  management t r a i n e r s  who i n  t u r n  a p p l i e d  t h e i r  knowledge i n  f o r m u l a t i n g  and 
implement ing  management improvement p l a n s  f o r  TRDB. T r a i n e r s  developed under  
t h i s  program a r e  c o n d u c t i n g  a d d i t i o n a l  workshops f o r  o t h e r  TRBD and r e l a t e d  
i n s t i t u t i o n  p e r s o n n e l .  T h i s  was done i n  two six-week s e s s i o n s  and  a  one week 
e x e c u t i v e  s e m i n a r  d u r i n g  1980 under  t h e  " T r a i n i n g  of T r a i n e r s  i n  :4anagement" 
p r o j e c t  of  A I D .  ( I n g l e ,  M l e y ,  and  Wheat ley ;  1981)  

b )  A Jamaican  "Act ion-Tra in ing"  P r o j e c t  sponso red  by A I D  invo lved  
e s t a b l i s h i n g  a f o u r - p e r s o n  t r a i n i n g  and c o n s u l t i n g  team i n  t h e  ! E n i s t r y  o f  
F inance  t o  a s s i s t  v a r i o u s  o p e r a t i n g  m i n i s t r i e s  t o  p r e p a r e  and implement 
deve lopnen t  p r o j e c t s .  The approach  was t o  combine t r a i n i n g  w i t h  " l i v e "  
p r o j e c t s  s o  t h a t  l e a r n i n g  and do ing  were i n t e g r a t e d  i n  a c t u a l  o r g a n i z a t i o n a l  
workflow. I n  a d d i t i o n  t o  t r a i n i n g  and c o n s u l t i n g  w i t h  145 t e r n s ,  t h e  p r o j e c t  
developed a  government-wide p r o j e c t  p l ann ing  sys t em t o  f a c i l i t a t e  
dec is ion-making,  and  i n s t i t u t i o n a l i z e d  t h e  t r a i n i n g - c o n s u l t a n t  f u n c t i o n  i n  t h e  
l l i n i s t r y  of F inance  and P lann ing .  ( K e t t e r i n g :  1981)  

c )  The P h i l i p p i n e  N a t i o n a l  I r r i g a t i o n  A u t h o r i t y  i s  be lng  a s s i s t e d  by a n  
e x t e r n a l  team of nanagenent  and s o c i a l  s c i e n t i s t s  t o  change i c s  approach from 
b u i l d i n g  l o c a l  f a r n  i r r i g a t i o n  s g s t e n s  t o  one o f  a s s i s t i n g  l o c a l  f a rmer  groups  



t o  b u i l d  and o p e r a t e  t h e i r  own. The approach i n v o l v e s  a  c e n t r a l  management 
team working wi th  employees and fa rmers  i n  a  g i v e n  l o c a l e  t o  revamp i t s  
procedures  and t o  make t h e  necessa ry  i n t e r n a l  changes i n  budget ing,  p e r s o n n e l ,  
r e p o r t i n g ,  accoun t ing ,  e t c . ,  t o  accommodate t h e  new d e l i v e r y  system. C a r e f u l  
feedback i s  mainta ined t o  check on performance and impact .  E v e n t u a l l y ,  
e f f i c i e n c y  and r e p l i c a t i o n  g o a l s  a r e  added t o  t h e  approach.  (Korten:  1981) 

The p reced ing  c a s e s  provide  some i d e a  of t h e  immediate o u t p u t s  of t h e  
performance approach.  Conclus ive  impact d a t a ,  however, a r e  y e t  a v a i l a b l e .  

d )  R e s u l t s  of t h e  Performance Approach 

The ILO has  u t i l i z e d  t h e  performance approach f o r  s e v e r a l  y e a r s ,  and i t  
r e p o r t s  t h a t  t h e  r e s u l t s  a r e  encouraging (Abramson and Ha l se t :1979)  

-- An East  A f r i c a  A i r l i n e  went from a  l o s s  t o  a  p r o f i t  o p e r a t i o n  w i t h i n  
a  y e a r .  On-time performance went from 75% t o  beyond 80%; p i l o t  
u t i l i z a t i o n  improved by l o % ,  t h e  equipment u t i l i z a t i o n  g o a l  was 95% 
ach ieved ,  e t c .  

- A l a r g e - s c a l e  posta l - te lecommunicat ions  e n t e r p r i s e  exceeded i t s  g o a l  
of a  12% annual  i n c r e a s e  i n  t e l ephone  connec t ions .  T h i s  was r e l a t e d  
t o  d r a s t i c  changes i n  performance of t h e  Personne l  Department i n  
terms of speedy r e c r u i t m e n t ,  appointment and promotion of key 
pe r sonne l .  

e )  \ 
Approach 

A d d i t i o n a l  c o n f i r m a t i o n  on t h e  a p p r o p r i a t e n e s s  of t h e  p e r f o n a n c e  approach 
emerged a t  t h e  Workshop on "Evolving Technologies f o r  P r o j e c t  ?lanagement 
Improvement" sponsored by USDA and AID i n  January  1981. (DPMC:1981) The 
t h i r t y - o n e  p a r t i c i p a n t s ,  w i t h  e x t e n s i v e  e x p e r i e n c e  i n  deve lop ing  c o u n t r i e s ,  
a r r i v e d  a t  conc lus ions  s u p p o r t i v e  of t h e  performance approach ' s  premises and 
methods. 

From the  exper ience  i n  app ly ing  performance o r i e n t e d  approaches t o  nanagenent 
development,  a  number of i m p o r t a n t  c o n d i t i o n s  need t o  e x i s t  o r  be developed 
f o r  t h e  approach t o  succeed.  These a r e :  

1 )  P r e s s u r e  f o r  change must e x i s t  w i t h i n  t h e  o r g a n i z a t i o n  and i t s  key 
e x t e r n a l  environment ( s u p e r v i s o r y  b o d i e s ,  c l i e n t s ,  f i n a n c i n g  
e n t i t i e s ) .  

2) Commitment from those  a t  t h e  top  who c a n  p rov ide  l e a d e r s h i p  and 
suppor t  f o r  t h e  improvements. 

3 )  P a r t i c i p a t i o n  a t  s e v e r a l  l e v e l s  of t h e  o r g a a i z a t i o n s  i n  t h e  
improvement p lanning and e x e c u t i o n  -- p a r t i c u l a r l y  by those  who n u s t  
c a r r y  ou t  t h e  improvements o r  a r e  a f f e c t e d  by them. 

4 )  Innova t ion  and openness t o  new i d e a s ,  methods,  and s o l u t t o n s .  There 
n u s t  be a  w i l l i n g n e s s  t o  experiment and t a k e  r i s k s  i n  s e a r c h  f o r  
r e s u l t s .  



5)  Follow-up and p e r i o d i c  review a r e  c r i t i c a l  t o  m a i n t a i n  the  
improvement a c t i o n s .  This r e q u i r e s  s p e c i f i c  i n d i c a t o r s ,  assignment 
o f  r e s p o n s i b i l i t i e s ,  feedback and c o r r e c t i v e  a c t i o n s .  The purpose  
i s  t o  r e i n f o r c e  p o s i t i v e  r e s u l t s  and ensure  t h e  spread of the  
improvement e f f o r t .  

Coun t r i e s  and s p e c i f i c  i n s t i t u t i o n s  w i l l  n a t u r a l l y  va ry  i n  the  e x t e n t  t o  which 
t h e s e  c o n d i t i o n s  a c t u a l l y  e x i s t  a t  the  t i m e  a n  improvement i s  i n i t i a t e d .  
Whatever t h e  i n i t i a l  c o n d i t i o n s ,  one aim of t h e  performance approach i s  t o  
s t a r t  wi th  what e x i s t s  and b u i l d  necessa ry  commitment and suppor t  by 
demonstra t ing h i g h l y  valued,  non- threatening performance r e s u l t s .  

3. Conclus ions  

Based on our a n a l y s i s  of p r e v a l e n t  development problems, of major problem 
c a u s e s ,  and of t h e  p o t e n t i a l  f o r  r e s o l v i n g  t h e  problems, t h e r e  a r e  s e v e r a l  
f r u i t f u l  avenues which A I D  may wish t o  pursue .  On t h e  one hand, t h e s e  a c t i o n s  
i n c l u d e  i n f l u e n c i n g  major development cons  t r a i n t  s i n  t h e  development 
environment,  such a s  p o l i t i c a l  and economic p o l i c i e s ,  governmental  s e r v i c e  
d e l i v e r y  ar rangements  and i t s  own management s y s  tems. 

On t h e  o t h e r  hand, t h e  a n a l y s i s  i n d i c a t e s  t h a t  management improvements a r e  
both  important  and p o t e n t i a l l y  f e a s i b l e ,  e s p e c i a l l y  g i v e n  encouraging r e s u l t s  
of  a n  evo lv ing  "performance approach" t o  management development. I n  e ssence ,  
t h e  i n t e r l o c k i n g  n a t u r e  of development problems means t h a t  a n  i n t e g r a t e d  form 
of management c o n s u l t i n g  a s s i s t a n c e  and t r a i n i n g  i s  c a l l e d  f o r  -- one t h a t  
responds i n  l e s s  fragmented and more s y s t e m a t i c  ways t o  t h e  a c t u a l  development 
s i t u a t i o n  i n  c l i e n t  o r g a n i z a t i o n s .  A t  t h e  same t ime,  management a s s i s t a n c e  
e f f o r t s  w i l l  need t o  be s t r eaml ined  and r a p i d l y  d i s semina ted  due t o  
a c c e l e r a t i n g  p r e s s u r e s  on r e s o u r c e s  and p r e s s u r e s  f o r  improved r e s u l t s .  The 
t a s k  of t e s t i n g  and r e f i n i n g  t h e  "performance approach" thus  becomes a h igh 
p r i o r i t y  a long  w i t h  t h e  a p p l i c a t i o n  and d i s s e m i n a t i o n  of such methodology t o  
ongoing f i e l d  programs. The conc lus ions  a l l  p o i n t  t o  a decided s h i f t  i n  
p r i o r i t i e s ,  pace,  and methods of management development f o r  both  A I D  and h o s t  
c o u n t r i e s  f o r  which a s s i s t a n c e  i s  provided.  



111. AID EWERIENCE IN UNAGEFlENT DEVELOPMENT 

U.S. assistance programs since the Xarshall Plan have included management 
improvement components. The purpose here is not to summarize all of AID's 
previous experience in this area, but rather to highlight major strategy and 
program trends in order to place the principal lessons of this long-term 
involvement into context. This will serve to illustrate the areas of AID's 
comparative advantage in management development, and serve as a basis for 
developing a more concerted and systematic strategy. 

A. HISTORICAL PERSPECTIVE 

During the 1950's and early 19601s, management development emphasized 
improvements to the central administrative systems of government - personnel 
administration, financial management, organization and methods, supply 
management. The underlying strategy was to export U.S.-based public 
administration models, together with a variety of education and training 
programs to transmit the theory, principles, knowledge and skills required to 
operate these types of systems in developing country contexts. 

The experience of U.S. practitioners and AID officials led to a decision in 
the mid 1960's to substantially cut back on public administration assistance. 
This was done for several reasons. Such assistance was found to be difficult, 
sensitive and uncertain when attempting wholesale and frontal attempts at 
governmental reform. Also, there was no clear and immediate payoff in terms 
of improved development performance. The desire to reduce this assistance was 
shared by certain LDC officials who noted that U.S. public administration and 
management techniques were based on different political premises, cultural 
values, and resource bases. It was argued also that development 
administration required a different focus, tools and principles than were 
being offered by U.S.-based public administrative models. A greater emphasis 
was needed on the programmatic outputs relating to socio-economic results of 
LDC development. (Ingle: 1979; Ryan: 1981). 

In the early 1960'9, AID abolished its centralized technical offices, which 
included the Office of Public Administration. By the late 1960's, most of the 
AID field technicians in public administration were also gone. A new 
Development Administration Division was established in PPC to serve as a 
small, central policy and technical guidance unit with no operational or 
programmatic responsibilities. Concurrently, central "War on Hunger" 
functions signalled a different focus for AID, including strong emphasis on 
research, 211(d) grants, and an evolution toward sectoral analysis and 
programming. In 1969, the Development Administration Division was placed in 
the newly formed Technical Assistance Bureau to participate in an innovative, 
"key problem" research and development mode to focus AID development 
administration techniques in selected priority areas. Major themes of local 
action, sectoral management and project management remain influential in 
Agency programs to the present. 

During the 1970's, a shift to sectoral emphasis had a seriously adverse, but 
probably unintended, consequence for A.I.D.'s treatment of management 
development. Section 105 of the Foreign Assistance Act of 1973 covered 
"Education and Human Resources Development" with "public administration" as a 



c l e a r l y  i d e n t i f i e d  c a t e g o r y  of a c t i v i t y .  But S e c t i o n  1 0 5 ' s  l a b e l ,  promptly 
a b b r e v i a t e d  t o  "Educat ion,"  dominated no t  o n l y  o r g a n i z a t i o n  and s t a f f i n g ,  but  
a l s o  program guidance which has  s i n c e  then been w r i t t e n  by e d u c a t i o n  
s p e c i a l i s t s .  Xany Agency p o l i c y  documents c o n p l e t e l y  i g n o r e  a d m i n i s t r a t i o n  
and management i s s u e s ,  o r  d e f i n e  them i t  a s  on ly  a  s u b s e t  of educa t ion .  

A t e n  p e r c e n t  compounded annua l  c u t  i n  A . I . D .  d i r e c t - h i r e  s t a f f  from 1968-77 
meant t h a t  f i e l d  s t a f f i n g  moved toward g r e a t e r  r e l i a n c e  on g e n e r a l i s t s ,  whi le  
c o n t r a c t o r s  responded t o  demands f o r  management s e r v i c e s .  "Human resources"  
g e n e r a l i s t s  were a lmost  always chosen from a n  e d u c a t i o n  background. Small  
wonder t h a t  only  t h e  most determined miss ion  d i r e c t o r s  have r e t a i n e d  any 
a d m i n i s t r a t i o n  and management development s p e c i a l i s t s .  

I n  1974-75, h igh  l e v e l  Agency concern f o r  management performance l e d  t o  
e s t a b l i s h m e n t  of the  H a l l  Work Group which h i g h l i g h t e d  management improvement 
needs.  The g r o u p ' s  work r e s u l t e d  i n  t h e  1977 i s s u a n c e  of "Po l i cy  
Determinat ion #69" emphasizing t h e  importance of management t o  LDC 
development. However, c a l l s  f o r  added s t a f f  and r e s o u r c e s  came t o  naught.  

By t h e  l a t e  1 9 7 0 1 s ,  A . I . D .  p o l i c y  con t inued  t o  r e f l e c t  t h e  importance  of  
development a d m i n i s t r a t i o n ;  however, t h e  s t a f f  r e s o u r c e s  necessa ry  t o  a c t  on 
t h i s  p o l i c y  had v i r t u a l l y  d r i e d  up. Problems of management n o t  o n l y  con t inued  
t o  be e v i d e n t ,  bu t ,  i n  f a c t ,  becane i n c r e a s i n g l y  more apparen t  a s  management 
i n t e n s i v e  programs were implemented under t h e  New D i r e c t i o n s  Mandate i n  o r d e r  
t o  a d d r e s s  t h e  needs of and d e l i v e r  s e r v i c e s  d i r e c t l y  t o  t h e  poor. 

By the  end of 1980,  A.I.D. was l e f t  wi th  a  f u l l - t i m e  e q u i v a l e n t  of f o u r  
d i r e c t - h i r e  management s p e c i a l i s t s  i n  t h e  Development Support  Bureau and only  
f o u r  more i n  a l l  f i e l d  miss ions .  A t  p r e s e n t ,  t h e r e  a r e  no f u l l - t i m e  
development a d m i n i s t r a t i o n  s p e c i a l i s t s  i n  t h e  Regional  Bureaus and no 
p o s i t i o n s  f o r  them. Of c o u r s e ,  t h e  mitnagement e x p e r t i s e  of t h e  Agency i n  
v a r i o u s  s u b s t a n t i v e  a r e a s  such a s  a g r i c u l t u r e ,  n u t r i t i o n ,  h e a l t h ,  f a m i l y  
p lann ing ,  and e d u c a t i o n ,  has  n o t  d i sappeared ,  but  t h e  number of A.I .D.  people  
who a r e  t e c h n i c a l l y  q u a l i f i e d  a s  a d m i n i s t r a t i o n  o r  management s p e c i a l i s t s  
w i t h i n  t h e s e  a r e a s  i s  v e r y  small. 

B e  CURRENT A I D  LWAGPIENT DEVELOPNE?K ORGXNIZATION AND NEEDS 

O r g a n i z a t i o n a l l y ,  t h e  t e c h n i c a l  base f o r  development a d m i n i s t r a t i o n  was merged 
wi th  t h e  Rural  Development O f f i c e  (DS/RAD) i n  1978. S ince  then RAD's major 
management development f u n c t i o n  has been t o  p rov ide  t e c h n i c a l  backstopping t o  
Regional  Bureaus and Miss ions  r a t h e r  than  t e c h n i c a l  gu idance  and l e a d e r s h i p  
f o r  the  Agency a s  a  whole. 

The Denand f o r  Management and Organ iza t ion  F i e l d  S e r v i c e  

S ince  1978, DS/RO core  s t a f f  and a s s o c i a t e d  c o o p e r a t o r s  have provided suppor t  
s e r v i c e s  t o  H i s s i o n s ,  LDC i n s t i t u t i o n s  and r e g i o n a l  o r g a n i z a t i o n s  t o  a d d r e s s  
problems of management performance. These s e r v i c e s  have inc luded  t e c h n i c a l  
a s s i s t a n c e  i n  p r e - p r o j e c t  a n a l y s i s ,  p r o j e c t  d e s i g n ,  implementa t ion,  
e v a l u a t i o n ,  management t r a i n i n g ,  a c t i o n  r e s e a r c h ,  and i n f o r u a t  i o n  
d i s s e m i n a t i o n .  During t h i s  p e r i o d ,  c e n t r a l  DS/RAD fund ing  has  averaged 
approximate ly  $1 m i l l i o n  a  y e a r ,  supplemented by an  i n c r e a s i n g  amount of 
Hiss ion  funds - p a r t i c u l a r l y  d u r i n g  FY 1980 and FY 1981. 



The major f o c u s  of DS/RAD1s approach i n  p r o v i d i n g  f i e l d  s e r v i c e s  h a s  been 
problem-solving i n t e g r a t e d  w i t h  a c t i o n - r e s e a r c h  t o  i d e n t i f y  and p i l o t - t e s t  
e f f e c t i v e  methods t o  improve LDC management per formance .  I n  t h i s  r e s p e c t ,  
DS/RAD-supported e f f o r t s  have produced n o t a b l e  improvements i n  management 
t r a i n i n g  and c o n s u l t a t i o n  methods and s t r a t e g i e s .  These  have overcome a 
number of problems e v i d e n t  i n  A I D ' S  e a r l i e r  efforts.DS/RAD h a s  been a b l e  t o  
p rov ide  i t s  f i e l d  s e r v i c e s  p r i n c i p a l l y  through c o o p e r a t i v e  ag reemen t s  w i t h  
o t h e r  government a g e n c i e s ,  u n i v e r s i t i e s ,  and p r i v a t e  o r g a n i z a t i o n s .  

a. FY 1981-82 P r o j e c t  S t a r t s  

Based on a rev iew of FY 8 1  and FY 82 p r o j e c t i o n s  of p r o j e c t  s tar ts ,  management 
improvement e f f o r t s  r e p r e s e n t  a major  a r e a  of ongoing and p r o j e c t e d  a s s i s t a n c *  
fund ing .  During t h e  two y e a r  p e r i o d ,  63 p r o j e c t s  have been proposed i n  which 
management improvement i s  e i t h e r  a n  a r e a  of prime f o c u s  o r  a p r i n c i p a l  
component. The t o t a l  A I D  r e s o u r c e s  a s s o c i a t e d  w i t h  t h e s e  p r o j e c t s  i s  
$453,000,000.  Th i r ty - f  ou r  of t h e s e  p r o j e c t s  have  t r a i n i n g  as t h e  major  i n p u t ,  
and ove r  h a l f  a r e  w i t h i n  t h e  a g r i c u l t u r e  and r u r a l  deve lopnen t  s e c t o r s  ( s e e  
Appendix - C) . 

b. D S / P a  F i e l d  S u ~ ~ o r t  Durine P r e v i o u s  Twelve Months 

Given t h e  i n c r e a s i n g  l e v e l  of A I D  management development e f f o r t s ,  and t h e  
v i r t u a l  absence  of deve lopnen t  a d m i n i s t r a t i o n  and  management s p e c i a l i s t s  on 
Miss ion  s t a f f s ,  t h e r e  w i l l  undoubtedly  be a c o n t i n u e d  need f o r  
cent ra l ly-managed f i e l d  s u p p o r t  s e r v i c e s .  I n d i c a t i v e  of t h i s  denand,  i n  t h e  
p e r i o d  of June  1980 t o  June  1981, D S / W  responded t o  o v e r  36 f i e l d  s e r v i c e  
r e q u e s t s  from 26 m i s s i o n s .  These  r e q u e s t s  were f i l l e d  th rough  t h r e e  c e n t r a l l y  
funded management development p r o j e c t s ,  a l l  of which a r e  c u r r e n t l y  schedu led  
t o  t e r m i n a t e  i n  e i t h e r  FY 82 o r  FY 8 3  ( s e e  Appendix D). 

2. EIanagement Improvement Survey 

. I n  a n  a t t e m p t  t o  a s s e s s  c u r r e n t  f i e l d  m i s s i o n  demand f o r  managenent 
development s e r v i c e s ,  DS/RAD conducted  a  r e c o n n a i s s a n c e  s u r v e y .  The i n t e n t  of 
t h e  su rvey  was t o  a l l o w  f i e l d  p e r s o n n e l  t o  r e f l e c t  on and g e n e r a l i z e  from 
t h e i r  p r o j e c t  management e x p e r i e n c e .  

Most of t h e  su rvey  q u e s t i o n s  used  a s p e c i f i c  development p r o j e c t  of t h e  
r e s p o n d e n t ' s  choos ing  as a r e f e r e n c e  p o i n t .  Respondents were a sked  t o  r e f l e c t  
on s u c c e s s f u l  implemen ta t ion  performance  as w e l l  as implemen ta t ion  problems.  
I n  each  c a s e  a n  a t t e m p t  was made t o  i s o l a t e  f a c t o r s  a s s o c i a t e d  w i t h  t h e  
implementa t ion  performance .  The q u e s t i o n n a i r e  a l s o  a l lowed  f o r  broad 
g e n e r a l i z a t i o n s  w i t h  r e s p e c t  t o  long-term management improvement needs  and t h e  
t y p e s  of a s s i s t a n c e  t h a t  A I D  should  p r o v i d e  i n  s u p p o r t  of LDC management 
improvement e f f o r t s .  Survey q u e s t i o n n a i r e s  were  hand d e l i v e r e d  o r  s e n t  t o  A I D  
?fissions. A I D  Miss ion  s t a f f  were encouraged t o  comple te  t h e  s u r v e y  
themse lves ,  and fo rward  c o p i e s  of  t h e  s u r v e y  t o  knowledgeable h o s t  c o u n t r y  and 
c o n t r a c t  p e r s o n n e l .  Q u e s t i o n n a i r e s  were d i s t r i b u t e d  i n  E n g l i s h ,  F rench ,  and 
Spanish .  



b. Range of R e s ~ o n d e n t s  

To d a t e ,  a  t o t a l  of 45 completed s u r v e y s  have been r e t u r n e d .  S l i g h t l y  more 
than  h a l f  of  t h e  r e s p o n d e n t s  ( 2 6 )  a r e  USAID P r o j e c t  O f f i c e r s .  Other  
r e s p o n d e n t s  i n c l u d e  LDC p r o j e c t  managers ( 7 ) ,  t e c h n i c i a n s  ( 3 ) ,  a d v i s o r s  ( 3 ) ,  
and v a r i o u s  o t h e r  p r o j e c t  r e l a t e d  s t a f f  ( 7 ) .  The sample  i n c l u d e s  p r o j e c t s  
l o c a t e d  i n  16 c o u n t r i e s ,  c o v e r i n g  15  s e c t o r s ,  r a n g i n g  from 2 months t o  7  y e a r s  
i n  l e n g t h ,  and hav ing  f u n d i n g  from a  few thousand d o l l a r s  t o  $60 m i l l i o n .  

c .  Data A n a l y s i s  

An a n a l y s i s  of  t he  q u e s t i o n n a i r e s  s u g g e s t s  s e v e r a l  c o n s i s t e n t  f i e l d  themes: 

3 l a n a g e ~ e n t  must be t r e a t e d  a s  a n  i n t e g r a l  p a r t  of  p r o j e c t s  a l o n g  
w i t h  t e c h n i c a l  components. 

?lost A I D  and o t h e r  donor f i n a n c e d  p r o j e c t s  do n o t  a d e q u a t e l y  d e a l  
w i t h  t h e  mangement r e q u i r e m e n t s .  

Nany implemen ta t ion  c o n c e r n s  c a n  be d e a l t  w i t h  d u r i n g  t h e  d e s i g n  
phase  o f  a  p r o j e c t  by c a r e f u l  a n a l y s i s  and  r e a l i s t i c  imp lemen ta t ion  
p l a n n i n g .  

E a r l y  and c o n t i n o u s  h o s t  c o u n t r y  involvement  and commitment i s  
c r i t i c a l  t o  s u c c e s s .  

There  a r e  many s u c c e s s f u l  components of p r o j e c t s ,  and f i e l d  
p e r s o n n e l  i d e n t i f y  good management a s  a  major  d e t e r m i n a n t  o f  t h i s  
s u c c e s s .  

F i e l d  s t a f f  s e e  good management a s  having  a n  i m p o r t a n t  r o l e  i n  f u l l y  
e x p l o i t i n g  per formance  improvement o p p o r t u n i t i e s  and r e s o l v i n g  
imp lemen ta t ion  problems as t h e y  o c c u r .  

Of t h e  management improvement needs  i d e n t i f i e d  by r e s p o n d e n t s ,  t h o s e  r e c e i v i n g  
n o s t  f r e q u e n t  men t ion  i n c l u d e :  

Upgrading management a b i l i t y  of mid - l eve l  p r o j e c t  p e r s o n n e l  
i n c l u d i n g  management s t a f f  and  p e r s o n n e l .  

I n c r e a s e d  a t t e n t i o n  t o  t h e  mangement component of  a l l  development 
e f f o r t s .  

R e s t r u c  t u r f  ng t h e  i n s t i t u t i o n a l  a r r a n g e m e n t s  used  t o  p r o n o t e  
development.  

R e s t r u c t u r i n g  i n t e r n a l  i n c e n t i v e  sys t ems  s o  t h a t  o r g a n i z a t i o n s  make 
more p r o d u c t i v e  u s e  of  a v a i l a b l e  human r e s o u r c e s .  

Reconmended a r e a s  f o r  A I D  management a s s i s t a n c e  n o s t  f r e q u e n t l y  i n c l u d e d :  

: . l id-level j ob  r e l a t e d  manageaent  t r a i n i n g  



Action-or iented " l e a r n i n g  by doing" t r a i n i n g .  

Support of LDC i n s t i t u t i o n s  t o  p rov ide  job r e l a t e d  management 
t r a i n i n g .  

Techn ica l  a s s i s t a n c e  f o r  b e t t e r  management assessmznts .  

Technical  a s s i s t a n c e  t o  d e a l  wi th  deve lop ing  e f f e c t i v e  program 
management systems. 

While t r a i n i n g  was most f r e q u e n t l y  mentioned a s  a n  a p p r o p r i a t e  a r e a  f o r  A I D  
involvement,  i t  was c l e a r  from many of t h e  responses  t h a t  g r e a t e r  emphasis 
needs t o  be g iven  t o  a s s e s s i n g  t h e  impact of p rev ious  t r a i n i n g  s t r a t e g i e s  and 
t o  r e l a t e  t r a i n i n g  needs more e f f e c t i v e l y  w i t h  o r g a n i z a t i o n a l  requirements  and 
follow-on suppor t  and c o n s u l t a t i o n .  There i s  growing ev idence  t h a t  t r a i n i n g  
a l o n e ,  focused on what t r a i n e r s  regard  a s  t h e  s k i l l  and knowledge requirements  
of i n d i v i d u a l  managers, does no t  produce t h e  performance r e s u l t s  hoped f o r .  
among managers working w i t h i n  o r g a n i z a t i o n s .  Thus, t h e r e  i s  a  need t o  d e f i n e  
t r a i n i n g  requirements  w i t h i n  the  c o n t e x t  of performance outcomes and t h e  
a b i l i t y  and commitment of o r g a n i z a t i o n s  t o  suppor t  managers i n  ach iev ing  t h e s e  
outcomes. 

C .  Lessons of AID-sponsored Experience 

Despi te  some s e l f - s e a r c h i n g  concerns regard ing  t h e  r e l e v a n c e  of U.S. 
a d m i n i s t r a t i v e  models i n  d i f f e r e n t  c u l t u r e s ,  the  f a c t  i s  t h a t  A . I . D .  e f f o r t s  
t o  he lp  bu i ld  v i a b l e  i n s t i t u t i o n s  over t h e  y e a r s  have produced r e s u l t s .  .4n 
assessment i n  the  a r e a  of a g r i c u l t u r e  i n d i c a t e s  t h a t  i n s i t i t u t i o n a l  
development by A. I. D. has  achieved some n o t a b l e  s u c c e s s e s  i n  B r a z i l ,  the  
P h i l i p p i n e s ,  I n d i a  and Korea. I n  o t h e r  c o u n t r i e s  A . I . D . ' s  i n s t i t u t i o n  
b u i l d i n g  e f f o r t s  have been i n t e r r u p t e d  and sometimes s e r i o u s l y  s e t  back, y e t  
many of these  i n s t i t u t i o n s  could  be r e h a b i l i t a t e d  r a t h e r  q u i c k l y  ( S t r a t e g y  on 
Anti-Hunger, p. 18-19). 

.Another example l i e s  i n  the  e x t e n s i v e  network of more than  100 i n s t i t u t e s  of 
p u b l i c  and bus iness  a d m i n i s t r a t i o n  and a  h o s t  of i n - s e r v i c e  t r a i n i n g  programs 
t h a t  have rece ived  A . I . D .  a s s i s t a n c e  i n  many c o u n t r i e s .  These i n s t i t u t e s  
s u r v i v e  and p rov ide  the  b a s i s  f o r  a  t r a i n i n g ,  c o n s u l t a t i o n  and d i s s e m i n a t i o n  
c a p a c i t y  w i t h i n  t h e i r  p a r t i c u l a r  c o u n t r i e s  o r  r e g i o n s .  Some o u t s t a n d i n g  
examples of such o r g a n i z a t i o n s  a r e  the  G e t u l i o s  Vargas Foundation i n  i3razi1, 
t h e  C e n t r a l  American I n s t i t u t e  f o r  Business Admin is t ra t ion  i n  Costa  Rica ,  the  
Asian I n s t i t u t e  of Management i n  the  P h i l i p p i n e s ,  and the  Pan Afr ican  
I n s t i t u t e  f o r  Development e s t a b l i s h e d  i n  t h r e e  Af r ican  c o u n t r i e s .  These 
o r g a n i z a t i o n s  a r e  important  r e s o u r c e s  and s e r v i c e  c e n t e r s  which a r e  providing 
needed a s s i s t a n c e  f o r  improved management performance and which dese rve  
cont inued suppor t .  Others ,  such a s  t h e  Inter-American I n s t i t u t e  f o r  
A g r i c u l t u r a l  Sciences  and t h e  A g r i c u l t u r e  P r o j e c t s  S e r v i c e  Center  i n  Yepal, 
a r e  moving t o  i n c o r p o r a t e  mangement concerns  i n t o  s e c t o r a l  s e r v i c e  e f f o r t s .  

The 1970's  e v o l u t i o n  from R & D t o  p i l o t - a c t i v i t i e s  t o  f i e l d  s e r v i c e  by TX/DA 
and D S / W  has demonstrated t h a t  e f f e c t i v e  methods do e x i s t  f o r  improving 



mangement performance w h i l e  a v o i d i n g  o r  overcoming some of t h e  major 
shortcomings which a f f e c t e d  e a r l i e r  e f f o r t s .  BIore i m p o r t a n t ,  s y s t e m a t i c  
concern  f o r  management improvement has  been i n c o r p o r a t e d  i n t o  major miss ion  
programs i n  a  few c o u n t r i e s ,  n o t a b l y  t h e  P h i l i p p i n e s ,  I n d o n e s i a ,  Ghana, and 
Tha i l and .  This  broader  approach may a l s o  emerge i n  Egypt. Other miss ions  
have suppor ted  s u b s t a n t i a l ,  though l e s s  comprehensive,  e f f o r t s  t h a t  have 
produced s i g n i f i c a n t  v a l u a b l e  l e s s o n s  i n  t h e  c o n t e x t  of  more complex, 
m u l t i - s e c t o r a l ,  and loca l ly -based  programs which i n c r e a s i n g l y  c h a r a c t e r i z e  the  
p o r t f o l i o  of A . I . D .  a s s i s t a n c e .  

The more r e c e n t  p i l o t  a c t i v i t i e s  suppor ted  by DS/RAD and some miss ions  have 
focused p r i m a r i l y  on management improvement i n  o p e r a t i n g  a g e n c i e s ,  
p a r t i c u l a r l y  those  engaged i n  a g r i c u l t u r a l  and r u r a l  development programs. 
Those a c t i v i t i e s  demons t ra te ,  a t  l e a s t  i n i t i a l l y ,  t h a t  t h e  most f a v o r a b l e  
r e s u l t s  have had t h e  fo l lowing  c h a r a c t e r i s t i c s  i n  common: 

O r g a n i z a t i o n a l  c o n s u l t a t i o n  i s  i n t e r g r a t e d  wi th  t r a i n i n g  i n  o r d e r  t o  
j o i n t l y  a s s e s s  management needs ,  determine improvement p r i o r i t i e s ,  
d e f i n e  a  workable s t r a t e g y ,  and e s t a b l i s h  means f o r  follow-on 
suppor t  and a s s i s t a n c e ;  

They a r e  based on c l e a r l y  d e f i n e d  o b j e c t i v e s  f o r  o r g a n i z a t i o n  
change, a s  w e l l  a s  s p e c i f i c  r equ i rements  f o r  knowledge, s k i l l s  and 
behav io r s  of i n d i v i d u a l  managers w i t h i n  t h e  o r g a n i z a t i o n s ;  

The s t r u c t u r e  o r  r e s p o n s i b i l i t i e s  f o r  and commitment t o ,  developing 
and implementing t h e  e f f o r t s  i s  sha red  by c l i e n t  o r g a n i z a t i o n ( s ) ,  
i n d i v i d u a l  managers, and o u t s i d e  c o n s u l t a n t s ;  

Management t o o l s  and t e c h n o l o g i e s  a r e  adap ted  t o  e x i s t i n g  program 
systems and program c o n t e x t ,  w i t h  the  d i r e c t  involvement of l o c a l  
managers ; 

The improvement s t r a t e g i e s  b u i l d  upon management knowledge, 
p e r c e p t i o n s  and s k i l l s  a l r e a d y  w i t h i n  t h e  environment.  

I n  g e n e r a l ,  t h e s e  more r e c e n t  e f f o r t s  have emphasized o r g a n i z a t i o n a l l y - b a s e d ,  
s i m p l i f i e d  and i n t e g r a t e d  methods which draw upon t h e  U.S. knowledge-base bu t  
s t r e s s  t h e  j o i n t  a d a p t a t i o n  and development of management c o n c e p t s  and 
t echn iques  d i r e c t l y  r e l e v a n t  t o  t h e  program and o r g a n i z a t i o n .  This  emphasis 
on s y n c r e t i c  approaches ,  developed through c o n s u l t a t i o n  w i t h  c l i e n t  

~ ~ 

o r g a n i z a t i o n s  and through t h e  d i r e c t  involvement of managers, has  demonstra ted  
i n i t i a l  success  i n  e s t a b l i s h i n g  o r g a n i z a t i o n a l  s u p p o r t  f o r  c o n t i n u e d  
management improvements. 

D. Key Efanagement Development I s s u e s  

Eefore  recommending a  management development s t r a t e g y  f o r  a  g iven  c o n t e x t ,  one 
should a d d r e s s  s e v e r a l  o u t s t a n d i n g  i s s u e s .  While t h i s  paper  makes no 
s y s t e m a t i c  a t t e m p t  t o  r e s o l v e  t h e s e  i s s u e s ,  i t  w i l l  be c l e a r  t h a t  c e r t a i n  
t r e n d s  a r e  e v i d e n t  based on exper ience  t o  d a t e :  



1. T r a n s f e r a b i l i t y  of a  Gene r i c  5ianagement Technology.  

It h a s  been a rgued  p e r s u a s i v e l y  by Floris  (1978) and o t h e r s  t h a t  Americans 
i m p e r i o u s l y  assume t h a t  t h e  management t e c h n o l o g y  which h a s  been  s o  
s u c c e s s f u l l y  a p p l i e d  t o  a n  i n d u s t r i a l i z i n g  s o c i e t y  c a n  be e f f e c t i v e l y  
t r a n s f e r r e d  t o  n o n - i n d u s t r i a l i z i n g  s o c i e t i e s .  Moris  b a s e s  much of  h i s  
argument on t h e  n o n - a p p l i c a b i l i t y  o f  Weberian-type r a t i o n a l i t y  t o  sys t ems  
which do no t  v a l u e  t h a t  r a t i o n a l i t y .  Two i m p o r t a n t  c o n s i d e r a t i o n s  i n  t h i s  
d e b a t e  a r e  t h e  e x t e n t  t o  which t h e r e  a r e  g e n e r i c  o r g a n i z i n g  r e q u i r e m e n t s  of  
any  p u r p o s e f u l  s y s t e m ,  r e g a r d l e s s  o f  t h e  n a t u r e  o f  t h e  o b j e c t i v e s  ( a n d  whe the r  
American management t echno logy  a d d r e s s e s ,  e f f e c t i v e l y  t h o s e  r e q u i r e m e n t s )  and 
t h e  a p p r o p r i a t e n e s s  of " t r a n s f e r a b i l i t y . "  

Lessons  on t h i s  i s s u e  a r e  emerging from more t h a n  two decades  of U.S. 
development a s s i s t a n c e  a c i t i v i t e s .  While l e a r n i n g  and  c o d i f i c a t i o n  a r e  p a r t  
of  a  c o n t i n u i n g  p r o c e s s ,  a  s u b s t a n t i a l  body of l i t e r a t u r e  now e i x s t s  on t h e  
mangement and  a d m i n i s t r a t i o n  o f  development .  Also  r e l e v a n t  i s  t h e  e x p e r i e n c e  
of  U.S. b u s i n e s s e s  a b r o a d ,  a s  w e l l  a s  t h a t  of p u b l i c  and p r i v a t e  a g e n c i e s  
i n v o l v e d  i n  domes t i c  development i n  r e s o u r c e  poor a r e a s .  T h i s  e x p e r i e n c e  
s u g g e s t s  t h a t  a  g e n e r i c  body of management knowledge -- a management 
t echno logy  - does  c u r r e n t l y  e x i s t  which i s  t r a n s f e r a b l e  from one  c o u n t r y  t o  
a n o t h e r  i f  d i f f e r e n c e s  i n  c u l t u r e  and s c a l e  a r e  a p p r e c i a t e d  and i f  t h e s e  
d i f f e r e n G s  a r e  used  i n  s e l e c t i n g  what c o n c e p t s  and  t e c h n i q u e s  a r e  a p p l i c a b l e  
and i n  a d a p t i n g  t h e  t echno logy  t o  t h e  c u l t u r e  and t h e  l o c a l  needs .  

While a  g e n e r i c  management t echno logy  may e x i s t ,  i t  i s  r e c o g n i z e d  t h a t  t h e r e  
i s  no one " c o r r e c t  way" i n  a  narrow improvement i n t e r v e n t i o n  o r  i n s t r u n e n t  
s e n s e .  Nanagement development e f f o r t s  must u s e ,  a s  w e l l  a s  c o n t i n u e  t o  
f o r m u l a t e ,  m u l t i p l e  s t r a t e g i e s ,  methods and t o o l s  which r e f l e c t  p o l i c y ,  
o r g a n i z a t i o n ,  program, t ime and c u l t u r e - s p e c i f i c  r e q u i r e m e n t s .  E f f o r t s  t o  
a p p l y  a  s i n g l e  model o r  set o f  t o o l s  f r e q u e n t l y  r e s u l t  i n  i n e f f e c t i v e  a t t e m p t s  
t o  f i t  per formance  problems t o  methods r a t h e r  t h a n  t h e  methods t o  t h e  problems.  

2 .  The D e v e l o ~ m e n t  S e c t o r  I m ~ e r a t i v e .  

T h i s  i s s u e  a d d r e s s e s  t h e  e x t e n t  t o  which management development s t r a t e g i e s  of  
t h e  Agency shou ld  be s e c t o r - s p e c i f i c  o r  whe the r  i t  i s  a d v i s a b l e  t o  o r g a n i z e  
t h a t  s t r a t e g y  around some cotninon o r  g e n e r i c  c o r e  of management knowledge and 
e x p e r t i s e .  The q u e s t i o n  which must  be i n v e s t i g a t e d  i s  how o r  i n  what way 
a g r i c u l t u r a l  management, f o r  example,  may be d i f f e r e n t  from h e a l t h  
management. I f  t h e r e  i s  a  common c o r e ,  which was s u g g e s t e d  e a r l i e r ,  i n  what - 
ways shou ld  t h e  s e c t o r a l  d i s t i n c t i o n s  be i n t e g r a t e d  i n  i t s  management 
development approaches .  The e v i d e n c e  a v a i l a b l e  on  t h i s  i s s u e  s u g g e s t s  t h a t  
t h e  commonality i n  management f u n c t i o n s  and imp lemen ta t ion  problems a c r o s s  
v a r i o u s  development s e c t o r s  f a r  exceeds  t h e  un ique  management c h a r a c t e r i s t i c s  
of v a r i o u s  s e c t o r s .  

-4lthough t h e r e  may be a  commonality i n  management f u n c t i o n s ,  t h e  a c t u a l  
a p p l i c a t i o n  of management improvement t echno logy  i s  c o n d i t i o n e d  i n  v e r y  
s i g n i f i c a n t  ways by t h e  s u b s t a n t i v e  program t echno logy  and c o n t e x t .  Hence, 
both  t h e  management knowledge and t h e  t e c h n i c a l  s p e c i a l i s t s  i n v o l v e d  d e v e l o p  
i n t o  s p e c i a l i z e d  s u b - f i e l d s  such  a s  h e a l t h  management, a g r i c u l t u r a l  r e s e a r c h  
a a n a g e n e n t ,  e d u c a t i o n a l  a d n i n i s t r a t i o n ,  e t c .  For  t h e  pu rposes  o f  a n  A I D  
s t r a t e g y ,  t h e  approach t o  f a c i l i t a t e  m u l t i - d i s c i p l i n a r y  approaches ,  and 



work-teams i s  t o  t a k e  advantage of both g e n e r i c  and a p p l i e d  management 
e x p e r t i s e .  The i m p l i c a t i o n  of t h i s  p r i n c i p l e  i s  t h a t  A I D  needs  both t e c h n i c a l  - 
s p e c i a l i s t s  and g e n e r i c  management knowledge -- w i t h i n  t e c h n i c a l  program 
o f f i c e s  and i n  development p o s i t i o n s  - a t  f i e l d  and AID/W l e v e l s .  

3 .  H i e r a r c h i c a l  Level .  

The i s s u e  i s  whether o r  not  A I D  management development s t r a t e g i e s  should  focus  
predominantly on a  g iven  l e v e l  i n  t h e  p u b l i c  management h i e r a r c h y .  Leve l s  a r e  
g e n e r a l l y  r e f e r r e d  t o  a s  h igh  o r  s e n i o r ,  n i d d l e ,  and low. Sen io r  l e v e l s  
t y p i c a l l y  i n c l u d e  t o p  p o l i c y  o f f i c i a l s  of t h e  c e n t r a l  management. Middle 
l e v e l  r e l a t e s  f r e q u e n t l y  t o  the  management of s a j o r  f u n c t i o n s  of the  
a d m i n i s t r a t i o n  i n c l u d i n g  r e g i o n a l  and s e c t i o n a l  management. Low l e v e l s  
i n c l u d e  management o r  a d m i n i s t r a t i o n  i n  v i l l a g e s  o r  c o u n t r i e s .  I f  t h e r e  i s  a  
predominant f o c u s ,  what a r e  t h e  i m p l i c a t i o n s  f o r  t h e  o t h e r  l e v e l s ?  While most 
management development e f f o r t s  have t a r g e t e d  s e n i o r  and middle l e v e l s ,  t h e  
i n c r e a s i n g  t endenc ies  f o r  d e c e n t r a l i z a t i o n  and l o c a l  l e v e l  p a r t i c i p a t i o n  
i n d i c a t e  t h e  i n c r e a s e d  importance of focus ing  on lower l e v e l s .  

4. A I D  ! l i ss ion Level  I s s u e s .  

Manzgement development r e q u i r e s  more ca re521  a t : e - t i on  2 t  t h e  f i e l d  l e v e l .  
Not only  a r e  t h e  A I I ? - s u ? p ~ r t i <  :r : : ? - r .  =a - : - _ _  - -  i n t e n s i v e ,  bu t  t h e  
s e c t o r s  of c o n c e n t r a t i o n  -- agric- , ;~:d,  c ? a - ~ n ,  rurai development -- a r e  
t r a d i t i o n a l l y  those  i n  which LDC management is  t h e  weakest .  Within  t h i s  
c o n t e x t ,  s e v e r a l  f a c t o r s  a f f e c t  how and t h e  e x t e n t  t o  which miss ions  can 
impact on LDC nanagement performance. 

With few e x c e p t i o n s ,  management development i s  c a r r i e d  o u t  w i t h i n  s p e c i f i c  
p r o j e c t s  - most f r e q u e n t l y  focus ing  on s k i l l s  t r a i n i n g .  One r e s u l t  of t h i s  
approach i s  t h a t  management improvement e f f o r t s  a r e  fragmented among r e l a t e d  
p r o j e c t s  a s  w e l l  a s  d i f f e r e n t  p r o j e c t s  i n v o l v i n g  s i m i l a r  management 
f u n c t i o n s .  While t h e  n i s s i o n  probably  has  no t  d e f i n e d  t h e  s e p a r a t e  a c t i v i t i e s  
a s  a  coheren t  approach t o  d e a l i n g  wi th  management development,  t h e  s e p a r a t e  
a c t i v i t i e s  c o n s t i t u t e  a  non-negl ig ible  inves tment  i n  a t t a c k i n g  the  management 
r e s o u r c e s  gap. The problem h e r e  i s  t h a t  t h e  miss ion  does n o t  know t h e  e x t e n t  
t o  which some a s p e c t s  of i t s  management improvement p o r t f o l i o  nay be t h e  most 
a p p r o p r i a t e  and t o  what e x t e n t  some v a l u a b l e  complementa r i t i e s  a r e  being 
foregone A n o t a b l e  excep t ion  t o  t h i s  i s  occur ing i n  t h e  P h i l i p p i n e s  miss ion  
where a  "core  program" i s  being developed aimed a t  improving management 
performance i n  a l l  a g r i c u l t u r e  and r u r a l  development p r o j e c t s .  

i J i t h i n  p r o j e c t s ,  management i s  most o f t e n  regarded a s  a n  implementa t ion 
i s s u e .  In-depth nanagement a n a l y s e s  f r e q u e n t l y  a r e  d e f e r r e d  f r o n  p r o j e c t  
i d e n t i f i c a t i o n  t o  t h e  p r o j e c t  paper  s t a g e ,  where more o f t e n  than  n o t  they  end 
up a s  assumpt ions .  While AID has  formulated a  p o l i c y  framework t h a t  c o n t i n u e s  
t o  provide  a  v a l i d  b a s i s  f o r  management improvement, economic and technology 
c o n s i d e r a t i o n s  a t  t h e  f i e l d  l e v e l  have don ina ted  t h e  a t t e n t i o n  of p lanners .  
As  a  r e s u l t ,  t h a t  c r i t i c a l  o r g a n i z a t i o n a l  and management concerns  a r e  g i v e n  
only  c u r s o r y  a t t e n t i o n .  

Admin i s t ra t ive  a n a l y s e s  a l s o  commonly emphasize i s s u e s  of p r e s e n t  
i n s t i t u t i o n a l  c a p a c i t y ,  and g l o s s  over  impor tan t  f a c t o r s  such a s  p a s t  
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i n s t i t u t i o n a l  performance,  i n s t i t u t i o n a l  r e l a t i o n s h i p s ,  i n c e n t i v e s ,  and t h e  
demands which t h e  proposed p r o j e c t  w i l l  impose on management r e s o u r c e s .  I n  
t h e  absence of such a n a l y s e s ,  i t  i s  d i f f i c u l t  t o  i n t e g r a t e  management 
inprovement s t r a t e g i e s  i n t o  p r o j e c t  d e s i g n s .  Moreover, g i v e n  t h e  con t inuous  
r o t a t i o n  i n  miss ion  p e r s o n n e l ,  on ly  a  l i m i t e d  knowledge of  l o c a l  management 
development r e s o u r c e s  i s  r e t a i n e d  w i t h i n  m i s s i o n s .  Consequent ly ,  t h e r e  i s  a n  
o v e r - r e l i a n c e  upon e x t e r n a l  management improvement a s s i s t a n c e ,  even i n  
c o u n t r i e s  where l o c a l  i n s t i t u t i o n s  have e x i s t i n g  o r  p o t e n t i a l  c a p a b i l i t y  t o  
provide  r e l e v a n t ,  c o n t i n u i n g  and much-needed management a s s i s t a n c e .  

F i n a l l y ,  t h e r e  i s  an impor tan t  concern  over  l e v e r a g e .  The p r e s e n t  and 
p r o j e c t e d  l e v e l s  of A I D  a s s i s t a n c e  i n  many c o u n t r i e s  a r e  becoming i n c r e a s i n g l y  
i n s u f f i c i e n t  t o  l e v e r a g e  p o l i c y  and o r g a n i z a t i o n a l  changes which a r e  
i m p l i c i t l y  o r  e x p l i c i t l y  c a l l e d  f o r  i n  many development p r o j e c t  d e s i g n s .  

5 .  Evalua t ion  of lianagement Improvement I n i t i a t i v e s .  The l a c k  of 
e v a l u a t i v e  d a t a  i n  t h e  management developme(lt a r e a  i s  v e r y  s i g n i f i c a n t .  On 
t h e  one hand we must be sanguine  about  t h e  s t a t e  of a r t  i n  management 
improvenent e v a l u a t i o n .  Even i n  t h e  U.S., sound e v a l u a t i o n  r e p o r t s  which 
demonstra te  a  convincing l i n k a g e  between a  p a r t i c u l a r  management improvement 
technology and b e t t e r  r e s u l t s  a r e  n o t  v e r y  much i n  ev idence .  Given t h e  
r e l a t i v e l y  low l e v e l s  of o r g a n i z a t i o n a l  performance i n  nany LDC s e t t i n g s ,  
however, one c o u l d  expec t  a  more v i s i b l e  payoff from a p p r o p r i a t e  management 
improvement i n t e r v e n t i o n s  and a  demons t ra t ion  of t h a t  payoff  i n  competent 
r e s e a r c h  d e s i g n s .  There  i s  no q u e s t i o n  t h a t  more c a n  and must be done i n  t h i s  
a r e a .  Blind a l l o c a t i o n  of r e s o u r c e s  t o  any nanagement improvement sa lesman i s  
too expensive  i n  t h i s  e r a  of s c a r c i t y .  

6 .  Broader Context  of Planagement S k i l l s  Development. Sys temat ic  a t t e m p t s  
t o  improve t h e  management c a p a b i l i t y  of LDC o r g a n i z a t i o n a l  e n t i t i t i e s  r e q u i r e s  
more t h a n  a  narrow f o c u s  on s k i l l s  t r a n s f e r .  I n  the  concep tua l  framework 
in t roduced  e a r l i e r ,  i t  was a s s e r t e d  t h a t  management improvement comes about  
from a t t e n t i o n  t o  o b j e c t i v e s ,  s t r u c t u r e s ,  and sys tems,  i n  a d d i t i o n  t o  s k i l l s .  
We must r ecogn ize  t h a t  t h e  domain of management s k i l l s  development i s  now f a r  
broader  t h a n  what o r i g i n a l l y  p o s i t e d  by c l a s s i c a l  management t h e o r i s t s .  I n  
a d d i t i o n  t o  t h e  b a s i c  p lann ing ,  o r g a n i z i n g ,  and c o n t r o l  f u n c t i o n s ,  we have 
come t o  recogn ize  team b u i l d i n g ,  j o i n t  problem s o l v i n g ,  o r g a n i z a t i o n  d e s i g n ,  
o r g a n i z a t i o n  change,  i n f o r m a t i o n  sys tems d e s i g n ,  r o l e  n e g o t i a t i o n ,  and 
c o a l i t i o n  and r e l a t i o n s h i p  management, a c t i o n  r e s e a r c h ,  and r e s o u r c e  
m o b i l i z a t i o n  a s  c r i t i c a l  s k i l l s  f o r  p u b l i c  s e r v i c e  mangers. 

E. CONCLUSIONS FOR AID MANAGDIENT DEVEL0P:IEhT EFFORTS I X  THE 1980 ' s  

This  sumnary review of A I D ' S  exper ience  and key i s s u e s  h a s  been de r ived  from 
Agency r e p o r t s ,  s t u d i e s  prepared by development a d m i n i s t r a t i o n  s p e c i a l i s t s  
f a m i l i a r  wi th  .UD a c t i v i t i e s ,  q u e s t i o n n a i r e s  completed by A I D  program 
personne l  i n  iJashington and t h e  f i e l d ,  and c o n s u l t a n t  v i s i t s  t o  f i v e  miss ions  
i n  A f r i c a  and Asia. !Jhile i n c o n p l e t e  i n  some a r e a s ,  t h e  in fo rmat ion  does  
r e v e a l  a  l a r g e  and i n c r e a s i n g  need f o r  management inprovement a s s i s t a n c e ,  
e s p e c i a l l y  g iven  t h e  s e r i o u s  implementat i o n  and a c c o u n t a b i l i t y  problems which 
b e s e t  AID suppor ted  development e f f o r t s .  What t h e n  a r e  t h e  major c o n c l u s i o n s  
t h a t  can be drawn from t h i s  review, and what do t h e s e  conc lus ions  sugges t  i n  
t e r n s  of p r i o r i t i e s  f o r  A I D  i n  t h e  coming y e a r s ?  The f o l l o w i n g  a r e a s  appear  



t o  be t h e  most a p p r o p r i a t e  d i r e c t i o n s  f o r  A I D  i n  s u p p o r t i n g  LDC management 
development improvements dur ing  t h e  nex t  few y e a r s .  

1. I n  o r d e r  t o  b r i d g e  t h e  gaps  of p o s s i b l e  c u l t u r a l  m i s f i t  between u.S. 
and hos t  coun t ry  management t echn iques ,  t h e r e  i s  t h e  need t o  encourage 
s y s t e m a t i c  p e r s p e c t i v e s ,  g e n e r i c  approaches ,  and c o n s u l t a t i o n  e f f o r t s  i n  
tandem wi th  l o c a l  o r g a n i z a t i o n s  t h a t  can adap t  t h e s e  t echn iques  t o  the- 
s p e c i f i c  c u l t u r e  and needs of t h e  h o s t  coun t ry .  To a v o i d  i r r e l e v a n c y ,  such 
c o o p e r a t i o n  should be p a r t  of a n  A I D  p r o j e c t  invo lv ing  a s s i s t a n c e  t o  some h o s t  
c o u n t r y  o r g a n i z a t i o n s  o r  programs. To deve lop ,  t e s t  and r e f i n e  t h i s  approach,  
A I D  should e v a l u a t e  e x i s t i n g  arrangements  s i m i l a r  t o  t h e  above and /o r  
encourage new p r o j e c t s  t o  i n c o r p o r a t e  such f e a t u r e s .  DS/RAD should  moni tor  
and i n s t i l l  l e s s o n s  l e a r n e d  from t h e s e  e x p e r i e n c e s  and d i s s e m i n a t e  t h e  r e s u l t s  
throughout t h e  Agency. Exper iences  from o t h e r  donors  shou ld  be i n c l u d e d  where 
a p p r o p r i a t e .  

2 .  Consc ien t ious ly  s e a r c h  f o r ,  encourage and a s s i s t  LDCs  t o  u t i l i z e  
modif ied  governmental  o r  p r i v a t e  s e c t o r  i n s i t u t i o n a l  ar rangements  f o r  c a r r y i n g  
o u t  development t a s k s .  For example, A I D  should devo te  more a t t e n t i o n  t o  t h e  
fo l lowing:  

a .  Help communities and r u r a l  groups c r e a t e  t h e i r  own management 
competence f o r  s e l f - h e l p  and i n f l u e n c e  over  t h e  k i n d s  of s e r v i c e s  they r e c e i v e  
from governments. The emphasis should  s h i f t  t o  community, c o o p e r a t i v e ,  and 
s e l f - h e l p  o r g a n i z a t i o n a l  development. 

b. Encourage p r i v a t e  s e c t o r  and p r i v a t e  v o l u n t a r y  o r g a n i z a t i o n s  t o  do 
nore  by providing a p p r o p r i a t e  i n c e n t i v e s ,  i n c l u d i n g  more " c o n t r a c t i n g  ou t"  of 
h o s t  c o u n t r y  government o p e r a t i o n s .  

c .  Assist c e n t r a l  governments t o  d e c e n t r a l i z e ,  r e - o r i e n t  b u r e a u c r a c i e s  
and i n n o v a t e  w i t h  p a r a - s t a t a l  o r g a n i z a t i o n a l  forms f o r  t h e  d e l i v e r y  of  
government s e r v i c e s .  A l t e r n a t i v e s  a r e  needed t o  l o c a l  d e l i v e r y  by c e n t r a l  
t e c h n i c a l  m i d s t r i e s .  There  i s  a l r e a d y  exper imenta t ion  by v a r i o u s  donors  and 
LDCs t o  f i n d  more e f f e c t i v e  o r g a n i z a t i o n s  -- but i t  is  u rgen t  t o  speed up and 
t o  s h a r e  exper ience  i n  how t o  change t h e  government d e l i v e r y  sys tems.  Such 
i n n o v a t i o n s  can va ry  by s e c t o r ,  coun t ry ,  o b j e c t i v e s ,  and c i rcumstances  -- but 
p e r i o d i c  assessment  of r e s u l t s  w i l l  c o n t r i b u t e  t o  t h e  a d a p t i v e  l e a r n i n g  
p rocess .  

3 .  Develop a  management technology f o r  e f f e c t i v e  o r g a n i z a t i o n a l  and 
programmatic change. Viewing o r g a n i z a t i o n s  a s  open s o c i a l  sys tems r a t h e r  t h a n  
a  c o l l e c t i o n  of l e g a l  and a d m i n i s t r a t i v e  f u n c t i o n s  and working toward mutua l ly  
shared o u t p u t s  of v a l u e s ,  should  provide  a  b a s i s  f o r  a  v a r i e t y  of i n t e n s i v e  
and e x t e n s i v e  o r g a n i z a t i o n a l  reform s t r a t e g i e s .  To t h i s  end,  t h e r e  a l r e a d y  i s  
a  c o n s i d e r a b l e  body of exper ience  i n  v a r i o u s  A I D  p r o j e c t s ,  but  t h e r e  i s  a  need 
f o r  consc ious ly  guided a c t i o n - r e s e a r c h ,  b u i l t  i n t o  a s s i s t a n c e  p r o j e c t s  t o  
r e f i n e  l e s s o n s  of exper ience  and fo rmula te  a c t i o n  g u i d e l i n e s  f o r  p r o j e c t  
personnel .  

4 .  Ilany e f f e c t i v e  s o c i e t a l  t r a n s f o r m a t i o n s  a r e  brought about  by a  s m a l l  
but c r i t i c a l  mass of mutua l ly  s u p o r t i n g  i n d i v i d u a l s ,  s h a r i n g  common g o a l s  and 
v a l u e s ,  u s u a l l y  nur tu red  i n  one o r  more i n s t i t u t i o n a l  bases  and i n  both 



c e n t r a l i z e d  and d e c e n t r a l i z e d  s e t t i n g s .  A s i m i l i a r  approach can be developed 
and t e s t e d  i n  a number of s i t u a t i o n s ,  perhaps u s i n g  a n  Execut ive  Pianagement 
Development approach aimed a t  t h e  most s e n i o r  o f f i c i a l s ,  and concerned w i t h  
both g e n e r a l  and major s e c t o r s  of development. Cooperating i n s t i t u t i o n s  i n  
the  U.S. and h o s t  coun t ry  would f o c u s  no t  on i n d i v i d u a l  c a r e e r  development,  
but on s o l v i n g  c l u s t e r s  of development management problems. The focus  would 
be on g e n e r i c  management s k i l l s ,  problem s o l v i n g ,  i n n o v a t i v e  management 
d e s i g n s  f o r  r e s u l t s .  This  approach may be c r i t i c a l  f o r  some emerging a r e a s  of 
concern such a s  food s e c u r i t y  where r a p i d ,  e f f e c t i v e  responses  a r e  e s s e n t i a l .  

5.  Nore c o s t / e f f e c t i v e  t echnolog ies  f o r  management s k i l l  development a r e  
needed. ?lethods and m a t e r i a l s  a r e  needed f o r  t r a i n i n g  of t r a i n e r s ,  
s e l f - l e a r n i n g ,  con t inu ing  e d u c a t i o n  programs, s i m p l i f i e d  p r i n c i p l e s ,  
a p p l i c a t i o n  e x e r c i s e s .  These should be t r a n s l a t e d  and adapted by h o s t  c o u n t r y  
c e n t e r s  f o r  l o c a l  use .  Act ion- t ra ining modes a s  used f o r  p r o j e c t  management 
i n  Jamaica need t o  be developed and t e s t e d  e lsewhere  f o r  v a r i o u s  s e c t o r a l  
a p p l i c a t i o n s .  Competency-based management models l i k e  those  r e c e n t l y  a p p l i e d  
i n  Tanzania and Z a i r e  a l s o  d e s e r v e  f u r t h e r  re f inement  and suppor t .  

The f i n a l  s e c t i o n  of t h e  paper focuses  on t h e  i m p l i c a t i o n s  f o r  A I D  of adop t ing  
a  more s y s t e m a t i c ,  c o n c e r t e d ,  performance-oriented approach t o  managenent 
development. 



I V .  THE PROPOSED A I D  ?IANAGEMENT DEVELOPMENT STRATEGY: A PERFORNA!YCE APPROACH 

D e s p i t e  t h e  i n c r e a s i n g  r e c o g n i t i o n  of t h e  r o l e  t h a t  management p l a y s  i n  t h e  
development p r o c e s s ,  and t h e  encouraging r e s u l t s  of  s e v e r a l  f i e l d  based 
management improvement a t t e m p t s ,  t h e r e  i s  l i t t l e  e v i d e n c e  t h a t  A I D ' S  c u r r e n t  
l e v e l  and type  management development a c t i v i t y  w i l l  be a b l e  t o  a d d r e s s  
s i g n i f i c a n t l y  t h e  management problems i n  LDCs. Doing " b u s i n e s s  a s  u s u a l "  
means t h a t  A I D  e x p e r i e n c e  i n  t h i s  a r e a  w i l l  remain f ragmented,  w i l l  n o t  
a c h i e v e  t h e  types  of r e s u l t s  produced by c o n c e r t e d  e f f o r t s ,  w i l l  no t  r a p i d l y  
s h i f t  t h e  s t a t e  of p r a c t i c e  t o  t h e  s t a t e  of a r t  ( e . g . ,  w e  know more a b o u t  LDC 
management improvement t h a n  w e  a r e  c u r r e n t l y  p u t t i n g  i n t o  p r a c t i c e ) ,  w i l l  
c o n t i n u e  t o  confuse  symptoms w i t h  c a u s e s ,  and w i l l  become i n c r e a s i n g l y  
f r u s t r a t e d  w i t h  t h e  poor use  of r e s o u r c e s  made a v a i l a b l e  f o r  pur su ing  
development o b j e c t i v e s .  

It i s  i m p o r t a n t ,  t h e r e f o r e ,  t h a t  t h e  Agency r e c o n s i d e r  i n  what ways and w i t h  
what means i t  w i l l  a d d r e s s  t h e  p r e s s i n g  management development needs  of  LDCs. 
The i s s u e  h e r e  i s  one of s t r a t e g y ,  e .g. ,  a  g e n e r a l  p l a n  which d e f i n e s  
major o b j e c t i v e s ,  l i n e s  o f  a c t i o n  and o v e r a l l  r e s o u r c e s  r e q u i r e m e n t s ,  n o t  one 
of basic p o l i c y .  The A I D  p o l i c y  framework f o r  management improvement, a s  
r e c e n t l y  r e a f f i r m e d  i n  p r i n c i p l e  by t h e  A d m i n i s t r a t o r ,  i s  a r t i c u l a t e d  i n  A I D  
P o l i c y  De te rmina t ion  IC69. T h i s  p o l i c y  emerged from t h e  l a t e  Ambassador H a l l ' s  
Work Group r e p o r t  i n  1975 and p rov ides  a  wel l -conceived and comprehensive 
p o l i c y  base  f o r  t h e  Agency's s u p p o r t  f o r  management development a c t i v i t i e s  i n  
t h e  coming decade.  The key p o l i c y  p r i n c i p l e s  a r t i c u l a t e d  i n  PD IC69 a r e :  

A I D  w i l l  a s s u r e  t h e  e x i s t e n c e  of competent  management of c o u n t r y  
i n s t i t u t i o n s  r e s p o n s i b l e  f o r  A I D  - f inanced programs. 

a A t t e n t i o n  w i l l  be g i v e n  t o  n a n a g e r i a l  f a c t o r s  both  e a r l y  i n  
p rogram/pro jec t  d e s i g n  and i n  s u c c e s s i v e  phases  t o  f a c i l i t a t e  
a s s i s t a n c e  and c o r r e c t i v e  measures.  

Manager ia l  a s s i s t a n c e  w i l l  emphasize achievement o f  r e s u l t s  under  
p r i o r i t i e s  of t h e  Fore ign  A s s i s t a n c e  A c t  i n  a g r i c u l t u r a l  and r u r a l  
development,  f a m i l y  p lann ing ,  h e a l t h ,  n u t r i t i o n ,  e d u c a t i o n  and human 
r e s o u r c e s  development. 

Manager ia l  a s s i s t a n c e  i s  a u t h o r i z e d  beyond t h e  boundar i e s  of t h e  
immediate p r o j e c t  o r  i n s t i t u t i o n  w i t h  which A I D  c o l l a b o r a t e s .  

A I D  w i l l  expand i t s  e f f o r t s  t o  m o b i l i z e  and a p p l y  r e l e v a n t  knowledge 
and methodology t o  h e l p  developing c o u n t r i e s  s o l v e  t h e i r  management 
problems.  

AID w i l l  f o s t e r  i n c r e a s e d  a c q u i s i t i o n ,  a p p l i c a t i o n  and t r a n s f e r  of 
management s k i l l s  by i t s  s t a f f ,  c o n t r a c t o r s  and g r a n t e e s  v i a  
s e l e c t i o n ,  t r a i n i n g ,  c o n t r a c t i n g  and i n f o r m a t i o n  exchange among A I D ,  
LDC and developed c o u n t r y  pe r sonne l .  



Given t h i s  p o l i c y ,  t h e  remainder of t h e  paper w i l l  p r e s e n t  t h e  management 
development s t r a t e g y  which we recommend t h a t  A I D  f o l l o w  i n  improving t h e  
development impact ,  implementa t ion,  and a c c o u n t a b i l i t y  of LDC development 
programs. Th i s  s t r a t e g y  t a k e s  i n t o  account t h e  p r e s s i n g  development needs of 
LDC's, A I D ' S  e x p e r i e n c e  and a r e a s  of comparat ive  advantage and ,  t o  t h e  e x t e n t  
p o s s i b l e ,  key i s s u e s  i n  management development. 

A. AID'S STRATEGIC FOCUS: A PERFORMANCE APPROACH 

A pr imary concern  of t h e  Agency i s  t h a t  development e f f o r t s  a r e  no t  a c h i e v i n g  
i n t e n d e d  r e s u l t s .  Management weaknesses,  a t  l e a s t  i n  p a r t ,  undermine t h e  
s u c c e s s  of development a c t i v i t i e s .  The urgency of p r e s e n t  and f u t u r e  
management needs and changing p r o j e c t  c h a r a c t e r i s t i c s  s u g g e s t s  a n  i n c r e a s e d  
emphasis on management performance and on the  a c t u a l  r e s u l t s  of 
development-funded a c t i v i t i e s .  Sharpening a focus  on performance r e q u i r e s  a n  
agency r e - o r i e n t a t i o n  w i t h  d i s t i n c t  programming i m p l i c a t i o n s  f o r  DS/RAD. T h i s  
r e - o r i e n t a t i o n  does  no t  r e q u i r e  a r a d i c a l  s h i f t  o f -  DS/RAD involvement,  but  i t  
does r e q u i r e  a focus ing  of l i m i t e d  r e s o u r c e s  t o  maximize t h e  impact of t h e  new 
s t r a t e g y  a long  wi th  s e l e c t i v e  suppor t  f o r  t h o s e  management development e f f o r t s  
which c a n  be most c l o s e l y  i d e n t i f i e d  wi th  t h e  performance approach.  These 
a c t i v i t i e s  w i l l  be t h o s e  which most c l e a r l y  c a p i t a l i z e  on t h e  l e s s o n s  and 
e x p e r i e n c e s  of s u c c e s s f u l  management development and which a r e  c l o s e l y  a l l i e d  
t o  p r o d u c t i v i t y  and performance.  

The c r i t i c a l  management needs  of A I D  Miss ions  and h o s t  c o u n t r i e s  a r g u e  f o r  a 
s h a r p e r  focus  on performance improvements than  i s  u s u a l  i n  t h e  c o n v e n t i o n a l  
c a p a c i t y  b u i l d i n g  approach which p a s t  a s  w e l l  a s  p r e s e n t  A I D  e f f o r t s  
emphasize. These e f f o r t s  f o c u s  on numbers of managers t r a i n e d ,  forms of 
o r g a n i z a t i o n a l  s t r u c t u r e s  e s t a b l i s h e d ,  and t y p e s  of systems i n s t a l l e d .  The 
assumption i m p l i c i t  i n  t h i s  approach i s  t h a t  i n c r e a s e d  management " s t o c k "  w i l l  
l e a d  t o  improved performance,  i . e . ,  g r e a t e r  e f f e c t i v e n e s s  a n d / o r  e f f i c i e n c y  i n  
accomplishing development o b j e c t i v e s .  I n  p r a c t i c e ,  t h e  c a p a c i t y  s t r a t e g y  
emphasizes t h e  development of i n d i v i d u a l  and i n s t i t u t i o n a l  c a p a b i l i t y .  It 
assumes t h a t  c a p a c i t y ,  once developed,  w i l l  be f u l l y  and p r o p e r l y  u t i l i z e d .  
Exper ience  has  r e p e a t e d l y  demonstra ted ,  however, t h e  f a l l a c y  of t h i s  
assumption;  i n d i v i d u a l s  once t r a i n e d  f r e q u e n t l y  cannot  a p p l y  t h e i r  knowledge 
and s k i l l s  i n  o p e r a t i o n a l  s e t t i n g s ,  management i n s t i t u t e s  once upgraded have a 
d i f f i c u l t  t i m e  deve lop ing  l i n k a g e s  wi th  o p e r a t i o n a l  u n i t s ,  and management 
t r a i n i n g  u n i t s  e s t a b l i s h e d  i n  p u b l i c  o r g a n i z a t i o n s  t y p i c a l l y  e x i s t  a s  
low-s ta tus  e n c l a v e s  of i r r e l e v a n t  a c t i v i t y  i n  t h e  m i d s t  of s e r i o u s  
implementa t ion problems. 

I n  c o n t r a s t  t o  a f o c u s  on management development a s  c a p a c i t y  b u i l d i n g ,  a 
performance approach beg ins  wi th  a s t r o n g  emphasis on d e s i r e d  p o l i c y  
o b j e c t i v e s  o r  r e s u l t s .  

T r a n s l a t e d  i n t o  a n  A I D  program c o n t e x t ,  t h e  approach emphasizes under tak ing  no 
management improvement i n t e r v e n t i o n  o n l y  f o r  i t s  own sake  but  r a t h e r  judging 
3 
i m ~ r o v e s  t h e  ~ r o b a b i l i t v  t h a t  d e v e l o ~ m e n t  ~ o l i c v  o b i e c t i v e s  w i l l  be 
s u c c e s s f u l l v  ach ieved  



I n  t h i s  s e n s e ,  the  performance s t r a t e g y  does not d i s c a r d  the  c a p a c i t y  s t r a t e g y  
but views i t  i n  a  broader and more dynamic con tex t .  Capaci ty  b u i l d i n g  c a n  be 
viewed a s  a  cont inuous  l e a r n i n g  and a d a p t i v e  process  whereby donor a g e n c i e s ,  
hos t  coun t ry  o r g a n i z a t i o n s ,  management e d u c a t o r s ,  and 
e x t e r n a l  r esource  persons  work t o g e t h e r  t o  a f f e c t  socio-economic improvements. 

B. KEY PREMISES OF A PERFORIANCE APPROACH 

The fundamental premise of the  prosposed s t r a t e g y  r e - ~ r i e n t a t i o n ~ i s  t h a t  
management development can and must r e s u l t  i n  improved development 
performance. This premise becomes the  g u i d e l i n e  f o r  developing management 
development programs and p rov id ing  management a s s i s t a n c e .  Addi t iona l  premises 
upon which t h e  s t r a t e g y  i s  grounded i n c l u d e  the  fol lowing:  

Management d e f i c i e n c i e s  a r e  s e r i o u s  i n  developing c o u n t r i e s .  These 
d e f i c i e n c i e s  w i l l  con t inue  t o  i n h i b i t  t h e  s u c c e s s f u l  performance of 
p u b l i c  and p r i v a t e  s e c t o r  i n s t i t u t i o n s  and a g e n c i e s  i n  LDC1s; 

A I D  w i l l  con t inue  i t s  program emphasis i n  a g r i c u l t u r e ,  r u r a l  
development, h e a l t h ,  and popula t ion  - a r e a s  where management needs 
a r e  t h e  g r e a t e s t  and r e s o u r c e s  the  weakest .  

A I D ' S  i n c r e a s e d  emphasis on technology t r a n s f e r  ( i n c l u d i n g  management 
technology)  and the  b u i l d i n g  of l o c a l  i n s t i t u t i o n a l  c a p a b i l i t y  w i l l  
n e c e s s a r i l y  be c a r r i e d  o u t  i n  tandem w i t h  f u r t h e r  r e d u c t i o n s  i n  
o v e r a l l  r e s o u r c e s  and f i e l d  personnel ;  

A I D  has  been a c u t e l y  aware of t h e  important  development r o l e  played 
by management f o r  a  number of  years  and has supported t h e  development 
of s e v e r a l  new management improvement approaches t h a t  a r e  y i e l d i n g  
encouraging r e s u l t s ;  

%ny developing c o u n t r i e s  and o t h e r  donor agenc ies  look  t o  the  U.S.; 
and s p e c i f i c a l l y  t o  A I D ,  a s  a  predominant source  of management 
technology. 

The complexity of t h e  management con tex t  i n  LDC environments a rgues  
s t r o n g l y  f o r  a  m u l t i - f a c e t e d ,  long-term management develoment 
s t r a t e g y  t h a t  b u i l d s  on shor t - term success .  Susta ined management 
performance improvements w i l l  need t o  be brought about  through a  
s e r i e s  o f  i n d i v i d u a l  o r  combined t e c h n i c a l  a s s s i s t a n c e  modes c a r r i e d  
ou t  over  r e l a t i v e l y  long per iods  of t ime. 

a It w i l l  be necessa ry  t o  combine conven t iona l  modes of management 
development a s s i s t a n c e  i n  new and mutually suppor t ing  ways. For 
example, t r a i n i n g  w i l l  need t o  be a c t i o n  based; management c o n s u l t i n g  
w i l l  need t o  be t e c h n i c a l l y  o r i e n t e d ;  and systems development w i l l  
r e q u i r e  on t h e  job a p p l i c a t i o n s  and a d a p t a t i o n s .  

C.  P W O R  ACTION ELFXENTS I N  A PERFOEL'WiCE APPROACH 

1. Focus on Host Country Needs and R e s ~ o n s e s  

The needs of development b e n e f i c i a r i e s ,  and the  o r g a n i z a t i o n s  t h a t  s e r v e  then ,  
should  provide t h e  focus  of management improvement e f f o r t s .  These needs a r e  



bes t  reached by h o s t  coun t ry  o r g a n i z a t i o n s ,  and on ly  i n d i r e c t l y  by A I D  
programs. A sharp  focus  on h o s t  coun t ry  needs w i l l  o r i e n t  and gu ide  
managenent development e f f o r t s .  To accomplish t h i s ,  t h e  u s e  of de s ign  and 
implementat ion teams should be s t r e s s e d .  People from t h r e e  s e t s  of 
i n s t i t u t i o n s  w i l l  be  invo lved  i n  management development - ( 1 )  communities,  
l o c a l  o r g a n i z a t i o n s  dnd o t h e r  g r a s s - roo t s  o r g a n i z a t i o n s  t h a t  s e r v e  o r  
a r t i c u l a t e  needs of t he  people;  ( 2 )  " ac t i on"  o r g a n i z a t i o n s  t h a t  d e l i v e r  
s e r v i c e s ,  f a c i l i t a t e  r e sou rce  f lows o r  make development d e c i s i o n s ;  and ( 3 )  
suppo r t i ng  o r g a n i z a t i o n s  t h a t  d e l i v e r  such s e r v i c e s  a s  t r a i n i n g ,  c o n s u l t i n g  
and r e sea r ch .  Development of h o s t  coun t ry  l e a d e r s h i p  and management i n  
government and non-goverment  o r g a n i z a t i o n s  i s  a  c r i t i c a l  v a r i a b l e  i n  
pe r fomance .  The i d e a  t h a t  we a r e  sav ing  t ime by doing a l l  of i t  o u r s e l v e s  i s  
simply i l l u s o r y .  

2 .  Undertake Expanded, Long-Term E f f o r t s  

Developnent managenent improvement nus t  be s een  a s  a  long-term t a s k .  50 th  
t r a i n i n g  and c o n s u l t i n g  f o r  immediate r e s u l t s ,  and educa t i on  and i n s t i t u t i o n a l  
chazge f o r  f u t u r e  b e n e f i t s  a r e  e s s e n t i a l  i n g r e d i e n t s  of e f f e c t i v e  p . rograming  
f o r  aanagement improvement. The dichotomy between s p e c i f i c  s k i l l s  development 
and long-term knowledge b u i l d i n g  i s  f a l s e .  Both a r e  e s s e n t i a l  and 
cocplementary and c a n  be o p e r a t i o n a l l y  modeled t o  f i t  t h e  c h a r a c t e r i s t i c s  of 
t h e  performance approach. ';he r e a l  dichotomy i s  between r e l evance  and 
i r r e l e v a n c e  t o  l o c a l  c o n d i t i o n s ,  needs and peformance. There  i s  no qu i ck - f i x .  

3.  I c t e g r a t e  :,lanaae.sent Development I n t o  A l l  E f f o r t s  

The p ropo r t i on  of I?;3 r e s o u r c e s  devoted t o  management Lnprovenent should 
r e f l e c t  i t s  c r i t i c a l  r o l e  i n  r e a l i z i n g  development o b j e c t i v e s .  .Ls r s s o u r c e s  
d e c l i n e  and program complexi ty  i n c r e a s e ,  t h e  i npo r t ance  of management becomes 
c r i t i c a l .  hlanagement development should i nvo lve  s p e c i a l l y  des igned  p r o j e c t s  
a s  w e l l  a s  be an  i n t e g r a l  p a r t  of the  a n a l y s i s ,  de s ign  and funding of s e c t o r  
p r o j e c t  a c t i v i t i e s .  Xanagenent development must no t  be viewed a s  a n  
a d d i t i o n a l  c o s t  e x t e r n a l  t o  t he  t e c h n i c a l  p r o j e c t  i n p u t s  bu t  a s  t he  key 
r e sou rce  t o  a ch i eve  t e c h n i c a l  and c o s t  e f f e c t i v e n e s s .  X r e d u c t i o n  of  f o r e i g n  
c a p i t a l  and demands f o r  more complex p r o j e c t s  w i t h  b roader  g r a s s - r o o t s  impact 
w i l l  mean a n  i n c r e s e  i n  managenent requ i rements  a t  a l l  l e v e l s .  The 
a l t e r n a t i v e  t o  c a p i t a l  i n t e n s i v e  development i s  l a b o r  i n t e n s i v e  development 
where e s s e n t i a l  managenent skil ls a r e  o f t e n  c o n c e n t r a t e d  a t  t h e  lower l e v e l s .  

4 .  &p ly  and Adapt Proven Xanagement Technologies  

The g r e a t e s t  shor t - t e rm g a i n s  i n  LDC management develoment a r e  t o  be made by 
concer ted  a p p l i c a t i o n  of known and proven management development t e chno log i a s ,  
r a t h e r  t han  heavy expend i t u r e s  f o r  more knowledge-building and R & D e f f o r t s .  
T r a n s f e r a b l e  t e chno log i e s  of management a r e  emerging which combine "hard" 
t e chno log i e s  ( l i k e  economic a n a l y s i s ,  p r o j e c t  p lann ing ,  and f i n a n c i a l  
management) wi th  " s o f t "  t e chno log i e s  ( l i k e  p rocess  c o n s u l t a t i o n  and 
o r g a n i z a t i o n  development).  These t e chno log i e s  must be a p p l i e d  i n  
complementary ways t o  focus  on r e l e v a n t  s t r u c t u r e s ,  sys tems ,  knowledge and 
s k i l l s  t h a t  c o n t r i b u t e  t o  ou tpu t s  and performance. The t r a n s f e r  of managenent 
t e chno log i e s  n u s t  t a k e  i n t o  account  t h e  p r o j e c t  t a s k  environment and s y s t e m  
of both t he  managers and t he  t a r g e t  groups.  !Jell-proven t e cho log i e s  can  be 
t r a n s f e r r e d  i f  t he  p rocess  p e r n i t s  a p p r o p r i a t e  oodes of t r i a l  and a d a p t a t i o n  
before  p r a c t i c e s  become t n s t i t u t i o n a l i z e d .  Gener ic  concep t s  and s k i l l s ,  



e s p e c i a l l y  t hose  of management f u n c t i o n s ,  a u s t  be p r e sen t ed  i n  a  f o m  
a p p r o p r i a t e  t o  t h e  imnedia te  o r g a n i z a t i o n  and s o c i e t y .  

5 .  Ref ine  and R a t i o n a l i z e  Cse of I n t e r d i s c i o l i x a r v  Teams 

The need f o r  i n t e r d i s c i p l i n a r y  des ign  and i n p l e n e n t a t i o n  t e ans  has  been 
e s t a b l i s h e d  w i t h i n  A I D ,  and i t s  p r a c t i c e  i s  i n c r e a s i n g l y  accep t ed .  The 
e f f e c t i v e  combination of d i f f z r i n g  2 e r s p e c t i v e s  i s  i n d i s p e n s i b l e  t o  p r o j e c t  
succe s s .  I n c l u s i o n  of more and b e t t e r  management development people ,  o r  
persons  wi th  background and exper ience  i n  management, on A I D  teams v i l l  br ing 
about  b e t t e r  i n t e g r a t i o n  of p e r s p e c t i v e s  r ep r e sen t ed  by o t h e r  d i s c i p l i n e s  and 
b e t t e r  i n c o r p o r a t i o n  of management concerns  i n t o  p r o j e c t  i ~ p l e n e n t a t i o n .  

Xanagement i s  a l s o  a  key t o  the  succe s s  of i n t e r d i s c i p l i n a r y  t s a = s .  To be 
e f f e c t i v e ,  i n t e r d i s c i p l i n a r y  teams need, f o r  example, preparation t i n e  and 
management-?laming exper ience  t o  e s t a b l i s h  a  common f r a a e  of r e -  :ererice. 
C o m i t n e n t  t o  i n t e r d i s c i p l i n a r y  des ign  and behavior  by AX3 t eaa s  :?ill ? r o a o t e  
the  d e s i r e d  r e s u l t s  f o r  LDC p r o j e c t s .  Sound i n t e r d i s c i p l i n a r y  team b u i l d i n s  
i s  no t  au tomat ic ,  and we should no t  ex?ecc t o  ach ieve  t h i s  cohesioe?.as; 
w i t h i n  p r o j e c t  e f f o r t s  i f  we do no t  ach ieve  i t  on cor responding  AX2-s?oxsored 
teams. 

6 .  Use Action-Orientea X ~ u r o a c h e s  

Act ion-or iented management c o n s u l t i n g  and t r a i n i n g  spproacnes  have proven t o  
be e f f e c t i v e  i n  a  v a r i e t y  of s i t u a t i o n s .  When t e c h n i c a l  a s s i s t a n c e  o r  
t r a i n i n g  i s  i n t e g r a t z d  wi th  a c t u a l  a s s i g m e n t s  i n  t h e  r e a l  o r g a n i z a ~ i o a ,  i t  i s  
h igh ly  accep t ab l e  a t  a l l  o r g a n i z a ~ i o a a l  l e v e l s .  The a c ~ L ; n - o r i e n t a t i ~ i l  .:ax . - .  conbine i z d u c t i v e  acd Geduc t i v e  l e a r n i n g  on 3 e c e r i c  and s i : ua : i o~ - s~ec ; z  L C  

s k i l l s  and p roce s se s .  3 e s i r e d  changes a r e  achieved Sasec! on a c t u a l  :;crk 
accomplishment wi th  e x p l i c i t  a t t e n t i o n  t o  wilac i s  needed and what works i n  t he  
o p e r a t i o n a l  s e t t i w .  Th i s  approach i s  res7ons ive  t o  i t s  o ~ e r a t i o n a l  se : t ing 
and needs;  r a t h e r  than  f i xed  "knowledge-packages," p r o b l e m  and a s s i g m a n t s  
a r e  used a s  t he  founda t ion  f o r  l e a r n i n g .  Per fornance  and produc t ion ,  r a t h e r  
than  c e r t i f i c a t i o n ,  a r e  the  b a s i s  f o r  e v a l u a t i n g  sanazezen t  deve lo?nen t .  

7 .  Work w i th  a  Va r i e ty  of Organ iza t ions  

Yost c u r r e n t  management development has  been too r e s t r i c t e d  t o  governnent 
o rgan i za t i ons .  There i s  a  wide range of indigenous and e x t e r n a l  o r g a n i z a t i o n s  
which a r e  involved i n  t h e  d e l i v e r y  of developnent s e r v i c e s  a2d b e n e f i t s ,  of 
which government agenc i e s  p lay  on ly  p a r t i a l  and l i m i t e d  r o l e s .  There must Se 
a  d e l i b e r a t e  e f f o r t  t o  develop t he  o r g a n i z a t i o n a l  ~ e r f o r n a n c e  of a l l  
o r a a n i z a t i o n s  and t o  encourage management development i n  t hose  o r s a n i z a t i o n s  
which prove most e f f e c t i v e  i n  ach iev ing  r e s u l t s .  This w i l l  r e q u i r e  broader ing 
t h e  nanagement development i n t e r v e n t i o n  a c t i v i t i e s  t o  i n c l u d e  modif ied 
b u r e a u c r a t i c  s t r u c t u r e s ,  non-government o r g a n i z a t i o n s ,  and p r i v a t e  s e c t o r  and 
g r a s s - roo t s  o r g a n i z a t i o n s  which make up t h e  t o t a l  c o n s t e l l a t i o n  of 
o r g a n i z a t i o n s .  

I s p l e a e n t a t i o n  of the  proposed p e r f o n a n c e  a?proach t o  aanagenent deveiopmznt 
should be Largeted i n  t h r e e  a r e a s .  
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1. AID-Funded P r o j e c t s  

A I D  p r o j e c t s  p r e s e n t  t h e  most o b v i o u s  a r e a  f o r  n a n a g e n e n t  deve lopment  
s u p p o r t .  Xew p r o j e c t s  o r  p r o j e c t  add-ons s h o u l d  b e - d e s i g n e d  v i t h  e x p l i c i t  
n a n a g e n e n t  deve lopmen t  components .  Ongoing p r o j e c t s  o f t e n  e n c o u n t e r  
nanagement  problems s rh ich  c a n  be a d d r e s s e d  t h r o u g h  t r a i n i n g - c o n s u l t a n c y  
a s s i s t a n c e  aimed a t  i m e d i a t e  p e r f o m a n c e  r e s u l t s  w h i l e  d e v e l o p i n g  c a p a c i t i e s  
f o r  s e l f - s u s t a i n i n g  p rob lem-so lv ing .  The i n t e g r a t i o n  of  management w i t h  
t e c h n i c a l  and d i s c i p l i n a r y  e x p e r t i s e  must  o c c u r  t h r o u g h o u t  t h e  p r o j e c t  c y c l e ,  
e . g . ,  i n  team s e l e c t i o n ,  o r i e n t a t i o n ,  i a p l e n e n t a t i o n ,  e v a l u a t i o n ,  a n d  
i n s t i t u t i o n a l i z a t i o n .  To improve  upon p a s t  p e r f o m a n c e ,  e a r l y  c o n s i d e r a t i o n  
s h o u l d  be g i v e n  t o  management i s s u e s .  T h i s  w i l l  h e l p  overcome many of  t h e  
problems e n c o u n t e r e d  d u r i n g  imp lemen ta t  i o n .  !lanagement deve loment  components  
may be d e s i g n e d  i n  A I D  p r o j e c t s  t o  h a n d l e  t h e  n a n a g e n e n t  r e q u i r e m e n t s  
p a r t i c u l a r  t o ,  and g e n e r a t e d  by ,  A I D  p r o j e c t s .  :,lore' a t t e n t i o n  needs  t o  be 
e i v e n  t o  s anaeemen t  d e v e l o ~ m e n t  a s  a  c r i t i c a l  o a r t  o f  t h e  CDSS. m e r e  
n e c e s s a r y ,  s p e c i a l  raanagement d e v e i o p n e n t  p r o j e c ~ s  s h o u l d  be c a r r i e d  o u t  o n  
m u l t i - p r o j e c t ,  s e c t o r a l  and  n a t i o n a l  b a s i s  and s h o u l d  be d e s i g n e d  a round  
proven  n e t h o d o l o g i e s  a n d  a p p r o a c h e s  of  management deve lopmen t .  

2 .  LDC O p e r a t i o n a l  O r e a n i z a t i o n s  

- - ~- .- - Xanagement deve lopment  e f f o r t s  c a r r i e d  o u t  i n  ~ p s i z t i ~ ~ . i  _ . . . . ..._ . I : 
~ - t h o s e  u n i t s ,  d i v i s i o n s  o r  a g e n c i e s  t h a t  have  t r a d i t i s 7 a - - .  , . - - - : -d2  2 ;=::~:3i 

d e v e l o p n e n t  s e r v i c e s  a s  w e l l  a s  t h o s e  p e r f o m i n g  s p e c i a l i z e d  s u 2 p o r t i v e  
f u n c t i o n s  o r  p r o j e c t  s p e c i f i c  a c t i v i t i e s .  I n  t h i s  a r e a  s k i l l s  and  c o n c e p t s  
t r a i n i n g  need t o  be  i n t e g r a t e d  v i t h  o r g a n i z a t i o n a l  s y s t e a s  and d e v e i o ? n e n t  
a c t i v i t i e s  t o  c a r r y  o u t  a c t u a l  r~or!; a s s i g m e n t s  and  r e s p o r i s L 3 i l i t i e s .  
I n d i v i d u a l  t r a i a i n g  s h o u l d  be l i n k e d  w i t h  o r z a n i z a t i o z  develo?z ien t  t h a t  i s  
p e r f o m a n c e  o r i e n t e d .  A l though  much of t h e  work i n  t h i s  a r e a  b a s  been  
c o n f i n e d  t o  government  a g e n c i e s ,  t h e r e  i s  a  b road  a r e a  of non-government 
o r g a n i z a t i o n s  i n  wh ich  nanagement  deve lopmen t  c a n  be p r o n o t e d  t o  i n p r o v e  
development  pe r fo rmance .  Xanagement deve lopment  h e r e  c a n  n o s t  e f f e c t i v e l y  be 
c h a r a c t e r i z e d  by c o ~ p r e h e n s i v e ,  l o n g - t e n  aanagement  d e v e l o p n e n t  p r o j e c t s  
a i n e d  a t  t o t a l  o r g a n i z a t i o n s  o r  s e c t o r s .  I n t e r d i s c i p l i n a r y  tesns ? e r f o r n i n g  
combined t r a i n i n g  a n d  c o n s u l t a n c y  r o l e s  p r o v i d e  t h e  o p p o r t u n i t y  f o r  h a v i n g  
immedia te  pe r fo rmance  i m p a c t  a s  w e l l  as long - range  i n s t i t u t i o n  b u i l d i n g  
r e s u l t s  . 
3 .  Yanaeement and Develoument S u ~ ~ o r t  I n s t i t u t i o n s  

AID h a s  a long- te rm i n v o l v e m e n t  w i t h  management and development  s u p p o r t  
i n s t i t u t i o n s .  The b e n e f i t s  o f  t h e s e  r e l a t i o n s h i p s  and  e a r l i e r  i n s t i t u t i o n -  
b u i l d i n g  e f f o r t s  c a n  p r o v i d e  t h e  b a s i s  f o r  a  r e - o r i e n t a t i o n  from a c a p a c i t y -  
b u i l d i n g  a p p r o a c h  t o  a p e r f o r n a n c e  a p p r o a c h .  R e g i o n a l  i n s t i t u t i o n s ,  t r a i n i n g  
and e d u c a t i o w l  i n s t i t u t i o n s ,  and o t h e r  s u p p o r t  o r g a n i z a t i o n  c a n  become 
i n v o l v e d  i n  t h e  d e s i g n ,  e x e c u t i o n  and  e v a l u a t i o n  o f  a c t u a l  d e v e l o p n e n t  e f f o r t s  
by nov ing  toward n o r e  a c t i o n - o r i e n t e d  a p p r o a c h e s  which  l i n k  t r a i n i n g  and 
c o n s u l i a n c y  w i t h  deve lopmen t  o r g a n i z a t i o n s  and  on-going p r o j e c t s .  E d u c a t i c n a l  
a p p r o a c h e s  c a n  be s t r e n g t h e n e d  by t h e  r e a l i s t i c  a p p l i c a t i o n  o f  'mowledge axd 
s k i l l s  t o  r a a l  p r o b l e a s ,  i n d i g e n o u s  s y s t e m  b u i l d i n g ,  i n s t i t u t i o n a l i z a t i o n  and  
d i a g n o s i s .  S I D  e f f o r t s  i n  t h i s  a r e a  need n o t  be  d e c r e a s e d ,  b u t  n o d i f i e d .  ::eu 
e f f o r t s  s h o u l d  be c h a r a c t e r i z e d  by a  r e n o v a i  o f  d i s t i n c t  b o u n d a r i e s  Se tween 
t r a i n i n g  acd d o i n g .  

3 5 
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E . PROPOSED !LLiAGE>ENT DEVELOPMENT ACTIVITIES 

C l e a r l y  AID, and p a r t i c u l a r l y  DS/XLD, canno t  e f f e c t i v e l y  a d d r e s s  a l l  problems 
nor  a d e q u a t e l y  p r o v i d e  s e r v i c e s  t o  a l l  p r o j e c t s ,  s e c t o r s  o r  c l i e n t  
o r g a n i z a t i o n s .  It i s  c r i t i c a l  a t  t h i s  t i m e ,  t h e r e f o r e ,  f o r  A I D  t o  f o c u s  i t s  
r e s o u r c e s  more n a r r o w l y  on p a r t i c u l a r  s e r v i c e s  where e x p e r i e n c e  d e n o n s t r a t e s  
t h a t  per formance  r e s u l t s  a r e  p o t e n t i a l l y  t h e  g r e a t e s t .  ' Given A I D ' S  l i m i t e d  
r e s o u r c e s ,  i t  may be a p p r o p r i a t e  f o r  AID t o  s e e  i t s e l f  p r i n a r l y  a s  a 
f a c i l i t a t o r  o r  c a t a l y s t .  T h r e e  complementary  sets of a c t i v i t i e s  a r e  p roposed  
which  3 e e t  t h e s e  c r i t e r i a .  While a d d i t i o n a l  a n a l y t i c a l  work must Se e f f e c t e d  
t o  d e t e r m i n e  t h e  s p e c i f i c  p r i o r i t y  of  e a c h  a c t i v i t y ,  t h e  g e n e r a l  cy?es  of  
s u p ? p o r t  s e r v i c e s  a r e  e v i d e n t .  

1. >!ult i -Dimensional  F i e l d  S u ~ ~ o r t  A c t i v i t i e s  f o r  .%naze=er,t D e v e l o ~ m e n t  

I n  r e g a r d  t o  f i e l d  s e v i c e s ,  s u p p o r t  s h o u l d  be c o n t i n u e d  f o r  c e n t r a l l y - f u n d e d  
p r o j e c t s  which have  a n  a c t i o n  o r i e n t e d  and  l e a r n i n g  by d o i n g  f o c u s .  T h i s  
i n c l u d e s  expanded s u p p o r t  f o r  AID c o o p e r a t o r s  w i t h  p roven  e x 7 e r i e n c e .  It i s  
q u i t e  l i k e l y  t h a t  t h e  development  o f  a d d i t i o n a l  L . S .  i n s t i t u z l ~ a a l  r e s o u r c e s ,  
which a r e  c u r r e n t l y  v e r y  l i a i t e d ,  w i l l  need t o  be n u r t u r e d .  

- . . -A - - -  < 2 a-. 2 ;..--, -: - - - - -  - . . > > c r t  s e r v i c e s  t h a t  d e s e r v e  h i g h  p r i o r i t y  i n c l u d e :  . . . . 

J o i n t  A I D  and h o s t  c o u n t r y  management p e r f o m a n c e  a n a l y s i s  and 
a s s e s s n e n t  e f f o r t s .  These  need t o  be c a r r i e d  o u t  a t  t h e  v a r i o u s  
s t a g e s  and t h e  p o l i c y  e x e c u t i o n  p r o c e s s ,  e . ; . ,  d e v e l o p n e n t  strat*;:? 
f o r n u l a t i o n ,  p r o g r a m / p r o j e c t  d e s i g n ,  and  i m p l e ~ e n t z t i o n .  

a T r a i n i n g  of  t r a i n e r s / c o n s u l t a n t  s i n  aanagenenc  , This  i s  a c r i  t F c a l  
e l e a e n t  i n  t h e  development  o f  s e l f  - s u s t a n i n g  a b i l i t y  o f  h o s t  
c o u n t r i e s  t o  e v e n t u a l l y  p r o v i d e  t h e i r  own nanazenen t  improvement 
s e r v t c e s .  

6 Development and n a i n t e n a n c e  of n u l t i d i s c i p l i n a r y  p r o j e c t  d e s i g n  and 
i m p l e u e n t a t i o n  t e a n s .  T h i s  i n c l u d e s  working w i t h  v a r i o u s  2 r o j e c c  
a c t o r s  t o  c l a r i f y  p r o j e c t  o b j e c t i v e s ,  g a i n  c o n s e n s u s  on r o l s s  and 
r e s p o n s i b i l i t i e s ,  d e v e l o p  r e a l i s t i c  i s p l e a e n t a t i o n  s c h e d u l e s  and  
b u d g e t s ,  and b u i l d  i n  g u i d a n c e  and a d a p t i v e  mechanisms such  a s  
m o n i t o r i n g  and e v a l u a t i o n  s y s  terns. 

I n c r e a s e d  e f f o r t s  t o  l i n k  r e g i o n a l  and n a t i o n a l  managenent 
e d u c a t i o n a l  and  t r a i n i n g  i n s t i t u t i o n s  w i t h  d e v e l o p n e n t  p r o j e c t -  
r e l a t e d  management improvement e f f o r t s .  

3y  t h e  s a n e  t o k e n ,  A I D  w i l l  have  t o  be n o r e  s e l e c t i v e  i n  i t s  s u p p o r t  e f f o r t s  
by n o t  d i r e c t l y  focused  on performance  g a i n s .  Exper i ence  i n  t h i s  a r e a  
s u g g e s t s  t h a t  t h e  most a p p r o p r i a t e  approach  t o  b u i l d i n g  c a p a c i t y  i s  t o  work on 
a c t u a l  d e v e l o p n e n t  problems i n  t h e  i n s t i t u t i o n a l  c o n t e x t  where t h e y  o c c u r .  
SID  s h o u l d  r educe  i t s  s u p p o r t ,  t h e r e f o r e ,  f o r  e f f o r t s  which a r e  s o l e l y  
c a ? a c i t y  S u i l d i a g  i n  n a t u r e .  

2 .  S U D D O ~ ~  t o  ' l acaeenent  Knovledee G e n e r a t i o n  and D i s s e m i n a t i o n  S V S ~ ? ~ S  

h d i s c r e t e  set o f  a c t i v i t i e s  c a n  be i d e n t i f i e d  which d e v e l o p  and s t r e n g t h e n  
na?.ageaent r e l a t e d  knowledge g e n e r a t t o n  and d i s s e m i n a t i o n  s y s t e a s .  T h i s  set 
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of a c t i v i t i e s  would r e s u l t  i n  s p e c i f i c  s t r u c t u r a l  and m a t e r i a l  o u t p u t s  such  as 
a n  i n s t i t u i o n a l  nemory, t h e  c o n s o l i d a t i o n  of l e s s o n s  l e a r n e d ,  r e a l i s t i c  
e v a l u a t i o n s  of nanagement development  e f f o r t s ,  a c t i o n - r e s e a r c h  and ne tworks  
f o r  t h e  exchange of i n n o v a t i o n s ,  e x p e r i e n c e s ,  m a t e r i a l s ,  and t e c h n i q u e s .  I n  
t h i s  a r e a ,  p r i o r i t y  a t t e n t i o n  s h o u l d  g o  t o :  

a Developing new, more g e n e r i c  per formance  o r i e n t e d  m a t e r i a l s  f o r  use  
by t r a i n e r s  and c o n s u l t a n t s  i n  d e v e l o p i n g  c o u n t r y  c o n t e x t s .  

Sponsor ing  a  s e r i e s  of workshops on management t e c h n o l o g y  f o r  donor  
agency ,  LDC, and c o n t r a c t  p e r s o n n e l .  The aim of t h e s e  workshops 
would be t o  d i s s e m i n a t e  b e s t  p r a c t i c e s ,  and c a n  g a i n  widesp read  
commitment f o r  p u r s u i n g  a pe r fo rmance  approach .  

Elake a  c o n c e r t e d  e f f o r t  t o  c o d i f y  A I D ' S  wid 'espread e x p e r i e n c e  w i t h  
management t echno logy  and  i n s t i t u t i o n a l  development  e f f o r t s .  A I D  
s h o u l d  s u p p o r t  a  c e n t r a l  r e s o u r c e / i n f o ~ a t i o n  c e n t e r  on aanagement 
t e c h n o l o g y .  T h i s  c e n t e r  would have  r e s p o n s i b i l i t y  f o r  exchang ing  
i n n o v a t i v e  management e x p e r i e n c e s ,  d e v e l o p i n g  m a t e r i a l s  and 
t e c h n i q u e s ,  and a s s i m i l a t i n g  l e s s o n s  of a p p l i e d  r e s e a r c h .  

Encourage U.S. i n s t i t u t i o n s  ( p u b l i c ,  p r i v a t e  and v o l u n t a r y )  t o  
d e v e l o p  t h e i r  own r e s o u r c e s  i n  s u p p o r t  of  p e r f o m a n c e - b a s e d ,  
management improvement e f f o r t s .  

The programming i m p l i c a t i o n  o f  s u p p o r t  f o r  a n  a p p l i e d  l e a r n i n g  and 
d i s s e m i n a t i o n  sys t em f o c u s e s  on  one key i s s u e :  The c r i t i c a l  p r o b i s a  
c o n f r o n t e d  by A I D  i n  t h e  a r e a  of nanagenen t  development i s  a o r e  one o f  
d i s s e m i n a t i n g  t h e  b e s t  p r a c t i c e s  of a v a i l a b l e  n a n a g e s e n t  t e c h n o l o g y  t h a n  of  
expending l i m i t e d  r e s o u r c e s  t o  r e s e a r c h  new s o l u t i o n s .  The p r imary  f o c u s  of  
AID i n  t h i s  a r e a  s n o u l d  be on making workable  p r a c t i c e s  a v a i l a b l e  t o  
d e v e l o p i n g  c o u n t r y  management p e r s o n e l  and A I D  s t a f f .  I n c l u d e d  i n  t h i s  
s e r v i c e  o r i e n t a t i o n  s h o u l d  be acknowledgement t h a t  t h e  s t a t e  o f  manaseaen t  
p r a c t i c e  i s  r a p i d l y  e v o l v i n g .  Any s e r i o u s  e f f o r t  t o  i n p r o v e  f i e l d  p r a c t i c e  
must be accompanied by a  s u s t a i n e d  approach  t o  c o d i f y i n g  s u c c e s s f u l  p r a c t i c e  
and l e a r n i n g  from ongoing e x p e r i e n c e .  T h i s  w i l l  i n v o l v e  a s u b s t a n t i a l  
r e d i r e c t i o n  of c u r r e n t  emphas is  away from l i t e r a t u r e  r e v i e w s  and toward t h e  
assembly  and d i s s e m i n a t i o n  of what c u r r e n t l y  works.  T h i s  w i l l  p robab ly  
r e q u i r e ~ a  f a c i l i t a t i o n ,  a s s e s s m e n t ,  a n d  memory f u n c t i o n  t o  be performed i n  a  
c e n t r a l  l o c a t i o n ,  p r o b a b l y  w i t h i n  DS/RilD. I t  nay a l s o  r e q u i r e  t h e  
c o n s o l i d a t i o n  a n d / o r  r e d u c t i o n  o f  t h e s e  f u n c t i o n s  i n  e x t e r n a l  o r g a n i z a t i o n s .  

Communication a b o u t  t h e  " s t a t e  of t h e  p r a c t i c e "  of management development  n n s t  
a l s o  be i n c r e a s e d  w i t h  and  among: ( 1 )  r e g i o n a l  b u r e a u s ;  ( 2 )  n i s s i o n s ;  ( 3 )  
e x t e r n a l  r e s o u r c e - p r o v i d e r s ;  ( 4 )  h o s t  c o u n t r y  and r e g i o n a l  sanagmeent  
development c e n t e r s ,  and ( 5 )  LDC o p e r a t i n g  a g e n c i e s .  It  must  be r e c o g n i z e d ,  
q 
d i r e c t - h i r e  s t a f f  t i n e  a s  w e l l  a s  i n  money. S y n t h e s i z i n g  m a t e r i a l s  f o r  e a s y  
u t i l i z a t i o n  i s  h a r d ,  t ine-consuming work; t r a v e l  and  p u b l i c a t i o n s  c o s t s  have  - 
r i s e n  d r a m a t i c a l l y  i n  r e c e n t  y e a r s ,  and r e l e v a n t  t a r g e t e d  d i s t r i b u t i o n  
r e q u i r e s  c o n t i n u i n g  though t  and a t t e n t i o n .  I n t e r e s t i n g  d i s c u s s i o n  of :he 
d i s s e ~ n a t i o n  i s s u e s  a s s o c i a t e d  w i t h  D S / W  a p p l i e d  r e s e a r c h  and c o n s u l t i n g  
a c t i v i t i e s  c a n  be found i n  r e c e n t  e v a l u a t i o n s  of DS/MD p r o j e c t s  and i n  t h e  
o v e r a l l  a s s e s s a e n i  of t h e  3 S / W  p o r f o l i o .  



I n t e r n a l  A I D  h n a g e m e n t  Improvement X c t i v i t e s  

These f i r s t  two s e t s  of a c t i v i t i e s ,  d i s c u s s e d  above,  a r e  c o n s i d e r e d  t o  be 
w i t h i n  t h e  mandate of t h e  c o n s i d e r a t i o n  of f u t u r e  d i r e c t i o n s  f o r  D S / W  
management development.  The t h i r d  s e t  of a c t i v i t i e s  i s  g e n e r a l l y  c o n s i d e r e d  
beyond DS/RADfs mandate bu t  i s  r e l e v a n t  i n  t h a t  A I D ' S  i n t e r n a l  management 
sys tem h a s  d i r e c t  and i n d i r e c t  impact on LDC management p e r f o r n a n c e .  P r o g r a n  
implementa t ion needs  t o  becone a  more c e n t r a l  f e a t u r e  of A I D ' S  own agenda.  X 
r e c o g n i t i o n  of need i s  r e f l e c t e d  i n  some p r e s e n t  i n i t i a t i v e s ,  such a s  
d i s c u s s i o n s  w i t h  donor a g e n c i e s ,  CIDA i n  p a r t i c u l a r ,  t o  develop s i m p l i f i e d  
r e p o r t i n g  and a c c o u n t i n g  f o r m a t s .  .is i n  o t h e r  a r e a s ,  a p p r o p r i a t e  ways of 
d e a l i n g  w i t h  t h i s  concern  appear  t o  e x i s t .  The i s s u e  i s  more one of 
r e c o g n i t i o n  and commitment t h a n  r e s e a r c h .  An i n t e r n a l  A I D  management 
improvement e f f o r t  would f o c u s  on r a i s i n g ,  i n  t a n g i b l e  ways, A I D  c o n s c i o u s n e s s  
and unders tand ing  of t h e  v a l u e  added t o  development ' a c t i v i t i e s  by good 
nanagenent .  Such a n  e f f o r t  would a l s o  be r e f l e c t e d  i n  t h e  n a t u r e  of XTD 
c o l l a b o r a t i o n  w i t h  h o s t  c o u n t r y  o f f i c i a l s .  ? ia jor  i n i t i a t i v e s  t h a t  A I D  s h o u l d  
c o n s i d e r  i n  t h i s  a r e a  i n c l u d e :  

Give n o r e  a t t e n t i o n  t o  management development i s s u e s  i n  t h e  
o r i e n t a t i o n  and p r o f e s s i o n a l  development a c t i v i t i e s  of A I D  
d i r e c t - h i r e  s t a f f ,  both  U.S. and deve lop ing  c o u n t r y  n a t i o n a l s .  

R e s t r u c t u r e  i n c e n t i v e s  w i t h i n  t h e  Agency t o  reward s u c c e s s f u l  program 
implementa t ion  and t h e  development of v i a b l e ,  p e r f o r s a n c e - o r i e n t e d  
o r g a n i z a t i o n s .  

Suppor t  N i s s i o n s  which wish t o  adop t  a  managecent p e r f o n a n c e  
approach f o r  a l l  of t h e i r  A I D  f i n a n c e d  development a c t i v i t i e s .  

F. STRATEGY C.LPLMr,NTATION ISSUES 

1. I n t e r n a l  A I D  Resource ~ ~ o b i l i z a t i o n  

A I D ,  through DS/K.U>, has  evolved a  f i e l d  s u p p o r t  and a p p l i e d  r e s e a r c h  r o l e  i n  
r e c e n t  y e a r s  t h a t  p r o v i d e s  a  t e s t e d  and e f f e c t i v e  format  f o r  e x t e r n a l  r e s o u r c e  
n o b i l i z a t i o n ,  prompt r e s p o n s e s  t o  USAID needs ,  deve lopnen t  and d i s s e m i n a t i o n  
of a p p r o p r i a t e  t echno logy ,  and p r o f e s s i o n a l  i n t e r c h a n g e  through a  growing 
network of "new g e n e r a t i o n "  management improvement p r o f e s s i o n a l s .  Given 
growing LDC needs  and t h e  acknowledged absence  of s p e c i a l i z e d  r e g i o n a l  bureau 
managment development r e s p o n s e  c a p a b i l i t i e s ,  i t  w i l l  be e s s e n t i a l  f o r  DS/RAD1s 
management improvement r o l e  t o  grow i n  coming y e a r s ,  even i n  t h e  f a c e  o f  
s h r i n k i n g  AID r e s o u r c e s .  

R e a l i s t i c a l l y ,  such expansion w i l l  have t o  t a k e  p l a c e  w i t h  modest growth i n  
numbers of d i r e c t  h i r e  s t a f f  and moderate  i n c r e a s e s  i n  program budge t s .  
Yee t ing  a  growing s e r v i c e  demand w i t h  l e z n  r e s o u r c e s  w i l l  r e q u i r e  i n n o v a t i v e  
forms of r e s o u r c e  m o b i l i z a t i o n ,  c r e a t i v e  and c o s t - e f f e c t i v e  use  of  e x t e r n a l  
r e s o u r c e s ,  and a  v a r i e t y  of " j o i n t  v e n t u r e s "  w i t h  ? f i s s i o n s ,  r e g i o n a l  bureaus ,  
and o t h e r  o f f i c e s  of DSB. The f e a s i b i l i t y  of j o i n t  funding of f i e l d  work and 
of Y i s s i o n  add-ons t o  DS/P.AD c o o e r a t i v e  agreements  f o r  s p e c i f i c  > f i s s i o n  
s e r v i c e s  has  a l r e a d y  been d e n o n s t r a t e d .  .A r e c e n t  combinat ion of s m a l l  anoun:s 
of USDX and X I 3  monies produced a n  e x c e l l e n t  workshop on Evolving Techno los ies  
of  P r o j e c t  ?!anagement. DS/Z.Ul h a s  a l s o  done some j o i n t  p r o g r a m i n g  w i t h  
DS/SEA and DS/AGR, and e x p l o r a t i o n s  have been i n i t i a t e d  w i t h  o t h e r  DS3 



o f f i c e s .  T h i s  " j o i n t  v e n t u r e "  i d e a  s h o u l d  nex t  be expanded t o  i n c l u d e  among 
r e g i o n a l  bureaus  o f f i c e s  w i t h  which D S / W  s h a r e s  f i e l d  s u p p o r t  
r e s p o n s i b i l i t i e s  s o  t h a t  r e s o u r c e  m o b i l i z a t i o n  c a n  be focused  on conmon 
geograph ic  and s e c t o r a l  needs  that canno t  be n e t  a d e q u a t e l y  from e i t h e r  s e t  of 
r e s o u r c e s  a l o n e .  

I n  r e c e n t  program e v a l u a t i o n s  and r e g i o n a l  bureau mee t ings  a d v i s o r s  t o  D S / W  
have emphasized t h e  need f o r  c o n t i n u i n g  p r o d u c t i o n  and w i d e r ,  n o r e  s y s t e m a t i c  
d i s s e m i n a t i o n  of DS/RAD a p p l i e d  r e s e a r c h  and s t a t e  of t h e  a r t  p r o d u c t s .  These 
same a d v i s o r s  have u rged  a  s t r o n g e r  D S / M  r o l e  i n  Agency s t a f f  d e v e l o n e n t  and 
more i n f l u e n c e  on Agency p rocedures  and managment , a t  l e a s t  a s  t h e y  a f f e c t  
f i e l d  p r o j e c t s  and programs. D S / W  has  c o n s i s t e n t l y  h e l d  t h a t  i t s  pr imary 
r e s p o n s i b i l i t y  i s  f o r  'LDC management development and r u r a l  development,  no t  
f o r  .Agency management improvement. However, p a r t i c i 2 a t i o n  i n  e f f o r t s  t o  
a d d r e s s  t h e s e  Agency m a t t e r s  shou ld  be i n c r e a s e d .  ~ S ~ E U D  should  e s p e c i a l l y  
step-up i t s  d i s c u s s i o n  v i t h  .Agency o f f i c e s  r e s p o n s i b l e  f o r  t h e  Lsy f u n c t i o n s  
of program nangement--design, i n p l e m e n t a t i o n ,  e v a l u a t i o n  and s t a f f  development .  

2 .  E x t e r n a l  Xesource !!obil ization 

E x t e r n a l  r e s o u r c e s  a v a i l a b l s  t o  A I D  f o r  s a n a g e a e n t  deve lopnen t  - both  d o a e s t i c  
and i n t e r n a t i o n a l  - have i n c r e a s e d  s i g n i f i c a n t l y  i n  r e c e n t  y e a r s ,  but  t h o s e  
t h a t  c a n  o p e r a t e  a t  top  q u a l i t y  l e v e l s  a r e  e x p e n s i v e  and l i n i t e d  i n  n u a b e r .  
The r e g i o n a l  bureaus  and DS/KAD s h o u l d  i n c r e a s e  t h e i r  c o n t a c t  w i t h  t h e s e  
o r g a n i z a t i o n s ,  b e t t e r  d e f i n e  t h e i r  r e s p e c t i v e  q u a l i f i c a t i o n s  and compara t ive  
a d v a n t a g e s ,  and f o s t e r  f u r t h e r  deve lopnen t  of h i g h - q u a l i t y  r e s o u r c e s .  I f  
p r o j e c t i o n s  of sanagement development needs  and denand have any v a l i d i t y ,  
t h e r e  is  l i k e l y  t o  be s u b s t a n t i a l l y  g r e a t e r  r z l i a n c e  on s z c h  o r g a n i z a c i ~ : ~  i n  
t h e  coc ing  decade.  

Improving development performance r e q u i r e s  judgement a s  w e l l  s k i l l s ,  i s  t h e  
r e s u l t  of e x p e r i e n c e  a s  w e l l  a s  knortledge, and depends upon teams and 
p r o c e s s e s  i n  t h e  o r g a n i z a t i o n a l  c o n t e x t  a s  w e l l  a s  i n d i v i d u a l s .  >!any t i x e s  i n  
t h e  p a s t ,  AID-assisted management develoment e f f o r t s  have a t t e m p t e d  t o  package 
t h e  c o n t e n t  and p r o c e s s  of managenent i n  d i s c r e t e ,  n o n - i n t e g r a t i v e  ways and t o  
t r a n s f e r  t h i s  package through c o n v e n t i o n a l  t r a i n i n g  o r  c o n s u l t a t i o n  
i n s t r u n e n t s .  Too few a t t e m p t s  have been made t o  expand t h e  range  of l e a r n i n g  
s i t u a t i o n s  and t o  u n i f y  t h e s e  w i t h  a c t u a l  work e-xperience.  The performance 
approach t o  maria-pent improvement i s  a n  o b j e c t i v e s - o r i e n t e d ,  o r g a n i z a t i o n a l l y  
- focused  s t r a t e g y  which i s  p r a c t i c a l ,  e f f e c t i v e  and p r o d u c t i v e .  A s  e x p r e s s e d  
s imply i n  a  r e c e n t  World Bank b r i e f i n g  paper :  

Learning t o  be a  b e t t e r  manager i s  r e a l l y  v e r y  s i m p l e ;  a s  each  s t e p  i s  
m a s t e r e d ,  a n o t h e r  c a n  be t a k e n  i n  t h e  upward s p i r a l .  The o f t  r e p e a t e d  
p rocedure  i s  - d e f i n e  t h e  job t o  be done,  lis: t h e  a c h i e v e n e n t  + x ? s c t e d ,  
s e l e c t  t h e  know-how r e q u i r e d ,  and p r e s e n t  i t  i n  a n  e f f e c t i v e  l e a r n i n g  
s i t u a t i o n .  (Smi th ,  1981) 

Tfie pe r fo rnznce  approach h e l p s  ensure  t h a t  a  c a p a c i t y  b u i l d i n g  e x p e r i e n c e  i s  
u n i f i e d  w i t h  work e - q e r i e n c e  and t h a t  l e a r n i n g  and r e s p o n s i b i l i t i e s  r e i n f o r c e  
each  o t h e r  s o  a s  t o  b u i l d  c o n f i d e n c e  through s u c c e s s f u l  nanagenent  p e r f o m a n c e .  



I n  t h e  management improvement a r e a ,  A I D  a l r e a d y  h a s  a  c l e a r  p o l i c y  s t a t e m e n t .  
I n  a d d i t i o n ,  based on t h e  ev idence  t h a t  i s  c u r r e n t l y  a v a i l a b l e ,  nany v a l u a b l e  
l e s s o n s  a r e  emerging a b o u t  t h e  "how t o "  d imension of  making c o s t - e f f e c t i v e  
management inprovements  th rough  a  "performance approach."  The o u t s t a n d i n g  
i s s u e  f o r  AID i s  t h e  n a t u r e  and e x p r e s s i o n  of i t s  commitment t o  t h e  
performance approach a t  t h i s  c r i t i c a l  j u n c t u r e .  Given t h e  evo lv ing  t r e n d s  i n  
LDC env i ronments ,  t h e  s t a t u s  quo i s  c l e a r l y  i n a d e q u a t e .  I f  LDC management 
improvement i s  t o  become a  s u c c e s s f u l  a c t i v i t y  f o r  A I D ,  t h e n  Agency d e c i s i o n  
makers must a c t  f o r c e f u l l y  t o  p r o v i d e  t h e  framework f o r  e f f e c t i v e  r e s o u r c e  
m o b i l i z a t i o n  and p o l i c y  e x e c u t i o n .  F a i l u r e  t o  do s o  means t h a t  A I D  w i l l  have 
r e l i q u i s h e d  i t s  l e a d i n g  r o l e  i n  p r o v i d i n g  v a l u a b l e  management a s s i s t a n c e  
s e r v i c e s  t o  LDC development i n s t i t u t i o n s .  



GLOSSARY 

ACTION XESZ.uCH: X c y c l i c a l  p r o c e s s  of research-change-research-chacge, e t c .  
The r e s u l t s  of r e s e a r c h  p roduce  i d e a s  f o r  c h a n g e s ;  t h e  c h a n g e s  a r e  i n t r o d u c s d  
i n t o  t h e  s a a e  s y s t e n  and t h e i r  e f f e c t s  n o t e d  t h r o u g h  F u r t h e r  r e s e a r c h .  The 
nunber  of  c y c l e s  nap  be  . i n f i n i t e .  I n c r e a s i n g l y ,  t h e  p h r a s e  i s  used  t o  
d e s c r i b e  what any  a c t i o n - t a k e r  i n  a n  o r g a n i z a t i o n  does .  

CLTLfUE: R e  c u m u l a t i v e  body of  a s s u m p t i o n s  and  knowledge deve loped  and  s n a r e d  
by a  g r o u p  of p e o p l e  and  e x p r e s s e d  i n  t h e i r  s y m b o l i z a t i o n  sys t ems  -- 
p a r t i c u l z r l y  i n  t h e i r  l a n g u a g e ,  l aws  and  r i t u a l s .  

EVALUATION: Xn o r d e r l y  e x a m i n a t i o a  of  p a s t  e x p e r i e n c e  i n  o r d e r  t o  p r e d i c t  and . - 
b e t t e r  i n f l u e n c e  t h e  f u t u r e .  Examines v a l i d i t y  of h y p o t h e s e s ,  c h a l l e n g e s  
r e l e v a n c e  of  o b j e c t i v e s ,  and r e s u l t s  i n  r e d e s i g n  and r e ~ l a n n i n g  a c t i o n s .  

FEEDBACK: T e c h n i c a l  t e n  from s y s t e m s  t h e o r y ,  u s e d  p r i i c a r i l y  t o  d e s c r i b e  one  
p e r s o n ' s  r e p o r t  t o  a n o t h e r  o f  t h e  e f f e c t  o f  h i s  o r  h e r  b e h a v i o r  o n  t h e  
r e p o r t e r .  "Xega t ive  Feedback" i s  a  d i s a p p r o v i n g  r e p o r t .  " P o s i t i v e  Feedback"  
i s  t h e  o p p o s i t e .  The t e r m  i s  a l s o  u s e d  f o r  l a r g e r - s c a l e  s y s t e m s ;  e . g . ,  
f e e d b a c k  f rom t h e  marke t  t o  a a  o r g a n i z a t i o n ;  i n f o r s a t i o n  a b o u t  t h e  e f f e c t  of 
a n  a c t i o n  t h a t  i s  r e l a y e d  back  t o  t h e  c o n t r o l  c e n t e r  f o r  g u i d a n c e  o n  t h c  n e x t  
a c t i o n .  

E!PLEXE?iTXTION: 'Re  p r o c e s s  of  c a r r y i n g  o u t  p o l i c i e s  and  p l a n s  t o  a c h i e v e  t h e  
d e s i r e d  r e s u l t s  w i t h i n  r e s o u r c e  c o n s t r a i n t s  unde r  c o n d i t i o n s  o f  p a r t i a l  
c o n t r o l  and u n c e r t a i n t y .  

IiitUXGDLEHT: The p r o c e s s  o f  d i r e c t i n g  activities and  t h e  u s e  o f  r e s o u r c e s  t o  
a c c o m p l i s h  d e s i r e d  o u t p u t s  and  i m p a c t .  

WAGE?fE!iT BY OBJECTIVES: A management s t r a t e g y  d e v e l o p e d  by Od io rne  wh ich  
makes t h e  e s t a b l i s h m e n t  and communica t ion  of  o r g a n i z a t i o n  o b j e c t i v e s  t h e  
c e n t r a l  f u n c t i o n  of  a  manager.  It i s  based  on  ;he z s s u n p t i o n  t h a t  s u p e r v i s i o n  
and l e a d e r s h i p  w i l l  work b e s t  u n d e r  c o n d i t i o n s  i n  which  b o t h  s u p e r i o r s  aod  
s u b o r d i n a t e s  have  p r i o r  " c o n t r a c t s "  ( i . e . ,  a g r e e m e n t s  a j o u t  d i r e c t i o n s ,  
p r i o r i t i e s ,  and o b j e c t i v e s ) .  

WUAGOIEYT DEVELOPKZNT: A s e t  o f  a c t i v i t i e s  which  a t t e m p t s  :o i s p r o v e  t h e  
r e s u l t s - o r i s n t e d  p e r f o m a n c e  a n d / o r  e f f i c i e n c y  of  a  p r o j e c t ,  ? r o g r a n  o r  
i n s t i t u t i o n .  

ORCXVIZXTIONS: S o c i a l  s;Js:ems d e s i g n e d  t o  a c c o m p l i s h  c e r t a i n  o b j e c t i v e s  and  
f u n c t i o n s .  O r a a n i z a t l o n s  c o n ? r i s e  i n t e r r e l a t z d  sub-s;ys:ens i n c l u d i r i g  t h e  
techno log;^ f o r  t h e  n a  j o r  p r o d u c t i 3 n  o r  s e r v i c e  r e n d a r e d ,  t h e  h u m a n / s a c i a l  
s y s c e n  and t h e  s u p p o r t  and g u i d a n c e  s y s t e a .  

ORC.LC'IZhTION.U, STSCCTURE: The d i s t r i j u t i o n  of a u t h o r i t y  and r e s p o n s i j i l i t y  t o  
pos i : ions  v i t h i a  a n  o r z a n i z a t i o n  v h i c h  ? e m i t s  ( f a c i l i t a t t s )  :he coordLnatLon 
of  k sy  r e s o u r c e s ,  5 0 t h  a a : e r i a l  aad  c o n - z a t s r i a l ,  between t h o s z  p o s i t i o n s  aod 
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between t h e  o r g a n i z a t i o n  and important  c o n s t i t u e n c i e s  e x t e r n a l  t o  t h e  
o rgan iza t ion .  I d e a l l y ,  s t r u c t u r e  i n c l u d e s  both a  c o n s i d e r a t i o n  of t h e  formal 
a s p e c t s  of t h e  s t r u c t u r e  a s  we l l  a s  t h e  in formal  ones.  

PERFORXA?4CE: System achievement i n  accordance wi th  e f f e c t i v e n e s s  o r  e f f i c i e n c y  
c r i t e r i a  t h a t  have been e s t a b l i s h e d .  Thus a  "performance improvement" 
approach f o r  an  o r g a n i z a t i o n ,  program, o r  sub-system i s  a  focus  on t h a t  
sys tem 's  i n p u t s ,  o u t p u t s  and impact.  

PLAN: A s ta tement  of proposed f u t u r e  a c t i o n s  u s u a l l y  i n c l u d i n g  g o a l ,  
a c t i v i t i e s ,  r e s o u r c e  requirements  and r e s p o n s i b i l i t i e s .  

POLICY: A g e n e r a l  gu ide  t o  thought and a c t i o n  concerning a  g iven  s u b j e c t .  

PROCESS: The manner i n  which a  procedure o r  i n t e r a c t i o n  between two o r  more 
people i s  played o u t ,  e .g . ,  hov a  problem i s  so lved  a s  c o n t r a s t e d  wi th  the  
c o n t e n t  of t h e  problem. 

PROGRAM: A system of i n t e r r e l a t e d  p r o j e c t s  a l l  c o n t r i b u t i n g  t o  t h e  same 
g o a l ( s ) .  A program has  s p e c i f i c a t i o n s  of r e s o u r c e s ;  timeframe and 
r e s p o n s i b i l i t i e s .  

PROJECT: A set of i n t e r r e l a t e d  a c t i v i t i e s  des igned t o  ach ieve  s p e c i f i e d  
r e s u l t s  t o  w i t h i n  s p e c i f i e d  r e s o u r c e  c o n s t r a i n t s  and t ime per iod .  P r o j e c t s  
have d e f i n i t e  s t a r t i n g  and t e r m i n a t i o n  da tes .  

ROLE: A p o s i t i o n  i n  a S o c i a l  System wi th  c e r t a i n  r e s p o n s i b i l i t i e s  and - 
f u n c t i o n s .  A r o l e  mav be e s t a b l i s h e d  i n  t h e  Formal system. o r  i t  may have 
emerged from o p e r a t i o n s  and t o  be Informal .  It is  used i n  a  huge v a r i e t y  of 
phrases ,  such a s :  "he lper  r o l e , "  "dependent r o l e , "  " r o l e  c o n f l i c t , "  " r o l e  
ambiguity," and " r o l e  i n t e g r a t i o n . "  

STRATEGY: An o v e r a l l  p l a n  s p e c i f y i n g  major g o a l s ,  approaches ,  and major l i n e s  
of a c t i o n .  There may a l s o  be i n d i c a t i v e  e s t i m a t e  of resource  needs and 
implementing agents .  

SYSTEM: I n t e r r e l a t e d  a c t i v i t i e s  and even t s  organized t o  perforin a  s p e c i f i c  
f u n c t i o n ( s )  - e.g., produce c e r t a i n  o u t p u t ( s ) .  A system may comprise any 
number of e lements  but t h e  i n t e r r e l a t e d n e s s  of those  e lements  i s  t h a t  r equ i red  
t o  p e r f o m  t h e  system f u n c t i o n ( s )  o r  t o  ach ieve  i t s  o u t p u t ( s ) .  No system 
e x i s t s  wi thout  connect ions  t o  o t h e r  systems. 

mi: (Building/Team Development): The p rocess  by which work r e l a t i o n s  a r e  - 
improved among members of some Task Group i n  a n  o r g a n i z a t i o n .  Various 
techniques  from t h e  b e h a v i o r a l  s c i e n c e s  may be used. 

TECHNOLOGY: Branch of knowledge t h a t  d e a l s  wi th  a p p l i e d  s c i e n c e ;  t h e  
a p p l i c a t i o n  of knowledge f o r  p r a c t i c a l  ends.  Usual ly  a  p rocess  t o  make a 
product  o r  r ender  a  s e r v i c e .  
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APPENDIX C 

Fy 81-82 P r o j e c t  S t a r t s  
w i t h  Management Development Focus o r  Component 

FY 8 1  FUNDS LIFE 
TITLE/PRO.JECT NO. DURATION ( $  m i l l i o n s )  ( $  m i l l i o n s )  

1. The Gambia, Rural  
Development P r o j e c t  I1 
635-0204 

2. M a u r i t a n i a ,  Arid Lands 
I n s t .  682-0213 

3. Maur i t an ia  
A l t e r n a t i v e  Energy 
P r o g e c t ,  682-0223 

4 .  Niger ,  E v a l u a t i o n  
A s s i s t a n c e ,  683-0229 

5 .  Niger ,  Na t iona l  Co- 
o p e r a t i v e  T r a i n i n g  
Cen te r ,  683-0236 81-83 

6. Upper V o l t a ,  Regional  Food 
Produc t ion ,  686-0244 81-82 

7.  Kenya, Family Plan- 
n ing  11, 615-0193 81-86 

8 .  Kenya, Community Water 
Systems,  615-0177 81-86 

9. Tanzania,  Coordinated 
R u r a l  S e r v i c e ,  621-0158 81-84 

10.  Tanzania ,  T r a i n i n g  f o r  
Rural  Development 11 

11. L i b e r i a ,  Hea l th  
S e c t o r  Support  669-0165 

12. L i b e r i a ,  Improved Rura l  
S e r v i c e s ,  669-0161 

13.  Cameroon Cooperat ive  
Developments, 631-0014 



14 .  Botswana, E d u c a t i o n  
Management Improvement 
633-0222 

15 .  Swaz i l and ,  Cropping  
Systems Research  h 
E x t e n s i o n  T r a i n i n g ,  
645-0212 

1 6 .  Swaz i l and ,  Swazi land  
I n s t i t u t e  of Management and 
P u b l i c  A d m i n i s t r a t i o n ,  
645-0202 

S o u t h e r n  A f r i c a  R e g i o n a l ,  
T e c h n i c a l  and M a n a g e r i a l  - 
T r a i n i n g  690-0208 

Egypt ,  B u s i n e s s  Management 
T r a i n i n g ,  263-0099 

Egypt  , Manpower P l a n n i n g  
and T r a i n i n g ,  263-0125 

Egyp t ,  Income G e n e r a t i o n  
f o r  Women 263-0134 

Egypt ,  I n d u s t r i a l  Pro- 
d u c t i o n  11, 263-0141 

Car ibbean  R e g i o n a l  
Env i ronmen ta l  Management 
538-0024 

L a t i n  American and 
Car ibbean  Reg iona l  
Env i ronmen ta l  T r a i n i n g  - 
F a c i l i t y ,  598-0610 

B o l i v i a .  C o n s e r v a t i o n  
and Envi ronmenta l  
P r o t e c t i o n  I, 511-0509 



25. Bol iv ia ,  Human Resources 
Development 511-0512 81-84 

26. Costa Rica, Local 
Development, 515-0144 

27. Dominican Republic 
Natural Resources 
Management, 517-0126 

28. Ecuador, Fores t ry  and 
Natural Research Conservation 
518-0023 81-85 

29. H a i t i ,  Strength.  
Rural Credi t  I n s t i t u t .  
521-0121 81-84 

30. H a i t i ,  Fores t ry  
Management 
521-0122 

31. Panama, Development 
Planning and Management 
525-0209 81-84 

32. Burma, Technical 
Transfer ,  482-0002 

33. S r i  Lanka, Water 
Management, 383-0057 81-84 

FY 82 FUNDS LIFE 
TITLE/PROJECT NO. DURATION ( $  m i l l i o n s )  ( $  mi l l i ons )  

34. Malawi, Health Man- 
Power Training,  612-0209 82-87 

35. Burundi, Rural Public 
Heal th ,  695-0109 82-84 

36. Ghana, Primary Health 
Care Support, 641-0082 82-89 

37. Mauri tania ,  Agr icu l ture  and 
Human Resource Development 
682-0224 82-88 



Upper V o l t a ,  H e a l t h  Planning 
and Management, 686-0251 

Upper V o l t a ,  Management and 
T e c h n i c a l  S k i l l s ,  686-0253 

West Af r i ca  Economic Com- 
muni t y  , Management Tra in ing  
CEAO 625-0945 

Kenya, T r a i n i n g  f o r  
Development, 615-0178 

Sudan, Southern  Rural  
I n f r a s t r u c t u r e  Phase T I  
650-0043 

Ghana, T r a i n i n g  f o r  
Development, 641-0100 

Botswana, Research Planning 
and Management, 633-0207 

Zimbabwe, Educat ion and 
?lanpower Development, 
613-0208 

South A f r i c a  Region., Man- 
power Development, 690-0208 

Guyana, Management 
Development, 504-0092 

Honduras, P u b l i c  Sec to r  
A d m i n i s t r a t i o n ,  522-0174 

Nicaragua,  Rura l  Hea l th  
S e r v i c e  11, 524-0184 



50. Nicaragua, Nicaraguan 
Recovery Program 111, 
524-0202 

51. - Peru,  Municipal Development, 82-85 
527-0239 

52. Bangladesh, Rural  Finance 
388-0037 82-87 

53. Indones ia ,  P rov inc i a l  Area 82-88 
Development Program 
497-0320 

54. Nepal, General Training and 
Consul t ing Se rv i ce ,  367-0142 82-85 



APPENDIX D 

FIELD ASSISTANCE 
JUNE 1980 - JUNE 1981 

P r o j e c t  936-5300 
Organ iza t ion  and Admin is t ra t ion  of I n t e a r a t e d  Rural  Develo~ment  

1. Botswana: February - i%rch 1980; p r o j e c t -  Rural  Sec to r  Grant 
Review of Planning f o r  second year  of sub-pro jec t  a c t i v i t i e s  and a n  
assessment of t h e  i n s t i t u t i o n a l  arrangement f o r  c o o r d i n a t i n g  sub-project  
a c t i v i t i e s .  

2. Jamaica: May 1981; p r o j e c t -  I n t e g r a t e d  Rural  Development P r o j e c t  
A s s i s t a n c e  t o  t h e  m i n i s t r y  of a g r i c u l t u r e  i n  implementat ion of second IRD 
p r o j e c t .  

3. Ecuador: March - June 1981; p r o j e c t -  I n t e g r a t e d  Rura l  Development 
Assist i n  implementation planning of t h e  IRD p r o j e c t  wi th  MOH t o  
d e s i g n  c o o r d i n a t i n g  s t r u c t u r e  between USAID's new h e a l t h  p r o j e c t  and I r d  
p r o j e c t  . 

4.  Egypt: December 1980, p r o j e c t -  Decen t ra l i zed  Admin is t ra t ive  Tra in ing  
Needs assessment  p lanning f o r  a  p r o j e c t  des igned t o  improve a d m i n i s t r a t i o n  and 
management s k i l l s  of GOE o f f i c i a l s  a t  r e g i o n a l  and d i s t r i c t  l e v e l s .  

5 .  Egypt: March 1981, p r o j e c t -  Decen t ra l i zed  Admin is t ra t ive  Tra in ing  
Pre l iminary  des ign  of p i l o t  a d m i n i s t r a t i v e  t r a i n i n g  program f o r  p r o j e c t  
implementation a u t h o r i t i e s  a t  t h e  v i l l a g e ,  d i s t r i c t  and p r o v i n c i a l  l e v e l .  

6 .  Egypt: June-December 1981, p r o j e c t -  Decen t ra l i zed  Admin is t ra t ive  Tra in ing  
Organ iza t ion  and conduct of b a s i c  t r a i n i n g  i n  g e n e r a l  manager ia l  s k i l l s  i n  
needs assessment ,  p r o j e c t  d e s i g n ,  implementat ion,  moni tor ing and e v a l u a t i o n .  

7 .  Indonesia :  September 1980, p r o j e c t -  P r o v i n c i a l  Development P r o j e c t  
I n s t i t u t i o n  consu l tancy  i n  suppor t  of m i s s i o n ' s  P r o v i n c i a l  Development P r o j e c t .  

8 .  Sudan: January 1980; p r o j e c t -  Abeyi I n t e g r a t e d  Rura l  Development P r o j e c t  
Eva lua t ion  of the  I R D  p r o j e c t  (ADP) which i s  an e f f o r t  t o  t e s t  through a c t i o n  
r e s e a r c h  a c t i v i t i e s  des igned t o  meet b a s i c  human needs of s u b s i s t e n c e  
p a s t o r a l i s t s .  

9. Indonesia :  January 1981, p r o j e c t - P r o v i n c i a l  Development P r o j e c t  
I n s t i t u t i o n - b u i l d i n g  consu l tancy  i n  suppor t  of m i s s i o n ' s  P r o v i n c i a l  
Development P r o j e c t  . 
10.  P h i l i p p i n e s :  May 1981; p r o j e c t -  BICOL p r o j e c t s  
Eva lua t ion  of B I C O L  p r o j e c t s .  

11, Panama: Hay 1981; p r o j e c t -  SONA I n t e g r a t e d  Rural  Development p r o j e c t  
Planning,  implementation a n d , e v a l u a t i o n  of t h e  p r o j e c t  a t  n a t i o n a l ,  p r o v i n c i a l  
and l o c a l  l e v e l s .  



25. Egypt: October-December 1980; (DPMC) 
I n d u s t r i a l  F S D  and v o c a t i o n a l  t r a i n i n g .  

26. Maur i t an ia :  December 1980 p r o j e c t -  Rura l  Assessment/Manpower Survey I 
( DPMC ) 
Pre l iminary  programming a r i s i n g  from coun t ry  needs a n a l y s i s  under Rural  
Assessment/Manpower Survey I p r o j e c t .  

27. Guatemala: November 1980; (DPMC) 
Consu l t ing  s e r v i c e  f o r  coun t ry  p l a n s  t o  develop p r o j e c t  moni tor ing sys tems.  

28. Mali :  October 1980; (DPMC) 
Review and suppor t  f o r  USAID-MOA e v a l u a t i o n  of p r o j e c t  funded t e c h n i c a l  
a s s i s t a n c e .  

29. Barbados: September 1980; (DPMC) 
Assist miss ion  w i t h  a n a l y s i s  of a l t e r n a t i v e  implementa t ion arrangement f o r  
i t ' s  p r o j e c t  development a s s i s t a n c e  p r o j e c t .  

- > _ - .  Guatenala :  J u l y  1980; (DPXC) 
Design of p r o j e c t  under which MOF e s t a b l i s h e d  program t o  moni tor  and 
f a c i l i t a t e  implementa t ion of development p r o j e c t s .  

31. Ecuador: June-July 1980; (NASPAA) 
E v a l u a t e  a n  OPG and a l s o  h e l p  t h e  GOE w r i t e  a n  RFP and implementa t ion work 
p l a n  f o r  s e t t i n g  up a  t r a i n i n g  u n i t  i n  t h e  n a t i o n a l  d i r e c t o r a t e  of pe r sonne l .  

32. Za i re :  J u l y  1980, (NASPAA) 
C o l l a b o r a t i v e  a n a l y s i s  of f i e l d  d a t a  i n  p r e p a r a t i o n  of a  p r o v i n c i a l  t r a i n i n g  
program. 

P r o j e c t  # 926-0055 
T r a i n i n g  of T r a i n e r s  i n  llanagement 

33. Morocco: J u l y  1980 
A four-week T r a i n i n g  of T r a i n e r s  i n  Management Seminar (TTM) 

34. Barbados: (CARICOM) August 1980 
A t h r e e  week r e g i o n a l  Execut ive  Management Seminar (GYS)/Strategy Workshop 

35. B o l i v i a :  January  1981  
Xanagenent counse l ing  and t r a i n i n g  f o r  M i n i s t r y  of P lann ing  i n c l u d i n g  a  one 
week Execut ive  Management Seminar and a  s i x  week a i d - l e v e l  TTN s e n i n a r .  
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36. Z a i r e :  Feb rua ry  1981 - 
Management t r a i n i n g  f o r  i n d i g e n o u s  PVO's t o  h e l p  them produce  b e t t e r  p r o j e c t  
p r o p o s a l s  and g a i n  a  g r e a t e r  knowledge of  AID procurement  and  c o n t r a c t  
p rocedures  

37. P o r t u g a l :  March 1981  
Workshops t o  p r e s e n t  management p r i n c i p l e s ,  c o n c e p t s ,  t o o l s  and t echno logy  t o  
p u b l i c  and p r i v a t e  s e c t o r  U s o  t o  a s s i s t  M i n i s t r y  o f  A g r i c u l t u r e  
deve lop  imp lemen ta t ion  p l a n s  f o r  a  $200 m i l l i o n  p r o d u c t i o n  program. 

38. Togo, Guinea,  Z a i r e :  J a n u a r y  t o  J u n e  1981 
Women i n  a g r i b u s i n e s s  p r e - f e a s i b i l i t y  s t u d i e s  on TTM semina r s  



APPENDIX E  

Agency Exper i ence  

Agency management development e x p e r i e n c e  can  be b r o a d l y  d i v i d e d  i n t o  t h r e e  
c a t e g o r i e s .  The f i r s t  c a t e g o r y  r e p r e s e n t s  a t t e m p t s  t o  deve lop  l a r g e ,  
p r e s t i g i o u s ,  p u b l i c  a d m i n i s t r a t i o n  i n s t i t u t e s ,  a  s t r a t e g y  which has  l a r g e l y  
been abandoned. P u b l i c  a d m i n i s t r a t i o n  i n s t i t u t e s  proved v e r y  e f f e c t i v e  
mechanisms f o r  producing a d m i n i s t r a t i v e  e l i t e s  who occupied  s e n i o r  p o s t s  i n  an  
LDC's c i v i l  s e r v i c e .  They d i d  not  prove very  e f f e c t i v e ,  however, i n  producing 
s k i l l e d  o f f i c i a l s  c a p a b l e  of managing compe ten t ly  t h e i r  c o u n t r i e s '  r u r a l  
development e n t e r p r i s e .  

The second c a t e g o r y ,  which now c o n s t i t u t e s  t h e  m a j o r i t y  of c u r r e n t  A I D  
management development a c t i v i t y ,  i n c l u d e s  t h e  f o l l o w i n g  a c t i v i t i e s :  

a .  Long-term, d e g r e e - o r i e n t e d ,  U.S.-based p a r t i c i p a n t  
t r a i n i n g  

b .  Shor t - te rm,  U.S.-based p a r t i c i p a n t  t r a i n i n g  

c .  Suppor t  f o r  r e g i o n a l  management development i n s t i t u t e s  
(which may conduct  degree  programs o r  shor t - t e rm t r a i n i n g )  

d .  Suppor t  f o r  t h e  development of in -coun t ry  t r a i n i n g  
c a p a b i l i t y  

e .  Shor t - te rm,  in -coun t ry  t r a i n i n g  ( u s u a l l y  non-p ro jec t  
o r i e n t e d )  

f .  Shor t - te rm,  p r o j e c t ( o r  o r g a n i z a t i o n ) - o r i e n t e d  t r a i n i n g  

A l l  of t h e  above a c t i v i t i e s  have i n  common t h a t  t h e y  i n v o l v e  some type  of  
t r a i n i n g .  

There a l s o  e x i s t s  a  t h i r d  c a t e g o r y  of a c t i v i t i e s  -- performance improvement 
i n t e r v e n t i o n s  -- which a r e  n o t  normal ly  i d e n t i f i e d  i n  t h e  Agency a s  management 
improvement i n i t i a t i v e s .  However, t h e s e  a c t i v i t i e s  do  c o n t r i b u t e  d i r e c t l y  t o  
t h e  management c a p a b i l i t y  of  t h e  o r g a n i z a t i o n  a n d ,  a s  s u c h ,  t h e s e  a c t i v i t i e s  
c o n s t i t u t e  a  c a t e g o r y  of managment improvement d i s t i n c t  from t r a d i t i o n a l  
t r a i n i n g  a c t i v i t i e s  ( even  though t r a i n i n g  of f r e q u e n t l y  o c c u r s  i n  conjunc-  
t i o n  w i t h  t h e s e  performance i n t e r v e n t i o n s . - T h e s e  a c t i v i t i e s  i n c l u d e  any 
management a n a l y s i s  of h o s t  c o u n t r y  o r g a n i z a t i o n s  conducted  by o r  f o r  USAID's, 
t h e  d e s i g n  of management sys tems f o r  new o r  on-going p r o j e c t s ,  t h e  
a d m i n i s t r a t i v e  f e a s i b i l i t y  a n a l y s i s  of Handbook Three ,  o r  a  p r o c e s s  
c o n s u l t a t i o n  a c t i v i t y  des igned  t o  improve implementa t ion .  Th i s  p e r s p e c t i v e  
e n l a r g e s  t h e  domain of  management improvement t o  i n c l u d e  management c o n s u l t i n g  
a s  w e l l  a s  management t r a i n i n g .  



A d e s c r i p t i o n  of t h e  t y p e s  of AID-supported management t r a i n i n g  i n i t i a t i v e s  
f o l l o w s .  

Long-term, U.S.-based P a r t i c i p a n t  T r a i n i n g .  Th i s  a c t i v i t y  i n c l u d e s  s e n d i n g  
p a r t i c i p a n t s  t o  U.S. i n s t i t u t i o n s  f o r  degree  programs i n  management o r  p u b l i c  
a d m i n i s t r a t i o n .  A p ro to - type  example of t h i s  t y p e  of management 
development a c t i v i t y  i s  t h e  Mali L e a d e r s h i p  Development p r o j e c t  whose o u t p u t s  
are some s i x t y  Mal iens  who have a t t a i n e d  advanced d e g r e e s  i n  management from 
U.S. u n i v e r s i t i e s .  Other  m i s s i o n s  have p a r t i c i p a n t  t r a i n i n g  p r o j e c t s  which 
w i l l  i n c l u d e  advanced d e g r e e  t r a i n i n g  i n  management f o r  a  few of i t s  
p a r t i c i p a n t s  but  w i l l  l a r g e l y  c o n c e n t r a t e  on t e c h n i c a l  a r e a s .  Such a n  example 
i s  t h e  Guinea B i s s a u  p a r t i c i p a n t  t r a i n i n g  p r o j e c t  now be ing  des igned  w i t h  
s u p p o r t  from DS1RA.D. 

Shor t - te rm,  U.S.-based p a r t i c i p a n t  t r a i n i n g .  These a c t i v i t i e s  i n c l u d e  s e n d i n g  
n a t i o n a l s  t o  p a r t i c i p a t e  i n  shor t - t e rm management s k i l l s  development semina r s  
i n  a  r ange  of U.S.-based i n s t i t u t i o n s .  Perhaps  t h e  most p r e v a l e n t  of  t h i s  
t y p e  is t h e  s e r i e s  of  management semina r s  o r g a n i z e d  and conducted  by t h e  U.S. 
Department of A g r i c u l t u r e .  Seminars t y p i c a l l y  las t  from two weeks t o  t h r e e  
months and are a lmos t  a lways  conducted  i n  E n g l i s h .  A n o t a b l e  e x c e p t i o n  t o  
E n g l i s h  l anguage  semina r s  is  t h e  Francophonic  A f r i c a n  Management Seminar 
conducted  comple te ly  i n  French by t h e  U n i v e r i s t y  of  P i t t s b u r g h ' s  Gradua te  
School  of P u b l i c  and I n t e r n a t i o n a l  A f f a i r s .  

Suppor t  f o r  Reg iona l  Management Development I n s t i t u t e s .  The p r o t o t y p e  example 
h e r e  is  t h e  Pan A f r i c a n  I n s t i t u t e  f o r  Development (PAID), whose h e a d q u a r t e r s  
a r e  i n  Douala,  Cameroon. AID s u p p o r t  t o  PAID i n c l u d e s  t e c h n i c a l  and f i n a n c i a l  
a s s i s t a n c e  p rov ided  by A f r i c a I R e g i o n a l  A f f a i r s  f o r  PAID'S mid- l eve l ,  two-year 
a d m i n i s t r a t i v e  t r a i n i n g  program, f o r  s h o r t - t e r m  semina r s  o r g a n i z e d  and 
conducted  by PAID, f o r  r e s e a r c h  r e l a t e d  t o  r u r a l  development implemen ta t ion  
s t r a t e g i e s ,  and f o r  t h e  development of t r a i n i n g  m a t e r i a l s  ( t h i s  l a t t e r  
provided by DSIRAD) . 
Suppor t  f o r  t h e  development of in-country  t r a i n i n g  c a p a b i l i t y .  The 
development of in -coun t ry  c a p a b i l i t y  o c c u r s  when AID a t t e m p t s  t o  c r e a t e  o r  
upgrade  r e s o u r c e s  which w i l l  be,  o r  have been,  i n s t i t u t i o n a l i z e d  f o r  t h e  
pu rpose  of  p r o v i d i n g  p r i m a r i l y  shor t - t e rm management t r a i n i n g  s e r v i c e s .  
Protoype  examples of  t h i s  sub-ca tegory  would be t h e  N a t i o n a l  P lann ing  P r o j e c t  
i n  Jamaica  o r  t h e  ERDM (Economic Rura l  Development Management) p r o j e c t  i n  
Ghana. I n  Jamaica ,  a P r o j e c t  Development Resources  Team was c r e a t e d  i n  t h e  
M i n i s t r y  of F inances  t o  t r a i n  Jamaican o f f i c i a l s  i n  p r o j e c t  p r e p a r a t i o n  and 
p r o j e c t  implementa t ion .  I n  Ghana, a team of 27 management t r a i n e r s  was 
c r e a t e d  t o  p r o v i d e  g e n e r a l  management s k i l l s  t r a i n i n g  t o  l o c a l  government 
o f f i c i a l s .  Z a i r e ' s  Manpower Development T r a i n i n g  p r o j e c t  i s  des igned  t o  
p rov ide  a mechanism f o r  o r g a n i z i n g  and c o o r d i n a t i n g  a d m i n i s t r a t i v e  t r a i n i n g  i n  
c r i t i c a l  s e c t o r s  of t h e  Z a i r i a n  economy. 



Short-term in-country  t r a i n i n g  (non-pro jec t ) .  This  type of t r a i n i n g  u s u a l l y  
occurs  when e x t e r n a l  r esources  a r e  c a l l e d  on t o  o rgan ize  and conduct a  
management s k i l l s  development seminar.  The t r a i n i n g  event  i s  most t y p i c a l l y  
sponsored by a  l o c a l  i n s t i t u t i o n ,  a l though  t h a t  i n s t i t u t i o n  i s  no t  n e c e s s a r i l y  
a  t r a i n i n g  i n s t i t u t i o n .  P a r t i c i p a n t s  i n  t h e s e  t r a i n i n g  even t s  u s u a l l y  
r e p r e s e n t  a  range of o r g a n i z a t i o n s .  The T r a i n i n g  of T r a i n e r s  i n  Management 
p r o j e c t ,  now sponsored by DS/RAD, was designed t o  provide hos t -coun t r i es  wi th  
six-week seminars i n  g e n e r a l  management s k i l l s  development. The Pan Afr ican  
I n s t i t u t e  f o r  Development o f f e r e d  a  s e r i e s  of p r o j e c t  management seminars i n  
West and C e n t r a l  Francophone A f r i c a  designed f o r  middle and h igh- leve l  
o f f i c i a l s  i n  m i n i s t r i e s  of Rural  Development, P lann ing ,  A g r i c u l t u r e ,  
Education,  H e a l t h ,  S o c i a l  A f f a i r s ,  and Economic A f f a i r s .  

Short-term p r o j e c t  ( o r  o r g a n i z a t i o n ) - o r i e n t e d  t r a i n i n g .  This  type of t r a i n i n g  
i s  d i s t i n g u i s h e d  from t h e  p r i o r  a c t i v i t y  i n  t h a t  t h e  t r a i n i n g  i s  organized 
e i t h e r  w i t h i n  t h e  c o n t e x t  of a  g iven p r o j e c t  o r  f o r  t h e  s p e c i f i c  u s e s  of one 
o r g a n i z a t i o n  ( s e e  William Berg's  p o p u l a r i z a t i o n  of t h e  term "one-organization" 
t r a i n i n g ) .  For example, the  second phase of t h e  Niamey Department Design 
p r o j e c t  (an i n t e g r a t e d  r u r a l  development p r o j e c t )  e x p l i c i t l y  i n c l u d e s  a 
management t r a i n i n g  component f o r  a l l  l e v e l  of a d m i n i s t r a t i v e  personnel .  The 
P r o f e s s i o n a l  Development Resources P r o j e c t  i n  Indones ia  a t t e n p t s  t o  c r e a t e  
in-house c a p a b i l i t y  f o r  management t r a i n i n g  i n  seven d i f f e r e n t  G O 1  m i n i s t r i e s  
( i n  t h i s  c a s e ,  t h e  a c t i v i t y  corresponds p a r t i a l l y  t o  a  p r i o r  sub-category).  
The Tra in ing  of T r a i n e r s  i n  Planagement p r o j e c t  has  a l s o  been used f o r  t h i s  
purpose i n  Bangladesh, Tanzania and Bol iv ia .  



m o n i t o r i n g  and e v a l u a t i o n .  T h i s  of c o u r s e ,  i n c l u d e s  d e v e l o p i n g  and 
m a i n t a i n i n g  t h e  i n d i v i d u a l  group competencies  a s  s k i l l s  f o r  c a r r y i n g  o u t  t h e s e  
f u n c t i o n s .  

Thus, a  management development s t r a t e g y  shou ld  f low from a  w h o l i s t i c  o r  
s y s t e m a t i c  c o n s i d e r a t i o n  of  o b j e c t i v e s ,  s t r u c t u r e s ,  s y s t e m s ,  a d a p t i v e  
mechanisms, and competencies  o r  sk i l l s ,  even i f  t h e  s t r a t e g y  does  o p t  
d i s p r o p o r t i o n a t e l y  f o r  one of  t h e s e  a s p e c t s  ( f o r  example,  long-term, US-based 
p a r t i c i p a n t  t r a i n i n g ) .  S t r a t e g i e s  which do f o c u s  on one of t h e s e  key a s p e c t s  
must do s o  w i t h  t h e  knowledge t h a t ,  a s  i n  a n y  s o c i a l  sys t em,  management 
f u n c t i o n s  and s k i l l s  a r e  i n t e r d e p e n d e n t .  T inke r ing  w i t h  one w i l l  i n e v i t a b l y  
produce a n  e f f e c t  on t h e  o t h e r s  and on some a s p e c t  of per formance .  
Consequences of t i n k e r i n g  may both  be i n t e n d e d  and p o s i t i v e  a s  w e l l  a s  
un in tended  and n e g a t i v e .  

I n  t h e  nex t  s e c t i o n  of t h e  p a p e r ,  w e  w i l l  pu r sue  t h e  c a u s a l  a n a l y s i s  t o  
d e t e r m i n e  t h e  a r e a s  of s i g n i f i c a n t  l e v e r a g e  f o r  A I D  i n t e r v e n t i o n .  H o p e f u l l y ,  
t h e  c o n c e p t u a l  framework p r e s e n t e d  i n  t h i s  s e c t i o n  w i l l  nake t h e  d i s c u s s i o n  of 
t h e s e  i s s u e s  more u n d e r s t a n d a b l e ,  and w i l l  p o i n t  t h e  d i r e c t i o n  toward a  
r e v i s e d  Agency s t r a t e g y .  

2 .  P o t e n t i a l  f o r  Problem R e s o l u t i o n  b-7 A 1 3  

Of t h e  t h r e e  major problem c a u s e s  -- t h ~  ccnplz,; ndcure oi deveio?cient 
programs,  t h e  h a r s h  c o n t e x t  of  program implemen ta t ion ,  and poor development 
program management -- i t  a p p e a r s  t h a t  A I D  i s  i n  a  most f a v o r a b l e  p o s i t i o n  t o  
i n f l u e n c e  t h e  l a t t e r  two. I n  r e g a r d  t o  t h e  f i r s t  c a u s e ,  t h e  complex n a t u r e  of 
p o v e r t y  programs,  AID i s  l a r g e l y  c o n s t r a i n e d  by l e g i s l a t i o n  t o  work w i t h  t h e  
k inds  of programs i n  q u e s t i o n .  Other development a s s i s t a n c e  a g e n c i e s  might  be 
l e s s  c o n s t r a i n e d  t h a n  A I D  i n  t h i s  a r e a .  

a .  Address ing  C o n t e x t u a l  F a c t o r s  of  Program Implemen ta t ion  

There a r e  s e v e r a l  ways by which t h e  a s s i s t a n c e  community c a n  i n f l u e n c e  t h e  
c o n s t r a i n t s  imposed by t h e  c o n t e x t  i n  which development p rograns  a r e  d e s i g n e d  
and implemented. Areas where r e s o l u t i o n  i s  p o s s i b l e  i n c l u d e :  i n f l u e n c i n g  
major a l t e r n a t i v e s  o r  r e fo rms  i n  t h e  LDC p u b l i c  s e r v i c e  d e l i v e r y  sys t ems ;  
i n f l u e n c i n g  key p o l i t i c a l  and economic p o l i c i e s ;  and making i n t e r n a l  changes  
i n  t h e  donor ccmnun i ty ' s  own management sys tem.  These a r e  b r i e f l y  d i s c u s s e d  
be low. 

1) I n s t i t u t i o n a l  Reform 

The d i f f i c u l t i e s  of c o n v e r t i n g  t r a d i t i o n a l  government o r g a n i z a t i o n s  and 
programs i n t o  e f f e c t i v e  programs f o r  t h e  poor  i s  p e r h a p s  w e l l  i l l u s t r a c e d  i n  
t h e  e x p e r i e n c e  w i t h  low-cost h e a l t h  d e l i v e r y  s e r v i c e s .  When p u b l i c  h e a l t h  
m i n i s t r i e s  change from c l i n i c - b a s e d ,  p a s s i v e  d e l i v e r y  t o  a  l a r g e - s c a l e  
o u t r e a c h  sys tem,  us ing  a u x i l i a r y  workers ,  c o n v e r t i n g  n u r s e s  t o  team l e a d e r s ,  
d o c t o r s  t o  e x e c u t i v e s ,  h o s p i t a l s  l i n k e d  t o  a  sys t em of r e f e r r a l s  and a g r e a t e r  
d e g r e e  of d e c e n t r a l i z e d  o p e r a t i o n ,  i t  c r e a t e s  a  mass ive  demand f o r  b a s i c  
sys tem r e d e s i g n  - n o t  s imply  a  management improvement e f f o r t .  The med ica l  
technology has  t o  be s i m p l i f i e d  and sanagement becones t h e  c r u c i a l  component 
t o  nake  t h e  sys tem work. A I D  h a s  i n v e s t e d  m i l l i o n s  of  d o l l a r s  i n  such a  
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s t r a t e g y .  There has  been some p r o g r e s s ,  but  AID-sponsored e x p e r i e n c e ,  
p a r t i c u l a r l y  i n  L a t i n  America, i n d i c a t e s  t h a t  i t  t a k e s  about  10 y e a r s  t o  
e s t a b l i s h  t h e  management i n f r a s t r u c t u r e  f o r  p u b l i c  h e a l t h  m i n i s t r i e s  t o  
o p e r a t e  primary h e a l t h  c a r e  sys tems.  

X newer v e r s i o n  of reform i n  governmental  d e l i v e r y  systems i s  i l l u s t r a t e d  i n  
the  "Bureaucra t i c  R e - O r i e n t a t i o n "  of t h e  P h i l i p p i n e  Na t iona l  I r r i g a t i o n  
A u t h o r i t y  i n  which t h e  agency i s  s h i f t i n g  from b u i l d i n g  i r r i g a t i o n  systems t o  
h e l p i n g  fa rmers  b u i l d  and o p e r a t e  t h e i r  own i r r i g a t i o n  sys tems.  T h i s  p rocess  
r e q u i r e s  e x t e n s i v e  change i n  t h e  i n t e r n a l  p rocedures ,  pe r sonne l  sys tem,  budget 
c y c l e s ,  rewards and human r e l a t i o n s h i p s  w i t h  c l i e n t  f a rmers .  The p rocess  may 
t a k e  about  s i x  y e a r s ,  but i t  seems n o s t  c r i t i c a l  i n  s h i f t i n g  from government 
programs t h a t  e s t a b l i s h  dependencies  t o  programs t h a t  f o s t e r  s e l f - r e l i a n c e .  
T h i s  i s  a n  exper imenta l  approach but ve ry  promising.  

2)  P o l i c y  Reform 

The second s e t  of v a r i a b l e s  where change i s  p o s s i b l e  i s  t h e  LDC p o l i c y  c o n t e x t  
w i t h i n  which development t a k e s  p lace .  The new A I D  Admin i s t ra to r  has  a l r e a d y  
announced t h a t  p o l i c y  commitments by c o l l a b o r a t i n g  governnents  a r e  a  
concommittant of  U.S. a s s i s t a n c e :  "I b e l i e v e  s t r o n g l y  t h a t  t h e  success  o r  
f a i l u r e  of t h e  development p rocess  i n  a  g i v e n  c o u n t r y  depends p r i m a r i l y  on t h e  
p o l i c y  framework and d e t e r m i n a t i o n  of t h e  c o u n t r y  i t s e l f . "  (STATE Cable  
102132).  h e  new guidance emphasizes i n s t i t u t i o n a l  development,  i n c r e a s e d  
economic growth wi th  e q u i t y ,  g r e a t e r  u s e  of the  p r i v a t e  s e c t o r  f o r  
development, and cont inued emphasis on overcoming hunger and m a l n u t r i t i o n  
through a g r i c u l t u r e ,  r u r a l  development,  n u t r i t i o n ,  and p o p u l a t i o n  programs. 
Thus, concer ted  e f f o r t s  a t  s t i m u l a t i n g  p o l i c y  changes a r e  underway. 

3 )  Donor P r o c e d u r a l  Reform 

The t h i r d  s e t  of f a c t o r s  concern  t h e  i n t e r n a l  p rocedures  whereby A I D  manages 
i t s  f o r e i g n  a s s i s t a n c e  programs. Data c o l l e c t e d  i n  t h e  Management Improvement 
Survey i n d i c a t e s  t h a t  both  AID p r o j e c t  o f f i c e r s  and h o s t  c o u n t r y  p r o j e c t  
managers f e e l  t h a t  donor p rocedures  a r e  p a r t  of t h e  implementa t ion problem. 
These i s s u e s  a r e  d i s c u s s e d  i n  g r e a t e r  d e t a i l  e lsewhere .  (See S e c t i o n  I V ,  D,  3 . )  

b. Address ine  Nanaeement Develoument F a c t o r s  

The p o t e n t i a l  f o r  making management improvements is  more encouraging i n  
s e v e r a l  ve ry  impor tan t  r e s p e c t s ,  e s p e c i a l l y  f o r  A I D .  

1 )  Xanagement-X C r i t i c a l  C o n s t r a i n t  

F i r s t ,  t h e r e  i s  a  r a t h e r  r e c e n t  and widespread convergence among development 
p r a c t i t i o n e r s ,  a s s i s t a n c e  agency p e r s o n n e l ,  and academicians  t h a t  management 
i s  a  major ,  i f  no t  t h e  major c o n s t r a i n t ,  t o  development performance.  I n  our  
su rvey  of development pe r sonne l ,  i n  meet ings  w i t h  miss ion  s t a f f ,  and i n  
o f f i c i a l  and p r o f e s s i o n a l  p u b l i c a t i o n s ,  inadequa te  management i s  i n c r e a s i n g l y  
recognized a s  a  major roadblock t o  improve p r o d u c t i v i t y  and performance.  
Sarvey L a i b e n s t e i n ,  i n  h i s  book Beyond Economic Xan (1976) a rgues ,  f o r  
example, t h a t  nanagenent improvements i n  deve lop ing  c o u n t r y  p u b l i c  and p r i v a t e  
e n t r e p r i s e s  can inprove p r o d u c t i v i t y  by 10 t o  4 0  whi le  t r a d i t i o n a l  
a l l o c a t i v e  e f f i c i e n c y  i n t e r v e n t i o n s  u s u a l l y  produce no more than  a  1% r e t u r n .  




