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Letter from the 

Administrator 

T
he u.s. Agency for International 

Development (USAID) is a frontline agency 
with a proud history and important responsibil

ities for the future. We live in a world where the most 
immediate threats to the United States are not of 
nuclear confrontation between superpowers, but of 
global problems that respect no borders - disease, 
food supply, climate change, rapid population growth, 
mass migrations, depletion of environmental quality or 
biodiversity, and the spread of conflicts from failed or 
failing states. 

The mission of USAID is to advance U.S. national 
interests by promoting sustainable development, pro
viding humanitarian relie~ helping countries make the 
transition to becoming stable, free democracies and 
trading partners, and addressing global threats that 
transcend national borders. When we immunize chil
dren, provide clean water or family planning help, 

foster microenterprises in rural villages, introduce bet
ter agricultural practices, or strengthen the institutions 
that support democracy, the rule of law and commer
cial codes that encourage economic growth and trade, 
we are carrying out important U.S. foreign policy 
goals. 

If USAID is to accomplish its vital missions, we must 
operate in an efficient, effective, and economical man
ner. To do that, I volunteered the entire agency in 
1993 as a government reinvention laboratory under 
the administration's National Performance Review. 
Better management was essential if we were to do a 
better job in a time of stringent budgets and growing 
needs. This report is the story of the changes we made. 

Three years into the reinvention process, USAID 
has largely completed the reorganization and 
restructuring of the agency. We have refocused our 
efforts to meet the challenges of the post-Cold War 
world, and are working much more closely with our 
donor partners around the world, and with our part
ners in transition countries and the developing 
world. The long hard work of consulting, planning, 
developing and field testing an integrated system of 
management and communications is paying off. 
With the New Management System now in use 
worldwide, even more benefits will be evident as we 
learn to use it to its maximum potential. 

We reduced the number of country programs and 
field missions to better focus our resources where we 
can achieve sustainable development results, closing 
some very small missions with high administrative 
costs and others that were not getting results because 
the host country did not share our goals or was unwill
ing to invest its own resources. Other missions closed 
down as we celebrated the achievements of countries 
that have reached a level of development or democra
tization where they no longer need external aid. Some 
of these nations are among our trading partners with 
the fastest rates of increase in American exports. 

This has been not only a time of reductions and 
reorganization, but also of reaching out in new ways: 



• We put contract information and information about 
USAID programs on the Internet, which serves more 
than 65 million users worldwide. We have already 
received awards for having one of the best Web sites 
in government. 

• We launched Lessons Without Borders to share 
lessons we have learned in 30 years of overseas 
development with American cities and rural commu
nities. After seeing how Kenya conducted 
USAID-assisted immunization efforts, the city of 
Baltimore initiated a program that dramatically 
improved the rate of immunization among its young 
children. 

We are giving better service to our customers - the 
people in developing and transition nations - and to 
the U.S. taxpayers. How we went about it and the 
things we learned in the process are detailed in the 
pages of this report. USAID has emerged as a smaller, 
more flexible, more responsive and more efficient 
organization, with greater participation of stakeholders 
and customers at every stage of our activities. 

When we immunize children, pro

vide clean water or family 

planning help, foster microenterprises 

in rural villages, introduce better agri

cultural practices, or strengthen the 

institutions that support democracy, 

the rule of law and commercial codes 

that encourage economic growth and 

trade, we are carrying out important 

U.S. foreign policy goals. 

At a time of dramatic change abroad and within our 
own agency, budget cuts have resulted in a reduction
in-force (RIF) beyond our planned rightsizing. We 
have lost some valuable people whose experience and 
skills in development work will be greatly missed. 
Despite these losses, the dedicated staff of USAID 
remains committed to our mission of promoting sus
tainable development and stable democracies and to 
improving the lives and opportunities of people while 
building a more peaceful, prosperous world. 

I cannot conclude this report on the reinvention of 
this agency without a word of thanks to USAID 
employees here in the United States and throughout 
the world: 

The work you do is more difficult, often more dan
gerous and perhaps more crucial to our nation's future 
than at any time in our 35-year history. This reinven
tion was your work, designed to solve problems and 
meet needs that you understood best, so that we could 
better serve our customers - and our nation. You did 
a great job. I am proud of you. 

~ I'BrianA: Administrator 
U.S. Agency for International Development 

v .................... 





Toward the New USAID II: .~~~~l The Beginning: 
An Agency Under 
Siege 

Three Years of 
Reform Progress 

When the Clinton Administration came into office 
in 1993, the u.s. Agency for International 
Development (USAID) was a troubled organization. A 
number of commentators had called for the agency's 
abolition, and there was near-universal agreement that 
it was in need of serious management reforms. 
USAID's employees - some of the finest development 
experts in the world - were trapped in a management 
system plagued by duplication, conflicting mandates 
and outdated information systems. Management prob
lems had grown so severe that they were in danger of 
eclipsing the importance of the agency's mandate to 
promote sustainable socioeconomic development, free 
markets and democracy around the globe. 

Shortly after taking office, USAID Administrator J. 
Brian Atwood volunteered USAID to serve as a "rein
vention laboratory" in Vice President AI Gore's 
National Performance Review (NPR). Since its desig
nation, the administrator has put a sweeping series of 
reforms into place. As a consequence, USAID has 
experienced one of the most dramatic turnarounds 
that can be found in government. USAID focused on 
fewer, more attainable objectives; streamlined the 
agency's organization; redesigned and simplified the 
ways it does business, and cut personnel more than 
any agency in the federal government except one. This 
report is the story of how that came to be. 

Yet even as this dramatic management reform was 
taking place, USAID has been confronted by a number 
of additional challenges. Several congressional propos
als sought to eliminate USAID entirely. These measures 

failed to become law after President Clinton strongly 
defended the essential role of USAID development 
programs in advancing U.S. interests abroad. Having 
allowed USAID to survive, Congress significantly cut 
back the resources the agency had to carry out that 
development. Major management reforms and refo
cusing of priorities in line with post-Cold War needs 
made possible dramatic cuts in the number of overseas 
missions and of personnel, both in Washington and in 
the field. After both program and operating funds 
were cut beyond those planned reductions, the agency 

Management problems had grown 

so severe that they were in 

danger of eclipsing the importance of 

the agency's mandate to promote 

sustainable socioeconomic develop

ment. free markets and democracy 

around the globe. 

was forced to resort to a reduction-in-force (RIF) this 
year. The combination of all of these factors set back 
the agency's efforts to decentralize control and fully 
empower staff and line managers. 
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Toward the New USAID II:~~~~~~ Mission and 
Vision: Three Years of 

Reform Progress 

A. Strategic Framework 
Since 1961, the U.S. Agency for International 

Development has carried out America's economic 
development and humanitarian assistance programs 
abroad. U.S. foreign assistance has always served to fur
ther America's foreign policy interests by expanding 
democracy and free markets while improving the lives 
of people in the developing world through a broad 
range of programs. Spending less than one-half of 
1 percent of the federal budget, USAID works to 
achieve sustainable development through five interrelat
ed objectives: promoting broad-based economic 
growth; advancing democracy; stabilizing population 
and improving human health; protecting the environ
ment; and saving lives and preventing disasters through 
humanitarian assistance. 

During the Cold War, foreign assistance was often 
used to offset Soviet influence, which at times meant 
U.S. foreign aid was sometimes directed to nations that 
failed to embrace basic democratic principles and sound 
economic policies. 

The end of the Cold War brought a welcome and 
unique opportunity to redirect U.S. foreign assistance in 
line with our fundamental values and to better advance 
America's interests in a rapidly changing international 
environment. 

Promoting sustainable development not only helps 
the people in developing nations, but also helps to cre
ate new markets for the United States. Poor people 
make poor customers. Bad policies and weak institu
tions make for a poor business climate. Foreign 
economic and humanitarian assistance programs in the 
developing world constitute a critical investment in the 
future of the American economy. When USAID pro
grams help improve standards of living in developing 
nations, they also help to create new customers for 

A Post-Cold War 
Strategy 

American goods and services. Indeed, most of the 
growth of our trade over the past 15 years has been 
with developing countries. 

USAID programs assist in building open, stable 
economies, which provide new opportunities for U.S. 
trade and investment. We often assist in establishing fair 
business codes, viable commercial banks and reasonable 
tax and tariff standards. Programs in other key areas such 
as health, the environment and population also improve 
the prospects for lasting economic growth, enabling 
nations to become less dependent on external aid. 

In the wake of the Cold War, USAID has been called 
on to serve as a frontline agency in helping to secure a 
number of high priority political and economic transi
tions around the globe. In nations such as Russia and 
the New Independent States, South Africa, Haiti, the 
West Bank and Gaza, and Bosnia, USAID continues to 
playa vital role in assisting historic advances toward 
free and peaceful societies. 

In addition to helping nations make the transition 
away from closed economic and political systems, 
USAID also responds to complex humanitarian crises in 
places such as Rwanda, Bosnia, Liberia and northern 
Iraq. These tragic emergencies have produced millions 
of refugees and dire human suffering. The proliferation 
of man-made and natural disasters in this decade has 
strained the international community's ability to 
respond, absorbing greater and greater percentages of 
available aid funds. Ultimately, our best weapons in pre
venting these emergencies and the suffering they cause 
are programs that foster democratic institutions and sus
tainable development. We work to prevent 
environmental degradation, rapid population growth 
and disease, which can disrupt economies, exacerbate 
racial, ethnic and religious tensions, and destabilize 
governments. 



Under the leadership of the Clinton Administration, 
USAID has honed its strategic approach to reflect u.s. 
national interests more closely. Gone are the days 
when foreign assistance will be offered to nations that 
fail to embrace the basic tenets of good governance 
and sound economic development. USAID considers 
the following national interests when identifying coun
tries for foreign aid: 

Promoting U.S. Economic Security - USAID pro
grams create markets abroad for u.s. goods by 
fostering sound policies and institutional environments 
that promote lasting economic growth in developing 
countries. 

Enhancing Prospects for Peace and Stability - USAID 
programs in areas such as Central and Eastern Europe, 
the New Independent States, the Middle East, Central 
America and the Caribbean help to build institutions 
that support democracy, free enterprise and the rule of 
law. Strengthening civil society, broadening participa
tion in decisions that affect people's lives and 
increasing economic opportunity can reduce the poten
tial for conflicts that can gravely threaten 
U.S. security. 

Preventing Humanitarian and Other Complex Crises 
- In the last year, USAID has taken an aggressive 
approach to preventing massive humanitarian crises 
before they occur, in an effort to stem the high finan
cial and human cost of peacekeeping, refugee crises 
and emergency relief operations. 

Protecting the Uruted States Against Specific Global 
Dangers - USAID efforts beyond America's borders are 
increasingly important in protecting the United States 
from such clear threats as the spread of the Ebola 
virus, unchecked population growth and loss of biodi
versity. 

B. Core Values 
To carry out these crucial activities, USAID had to be 

well managed. In formulating new processes for doing 
business, the agency was guided by five core values: 
customer focus, results orientation, empowerment! 
accountability, teamwork, and diversity. Any new oper
ations system had to further these values throughout its 
constituent parts. 

These values guided the design and implementation 
of every aspect of restructuring and refocusing the 
agency and were incorporated throughout the process
es of revitalization. 

(1) Customer Focus 
USAID has two types of customers: 
(1) "process customers" - stakeholders including the 

taxpayers who pay for our activities, the Congress which 
allocates those resources, and donor partners; and, 

(2) "ultimate customers"- the recipients of aid and 
benefits resulting from our assistance. 

A focus on customers is not new to USAID. We have 
always attempted to secure their participation in plan
ning and implementing our development assistance 
activities. This new emphasis gives them a more active 
role in ensuring that the aid we provide is actually pro
ducing the desired results. This emphasis is in keeping 
with President Clinton's 1993 executive order direct
ing each federal agency to set customer standards, and 
with the National Performance Review's call for a gov
ernment that "puts customers first." 

Under its new operations system, USAID more con
sistently and systematically involves both partners and 
customers in the planning, implementation and evalua
tion of our assistance. By learning what customer needs 
and priorities are directly from customers, and indi
rectly from partners, such as private voluntary 
organizations (PVOs) and non-governmental organiza
tions (NGOs), we can better frame strategic objectives 
and design effective courses of action. 

Under its new operations system, 

USAID more consistently and sys

tematically involves both partners and 

customers in the planning, implemen

tation and evaluation of our assistance. 

USAID staff also regularly consults with organiza
tions that represent the interests of customers such as 
small-scale farmers and business people, slum dwellers, 
fishing communities and women. We also seek direct 
feedback from customers through surveys, field visits, 
open forums and town meetings to determine whether 
our assistance is meeting their needs. 

The agency also must meet stakeholder needs if it is 
to successfully accomplish its mission. Three categories 
of stakeholders are: (1) those who have some authority 
over our resource flows and their direction -
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Congress, the Office of Management and Budget, and 
the State Department; (2) those who influence 
Congress' actions - taxpayers and interest groups; 
(3) and those who use our resources in a collabora
tive fashion to help us achieve results - private 
voluntary organizations, non-governmental organiza
tions, host country governments and universities. 
While contractors are not stakeholders in the same 
sense as PVOs, they also have specific needs that our 
procurement process must meet in order for us to 
achieve our objectives. 

For example, to improve the economic well-being 
of disadvantaged farmers through a country program, 
USAID must provide Congress necessary information 
that demonstrates the need for a program and that it 
will be effective and managed efficiently. To turn the 
resources Congress provides into help for the farm
ers, there must be a delivery system. Designing and 
implementing that system require that we understand 
and meet the needs of the host government and 
NGOs for technical expertise and infrastructure sup
port and coordinate our activities with other 
international donors. 

(2) Results Orientation 
The goal of development assistance is change. For a 

system to be results-oriented, its processes must be 
focused on achieving change. Processes can become 
overly bureaucratic, directed more toward meeting 
regulatory and administrative requirements than 
toward supporting objectives and producing results 
that serve the customer. 

The agency's new operations system is designed so 
that, to the greatest extent possible, our processes help 
us meet our development objectives. Throughout the 
processes of planning, budgeting, and carrying out 
projects, the focus must remain on the intended 
results. Managing for the achievement of results means 
setting clear objectives and targets, collecting adequate 
information to judge progress and adjusting strategies 
and tactics as required. Monitoring and evaluation are 
ongoing efforts and may produce changes in existing 
activities as well as in the design of new activities. This 
requires flexibility in the deployment of resources 
while maintaining prudent management principles. 
When we do not achieve the intended results, manag
ing for results requires learning why, determining 
whether the objectives were realistic, whether methods 

.............................................................................................................. 

People must be able to use their 

initiative, to take considered risks, 

and to respond to opportunities. 

were appropriate and what would need to be changed 
to achieve better results. 

The program operations system utilizes and builds 
on reforms in other agency business areas - procure
ment, budgeting, accounting and human resources 
management - to lessen the burdens of administra
tion, increase staff efficiency and effectiveness, and 
strengthen program performance. 

(3) Empowerment and Accountability 
Empowerment simply means giving those who must 

carry out programs the authority to make and imple
ment decisions as close as possible to where the action 
takes place, providing them the resources to carry_ out 
those decisions and the flexibility to respond to chang
ing conditions. People must be able to use their 
initiative, to take considered risks, and to respond to 
opportunities. They must also maintain legal and ethi
cal standards, and achieve organizational goals and 
strategic objectives. This balance between autonomy 
and accountability requires that we eliminate unneces
sary regulations and clarify the limitations that remain. 
Empowerment implies accountability. While the 
achievement of results may not necessarily be within 
the control of the team and its leader, managers and 
team members are accountable to the extent that suc
cess or failure relates to how decisions were made and 
implemented. 

(4) Teamwork 
Empowerment and accountability extend not only 

to individuals, but also to teams, which may include 
members from both Washington and field offices and 
others. These teams are groups of individuals who 
come together through consensus to achieve agreed-on 
objectives or results. Such teams bring up additional 
issues of authority and accountability, of how team 
performance can be rewarded and how it fits into indi
vidual evaluations. Integrated computer-based 
communications and management systems are impor-



tant in making such teams feasible, especially since 
some members may participate electronically. These 
systems must provide them the tools that enable them 
to be more responsive, flexible and innovative. 

The recently completed reorganization of the 
agency was built around the concept of teamwork, 
which provides an important mechanism for integra
tion and participation. Typically, team members bring 
specific skills or knowledge needed to achieve a result, 
or represent an interest central to that achievement. 
Teams function in a collaborative and supportive fash
ion, drawing on the unique strengths of individual 
members, enabling the various specialties within a 
mission or a headquarters office to work together, and 
enhancing the collaboration of field and central 
experts. In addition to drawing full- and part-time 
members from throughout USAID, teams may include 
representatives of partners, contractors, and, when 
appropriate and feasible, customers. These teams 
allow the agency to stretch limited resources, bring 
maximum expertise to bear on problems, and to 
respond more rapidly and effectively to changing situ
ations and customer and stakeholder needs. 

The success of the new operations system depends 
to a large degree on the inculcation of the value of 
te~mwork among all USAID staff. Much of the work 
of planning, implementing and monitoring is per
formed by teams. Personnel assignments, promotions, 
and rewards will ultimately be linked explicitly to the 
achievement of results by teams. While teams have 
been organized to perform work in the agency in the 
past, the new reengineered system involves a substan
tial increase in the degree of responsibility, authority, 
autonomy and accountability given to them. 

(5) Diversity 
Following adoption of the first four core values, the 

agency recognized that while each was critical to the 
future success of doing business in the new way, there 
was a missing element. Because of our multicultural 
workforce and diverse global customer base, the 
administrator determined that promotion of diversity 
should be added as a fifth core value. 

USAID stands out among federal agencies. It is dedi
cated to global improvement of the quality of human 
life, and extends hope and opportunity to people of 
developing countries. To deliver quality programs 
abroad, we must ensure a workplace environment in 

which each employee values the richness of 
experience, and contributions of others. Ew. 
employee should have the opportunity to cc 
the full extent of her or his ability. 

;:rsity, 
'ency 
. ~,~ to 

Reengineering is moving the agency tOW;l\,., ; com
plishing its major activities in and through VlrHS 

made up of US AID employees, partners, sr •. '::::hold
ers and customers. This movement require: major 
shift in organizational thinking and, among .. ~her 
things, a thorough appreciation and understafzding 
of diversity. The agency values the diversity of ltS 

employees, partners, stakeholders, and customers. At 
USAID, the principles of diversity and inclusiveness 
go beyond the legal requirements of affirmative 
action and equal employment opportunity to include 
active appreciation of the positive values of the cul
tural dimensions and the uniqueness that each 
person brings to the table. 

To deliver quality programs abroad, 

we must ensure a workplace 

environment in which each employee 

values the richness of diversity, experi

ence, and contributions of others. 

Our team approach means that in this multicultural 
mosaic, all participants must arrive at a common work 
goal that is results-oriented. It is a business necessity 
that team members have a common understanding of 
the value of diversity, and be able to recognize, accept, 
and utilize human differences in working to meet cus
tomer needs. To this end, valuing diversity becomes a 
key core value, crucial to the successful execution of 
our functions. Continued success requires that our 
workforce, in Washington and overseas, understands 
the synergy and benefits of bringing together people of 
different backgrounds and skills to accomp:;,:h the 
agency's mission. 

To gain the corporate benefits of workpL;, . diversi
ty, while maintaining a positive work envirc:;nent, the 
agency will actively train supervisors, man~:~ '.' :md 
employees on multicultural diversity, and e\.::,; 
employment opportunity issues critical to SlJ"" ;c:,llHy 
incorporating diversity as an agency core value. 
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Toward the New USAID II: #~~~;':I The National 
Performance 
Review: The 
Agency as an 
Experimental 
Laboratory 

Three Years of 
Reform Progress 

In Common Sense Government, the third report of 
the National Perfonnance Review, issued in September 
1995, USAID's progress was reported 
(pp. 107-108) as follows: 

To emphasize AID's commitment to change, 
the entire agency was designated a "reinvention 
lab," [note: one of only two such agencies to be 
so identified in the entire government] and 
teams across the agency have reengineered major 
processes such as procurement and financial 
management. AID has developed a cross-cutting 
budget preparation process. It has also over
hauled its personnel system to focus on more 
appropriate training and rotational assignments, 
to create a more diverse workforce, and to 
increase employee participation in decision mak
ing. AID has reorganized and rightsized its 
Washington, D.C., headquarters and has begun a 
major realignment of field offices... In addition, 
the agency has reduced its use of outside con
tractors by 20 percent. 

NPR made seven major recommendations for 
change at USAID, further amplified into 37 discrete 
actions. Twenty-one of these actions are complete or 
substantially complete, 10 are under way and on 
schedule with satisfactory progress being made, three 
are on hold because Congressional action is pending, 
and one cannot be implemented due to an 
Administration decision. Of NPR's long list of cross
cutting recommendations for all agencies, USAID had 
been asked to report our progress on 17. Six have 
been completed or substantially completed, and 11 are 
under way. 

USAID continues as an active and engaged partici
pant in the NPR process and has contributed to all 
major NPR activities, in particular customer service 
initiatives, far beyond its proportionate size. 

USAID continues as an active and 

engaged participant in the NPR 

process and has contributed to all 

major NPR activities, in particular cus

tomer service initiatives, far beyond its 

proportionate size. 



Toward the New USAID II: ,~~~~ .. Restructuring: 
Reorganization 
and Rightsizing 

Three Years of 
Reform Progress 

Shortly after his arrival in June 1993, the adminis
trator determined that the first step in reforming 
USAID would be a structural reorganization designed 
to strengthen the agency's effectiveness and efficiency. 
Consistent with his view that the business of change in 
USAID should be carried out by the people who knew 
the agency best - its employees - he established a 
working group representing the agency's organization
al, human resources, and analytical skills, under the 
direction of the assistant administrator for manage-

With the structural reorgani

zation complete, USAID 

launched a process of internal 

rightsizing of each of the new 

organizational entities, again in 

accordance with NPR principles. 

ment. That team 
developed the 
framework for 
agency reorganIza
tion, which was 
revised and refined 
by USAID's senior 
managers and circu
lated for comment 
agencywide and 
among our external 

.............................................................................................. customers and stake-
holders, including 

key Congressional members and staff. After receiving 
their comments, a second refining process occurred. 

The administrator announced the final plan of reor
ganization on October 1, 1993. It reflected the basic 
principles presented in the NPR, including a focus on 
streamlining the structure and procedures, improving 
span of control, and eliminating unnecessary layering 
and duplicative processes. 

The reorganization eliminated one high-level man
agement layer between the administrator and the 
bureaus and independent offices and reduced the num
ber of major organizational units by five. It provided a 
more appropriate alignment of certain functional areas 

and geographic regions, designed to support sustain
able development and facilitate cooperation among all 
bureaus, offices, missions and personnel in a more 
integrated and cost-effective manner. The reorganiza
tion also provided agency management with better 
tools to do the job: clearer policy direction; expanded 
technical capacity; and better managed and more 
accessible information. 

With the structural reorganization complete, USAID 
launched a process of internal rightsizing of each of 
the new organizational entities, again in accordance 
with NPR principles. Rightsizing was accomplished 
overseas through the closure of selected overseas mis
sions/programs, and in Washington through a review 
of each bureau and independent office. 

On November 19, 1993, the administrator 
announced the closing of 21 USAID field missions to 
be accomplished by the end of FY 1996. This action 
was a vital part of our effort to reform and restructure 
USAID to better achieve development results by focus
ing our limited resources in those countries where real 
development results could be expected. 

This was the first time since foreign aid programs 
were introduced with the Marshall Plan that the over
all number of countries receiving development 
assistance had been reduced. Two additional missions 
were subsequently identified for close-out in FY 96, 
and one by September 30, 1997, bringing the total to 
24. Plans are now being drawn up for additional clos
ings and for converting some missions to limited 
operations with smaller staffs. 

Based on USAlDIWashington policy and procedural 
guidance, target missions developed detailed mission 
close-out plans. The agency has taken great care to 
make sure that bringing those operations to a close 
does not undermine previous investments in the coun-
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tries, to address legitimate accountability concerns, and 
to protect our diplomatic relationships with the host 
countries. 

Rightsizing in Washington was aimed at achieving 
the optimal mix - organizational structure, staffing 
resources and appropriate operating procedures for 
efficiency and effectiveness. The rightsizing process 
resulted in elimination of redundant and duplicative 
functions and activities, a reduction in supervisory lay
ers, increased span of control, streamlined operations 
and organizations through regionalization and by com
bining program and support functions. 

As with the structural reorganization, agency staff -
the people who knew the needs, redundancies, 
strengths, and programs most intimately - carried out 

the rightsizing process. They worked in teams consist
ing of senior managers of each bureau or independent 
office, customers, and analysts. Their work provided a 
solid base for the decisions that followed, including the 
elimination of 90 organizational units overall. 

The teams reviewed 19 bureaus and offices. Each 
team produced a report of their findings, made rec
ommendations on structure and staffing, and 
identified functions or processes found to be redun
dant or unnecessary. Bureaus and offices then 
reviewed their individual reports and prepared a deci
sion memorandum that, when approved, served as the 
basis for implementation. The collective bargaining 
units were briefed and consulted frequently through
out this process. 

Toward the New USAID II: ,~~-:.!~~ The Administrator's 
Three Years of Quality Council 
Reform Progress 

Almost immediately upon his arrival in June 
1993, the administrator approved the establishment 
of a Quality Council. Its purpose was to assist him 
in providing coordination, guidance and direction 
for comprehensive reform and reinvigoration of 
USAID and to oversee implementation of NPR rec
ommendations. It has served as a focal point, 
information center, and coordination mechanism 
for all agency reinvention efforts by improving the 
quality, responsiveness, efficiency and effectiveness 
of all of our operations, whether management or 
programmatic in nature. It also has been used to 
communicate our reform goals and plans, to obtain 
feedback from USAID as a whole, and to assess how 
well we are doing. 

The council was initially chaired by the acting 
deputy administrator, and subsequently by the chief 
operating officer/assistant administrator for manage-

ment. Its members represent all bureaus and all 
employee groups, and include some of the leaders of 
the agency who are most committed to reform and 
revitalization. The council has carried out its work 
both at the full council level, and through several com
mittees. It has developed and implemented a major 
internal communications strategy to share all relevant 
reinvention information; been the mechanism for our 
regulations reduction efforts; and been responsible for 
the administrator's suggestion box. Perhaps most 
important, it has acted as an early warning mechanism 
for problems encountered. It has also helped knit 
together all of our complicated and interlocking 
reform efforts. 

The council itself has been reengineered several 
times, to take account of evolving circumstances. It 
currently meets bimonthly, with a membership of 
around 25. 



Toward the New USAID II: >~~ __ ..... -.....:;;,. 

Reengineering 
and Systems 
Development 

Three Years of 
Reform Progress 

Business Area Analyses and Business 
Systems Design 

Much of the work of developing the "New USAID" 
was carried out through a series of related studies and 
evaluations of our core business areas: program opera
tions, accounting, procurement, budget, human 
resources, and property management. Each of these 
Business Area Analyses (BAAs) represented a major 
reform effort; collectively, they provide the potential 
for a radically new and improved way of carrying out 
our business. Following the completion of each 

Business Area 
......... : ..................................................................................... Analysis, business 

Much of the work of develop- system design work 
was undertaken to 

ing the "New USAID" was develop an inte-

carried out through a series of grated automated 
data system that is 

related studies and evaluations of referred to as the 
New Management 

our core business areas: program System (NMS). 

operations, accounting, procure- The next sections 
of this report high-

ment, budget, human resources, light each of these 

and property management. business area analy
ses and related ............................................................................................... systems develop-

ment efforts. 

A. Program Operations 
In September 1993, the Quality Council commis

sioned a review of the USAID Program Operations 
System (OPS)-the procedures and processes used in 
planning, implementing, monitoring and evaluating 
u.s. foreign assistance programs. The existing system 

was overly cumbersome and extremely inefficient. A 
IS-member Intensive Reengineering Team (IRn was 
charged with the task of restructuring the program
ming system by streamlining and improving each step 
of the process. The goal was to create a new system 
that would focus on customers, empower employees, 
use teamwork, be results-oriented and improve our 
efficiency and effectiveness. 

The IRT represented the full range of USAID 
employees covering all geographic areas and technical, 
administrative, and program backgrounds, and reflect
ed the diversity of our workforce. Five members of the 
team were provided by field missions and nine were 
based in Washington; one was a host country benefi
ciary, an end user. A Reengineering Reference Group 
(RFG) was established to advise the IRT. Together, 
RFG and IRT members carried out many interviews 
both within and outside USAID to uncover program
ming problems and requirements and to test ideas, and 
then prepared a report on revamping the OPS. 

When the IRT first began, there were many who 
were resistant to change. While the old system might 
have flaws, people were comfortable with it. Despite the 
skepticism, IRT members persevered and overcame their 
own and their agency's self-doubts. They incorporated 
the goals of reengineering in the process of designing 
the new system by involving as many employees and 
customers as they could in the new design, by focusing 
on results, by working across organizational units in 
teams, and by empowering these teams. 

There are four reasons for the reengineering team's 
success: their dedication to overseas economic develop
ment and to creating a system that would truly have an 
impact on the recipients of u.s. assistance around the 
world; their desire to have USAID cost less and work 
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better; the courage they demonstrated in following 
their convictions; and their leadership in engendering 
support and understanding of the new system. 

The National Performance Review chaired by Vice 
President Gore, preliminary studies carried out by the 
USAID Intensive Reengineering Team and the designa
tion of USAID as an experimental laboratory set the 
stage for the agency to embark upon bold new 
approaches to radically improving the timeliness and 
effectiveness of the u.s. foreign assistance program. In 
the spring of 1994, the administrator approved the 
formation of a Business Area Analysis Team on 
Operations under the direction of the assistant admin
istrator for management and his staff. 

The team's charter was to examine and develop a 
new approach for how USAID plans, designs, imple
ments and evaluates development assistance activities 
in line with the goals set forth by the NPR and the 
IRT. Specifically, the team was to define improved sys
tems, based upon the best development practices, 
supported by an integrated corporate data base (New 
Management System or NMS) that would include 
operations, accounting, budgeting, procurement, per
sonnel and property management. 

10 

During the period from June through October 
1994, team members systematically reduced USAID 
programming to basic elements-participation, plan
ning, achieving, monitoring and evaluating 
results-and created new, more effective processes, 
making sure they were internally consistent. They then 
diagrammed the processes to facilitate development of 
the computerized data base and operating system. The 
team established more than simply new processes and 
procedures. They defined a totally new Program 
Operations System that represents a radical departure 
from the way USAID has conducted its business over 
the last 25 years. 

(1) Country Experimental Labs (eELs) 
In October 1994, the Country Experimental 

Laboratories (CELs) program was established whereby 
"Learning Labs" were challenged to work out the 
kinks in the newly designed OPS before full implemen
tation throughout the agency was to begin one year 
later. From the missions that volunteered to partici
pate, 10 were selected to test the new system: the 
Dominican Republic, Guatemala, Jamaica, 
Madagascar, Mali, Bangladesh, Niger, the Philippines, 
Poland, and Senegal. 

The old system re~uired 27 months 

to go from an idea to initiating 

implementation. Under the reengi

neered system, implementation begins 

in less than 12 months. 

The labs initiated reengineering with three types of 
start-up activities: retreats or workshops, training, and 
task forces. These served as catalysts in keeping both 
American "direct hire" staff members and the Foreign 
Service Nationals interested, informed, involved in and 
committed to reengineering. Each lab experimented 
with different aspects of the new system, but all were 
required to complete a customer service plan. 

Five labs experimented with strategic objective plan
ning, with a focus on how to involve customers and 
partners in this process. Three experimented with 
developing actual activities with customers and part
ners participating in order to further refine teamwork, 
participation, employee empowerment and account
ability concepts. The remaining two labs targeted their 
experiments on programming and management 
processes and procedures, such as procurement, oblig
ation mechanisms and human resources management. 
The CELs put life into the blueprint and proved dra
matic results were achievable. 

The new system, as demonstrated by the CELs, is 
less bureaucratic and more customer-focused. It 
reduces both the quantity of documentation required 
and the numerous levels of clearances through greater 
use of information technology and through restructur
ing the review and approval process. For example: 

• The old system included eight separate documents for 
project approval. The reengineered system requires 
only four. 

• The old system required 27 months to go from an 
idea to initiating implementation. Under the reengi
neered system, implementation begins in less than 
12 months. 

• The old system took nine to 12 months for contract
ing. The reengineered system makes it possible to 
reduce the time to two to five months for most con
tracts and grants. 



• The old system did not systematially involve cus
tomers and partners until the end of the process for 
determining what assistance was needed in developing 
countries. The reengineered system begins and ends 
with customer and partner involvement. 

• The old system focused administrative oversight on 
spending funds. The reengineered system ties this 
oversight to achieving results by budgeting and 
replenishing funds based on results achieved. 

Among the valuable lessons learned are: 
• Headquarters staff must participate with field staff as 

team members. 
• Key stakeholders, such as u.s. Embassies and 

Congress, need to operate from the same manage
ment concepts. 

• Staff training, especially team training, employee 
development and career enhancement are a must. 

• High-level support is necessary. 
• Throughout the process, decisions must be guided by 

shared vision and values. 
• Reengineering is a continuous process that needs to 

be well-defined and well-paced according to the 
capacity of the operating unit to absorb the changes. 

• Communication with staff about the progress of 
reengineering activities via newsletters, videos, and 
briefings increases understanding and sustains 
momentum. 

Teamwork increases 

a feeling of owner-

ship and empowerment 

among staff. 

• A strong internal structure, 
a cohesive team and an 
environment that welcomes 
broad participation and 
change are prerequisites for 
developing an effective cus
tomer service plan and 
involving customers. 

• Systems for receiving cus
tomer feedback need to be 
established. 

• The new structure requires more flexible, less struc
tured job descriptions. 

• Teamwork increases a feeling of ownership and 
empowerment among staff. 

• Increased delegation of authority reduces unnecessary 
layers of authority involved in decision making. 

• Morale among staff, including Foreign Service 
Nationals, increases in direct relationship to the 
increase in delegations of authority and responsibility. 

• Upgraded information systems greatly increase the 
ability to do more with less. 

The OPS's final report, "Making a Difference for 
Development," was published in February 1995. This 
report, endorsed by agency senior management, was 
the basis for establishing three new Automated 
Directives System (ADS) teams. Between February and 
July, these teams (planning, achieving, and monitoring 
and evaluation) identified the relevant authorizing leg
islation and wrote the policies and essential 
procedures required to implement the newly defined 
USAID Program Operations System. The report also 
served as a basis for the design of a new automated 
Program Operations System, which forms a core part 
of the agency's New Management System. 

On October 1,1995, the new Operations System went 
into effect. In addition to the report "Making a Dif
ference for Development,» the new system was defined 
in three supporting directives (201 Planning, 202 
Achieving and 203 Monitoring and Evaluation) that lay 
out the laws, policies and essential procedures that must 
be followed in carrying out USAID business. These docu
ments are the foundation of a process that is 
revolutionizing the u.s. government's delivery of eco
nomic and humanitarian assistance to developing nations. 

(2) The New Program Operations 
System: Characteristics 
Key features of the new Program Operations 

System are: 
• Management decisions are to be made within the 

framework of a strategic plan guided by policy set by 
the administrator and coordinated by the Bureau for 
Policy and Program Coordination. The strategic plan 
identifies the principal development objectives and 
expected results and how they can be achieved . 
Related processes - budgeting, procurement, imple
mentation, accounting and monitoring - are geared 
to supporting the achievement of these objectives and 
results. Customers, stakeholders and both field and 
Washington USAID staffers are involved in the plan
ning process from the beginning. 

• An approved strategic plan is a management contract 
between an operating unit and Washington in which 
the operating unit makes a commitment to meet spec
ified objectives and Washington commits itself to 
provide the necessary resources. Significant changes 
on either side will trigger a joint review. 
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• Budgeting and planning are performed within para
meters decided upon in Washington and influenced 
by agencywide results, sustainable development per
formance, and political conditions in individual 
countries. Within the terms of management con
tracts, operating units have the authority to utilize 
funds in whatever mix is appropriate to achieve 
agreed-upon objectives . 

• Implementation focuses on achievement of objec
tives. Strategic objective teams (composed of field 
and Washington staf~ partners, and individuals from 
host countries who are important to achieving the 
objective) plan and implement the use of resources 
through results packages. Results packages bring 

In sum, the new Program Operations 

System allows USAID staff, part

ners, customers and contractors to 

collaborate more easily and to work 

more productively to accomplish their 

common objective of sustainable eco

nomic development. 
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together all the elements required to achieve a speci
fied result within an established timeframe: people, 
funding, authorities and associated documentation. 

• A comprehensive monitoring and evaluation 
structure supports more effective implementation, 
results-oriented budgeting, and the agency's ability 
to better understand its accomplishments and 
failures. 
In sum, the new Program Operations System allows 

USAID staff, partners, customers and contractors to 
collaborate more easily and to work more productively 
to accomplish their common objective of sustainable 
economic development. 

B. Accounting: The AWACS 
Development Effort 

One of our most ambitious efforts has been to 
replace 11 disparate financial management systems and 
applications with a single integrated worldwide finan
cial and information management system. The primary 

objectives of the new system, AWACS (AID Worldwide 
Accounting Control System), are to: 
• allow all financial transactions to be entered when 

and where they take place; 
• reduce the creation and flow of paper; and, 
• generate information that is both current and 

accurate. 
AWACS has been linked to new USAID systems for 

budgeting, procurement and program operations, and 
will be linked in the future to new systems for human 
resources and property management as they are devel
oped. This combination forms USAID's New 
Management System (NMS), which will be used 
worldwide. 

What has been accomplished? USAIDlWashington 
is using a baseline version of AWACS consisting of 
the general ledger, funds management, accounts 
payable, accounts receivable and loan servicing 
modules to process FY 1996 transactions. This 
allows USAID to track a dollar from its receipt via 
an appropriation through to its ultimate disburse
ment. All NMS components are linked together so 
that information entered into any of them will auto
matically be available to all the others. The NMS, 
including AWACS, is being implemented in USAID's 
43 overseas missions with information transmitted 
electronically to the central database. 

When completed, the system will seamlessly consoli
date all financial data, facilitating more accurate and 
understandable financial reports. The net result will be 
better decision making, greater accountability, and 
measurable results. 

The new system will allow USAID to utilize 
Treasury's Electronic Certification System worldwide. 
It will also include: 
• a pipeline analysis tool that provides, in both graphi

cal and spreadsheet formats, current information on 
all unliquidated obligations on an agencywide, geo
graphical area, country or activity basis; 

• an electronic bulletin board containing information 
on the status of any claim for payment submitted to 
USAID; and, 

• an electronically searchable reference library of 
financial documents accessible to all. 
Further additions will be made through periodic 

upgrades, including accrual calculations and reporting; 
foreign currency accounting; tracking of bilateral 
obligations at the sub-commitment and sub-obligation 
level; internal management reporting; automatic rout-



ing of information relating to incoming payment docu
ments for the authorized approval process; and 
automatic issuance of notifications that a budget 
allowance has been established. 

The steps in the AWACS system redesign effort 
were: 
• Analyzing accounting and financial requirements 

and reviewing various General Accounting Office 
(GAO), General Services Administration (GSA), 
Joint Financial Management Improvement 
Program GFMIP), Office of Management and 
Budget (OMB), Treasury Department and legisla
tive mandates. Intensive discussions with financial 
and program personnel in the agency and in other 
federal organizations provided additional infor
mation. 

• Developing a Letter of Interest to procure an off
the-shelf federal financial management software 
system from the GSA Multiple Award Schedule. 
After careful review of the single response, the team 
decided that the proposal could not meet USAID's 
accounting needs. With both GSA and OMB 
approval, USAID then launched an effort to design a 
new agencywide accounting system. 

• Using information engineering and business process 
redesign tools to identify those processes no longer 
necessary and speed up the actual development 
process. 

• Creating integrated teams of functional and techni
cal experts who were able to complete usable 
segments of the new system quickly. 

• Evaluating solutions for financial and information 
problems worked out by private firms for possible 
government applications. 

• Creating a JFMIP system requirements checklist to 
assure all mandated objectives are met. 

• Holding walk-through sessions to keep end-users 
regularly involved, with selected end-users perform
ing functional testing. 

• Selecting the most qualified personnel from several 
different firms and integrating them into a single 
project team. 

• Establishing a project management plan to track each 
stage of the process and assure deadlines were met. 

c. Procurement Reform and the 
Acquisition and Assistance System 

For more than two years the federal government has 
been reinventing federal procurement. Federal pro
curement was not "user-friendly" and was 
over-regulated. The goal of procurement reform was 
to establish efficient and effective delivery systems to 
award and administer public resources responsibly, 
bringing about results that benefit people in the devel
oping world. 

The administrator set forth 18 target areas for 
reform of the procurement process in a memorandum 
to the agency's executive staff on January 6, 1994. In 
June 1995, the agency completed its Procurement 

Federal procurement was not "user

friendly" and was over-regulated. 

Reform Report, which substantially changed the way 
we procure services and equipment. 

One major effort was performance-based contract
ing. The agency's new approach dates from the 
administrator's agencywide notice of October 25, 
1994, committing USAID to support a government
wide project sponsored by the Office of Management 
and Budget and the President's Management Council 
to implement performance-based contracting. In FY 
1995, the results of this new policy began to become 
evident with the awarding of 78 performance-based 
procurement transactions totaling approximately $240 
million. Agency procurement offices from Jordan to 
Uganda have demonstrated successes with this 
approach. 

One major effort was performance

based contracting. 

In order to bolster external customer service to the 
thousands of organizations seeking to do business with 
USAID, we posted 75 solicitation documents on the 
Internet. Solicitation documents from overseas as well 
as Washington contracting activities are now on the 
Internet, allowing organizations and individuals to 
access procurement policies and business opportunities 
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quickly from nearly anywhere in the world. The pre
ponderance of traffic on the agency's Internet Web site 
has been on procurement-related topics. 

A second major effort was the Acquisition and 
Assistance (A&A) Business Area Analysis report issued 
in May 1994. This BAA served as the basis for soft
ware development and implementation of a new A&A 
automated system. The A&A system, which comple
ments the other core business systems making up 
USAID's integrated New Management System, serves 
to reduce redundancies, create consistency, increase 
accountability, encourage teamwork, and minimize 
adversarial roles between organizations. 

D. Budget 
During a five-month study, the Budget Business Area 

Analysis Team scrutinized the essential data and 
processes that support USAID's budget function. The 
Budget BAA Team brought together staff with a broad 
range of mission and Washington budget experience, 
and received guidance from a reference group of 
senior managers from all bureaus, as well as advice and 
feedback from an operational reference group with 
significant hands-on budget experience. The team 
interviewed numerous mission and Washington budget 
and project management staff, reviewed over 50 bud
get-related documents and examined over 60 existing 
budget "systems." Based on that study, the team rec
ommended that the agency build a corporate 
automated budget system that would: 
• support management decision making on resource 

alIocation at all levels; 
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• streamline and control the distribution of funds to 
operating units; and, 

• simplify and facilitate the preparation of budget 
presentations and external submissions to OMB 
and the Congress. 

The Budget BAA Team laid out the blueprint for 
designing this system in its report of August 1994. Bud
get projections for all agency activities (dollar grant pro
grams, operating expenses, food aid, credit programs, 
etc.) are entered into the system by the appropriate 
unit. The information is then available for review, 
analysis and aggregation in a variety of ways (e.g., 
objectives, benefiting country, responsible organization, 
funding source, and types of items to be purchased). 

To achieve maximum benefit from the new budget 
system, it has been fully integrated with the other com-

ponents of the agency's New Management System. 
The budget system is dependent on the new AWACS 
to supply financial information; on program opera
tions to supply strategic objective and performance 
results information; on A&A for information on how 
we actually spend our money; and on human 
resources for staffing information. 

When the new budget system is fully operational: 
• Re-keying of budget and financial data will be elimi

nated and the need for reconciliation of conflicting 
"numbers" will be significantly reduced. 

• Feedback to users will be instantaneous and reports 
will be produced faster and more accurately. 

• Maintaining duplicative records will become 
unnecessary. 

• Funds will be automatically linked to the various 
yearly budget accounts and will be distributed 
electronically. 

Once the business area analysis was completed, the 
team began to design the automated business system. 
The budget and funds allocation process was divided 
into three components, the design of which is now 
complete: 
• Core Budget and Funds Allocation; 
• Management Reporting; and, 
• Decision Support. 

The budget system has been implemented in stages, 
since it incorporated information from other NMS 
applications (e.g., AWACS, Operations, Acquisition 
and Assistance, Human Resources and Property 
Management) as they come on line. 

The Budget Team, working with personnel from the 
Office of Financial Management, regional and central 
bureaus and missions, designed the software necessary 
to manage Operating Year Budgets (OYBs) and fund 
allocations within USAID. The team developed the 
requirements and designed the software for: 
• entering fund and fund account information into 

NMSj 
• recording appropriations once enacted by Congress; 
• preparing apportionment requests to OMBj 
• recording apportionment amounts when received 

fromOMB; 
• handling transfers and allocations of funds into and 

out of USAID; and, 



• creating allotments; establishing OYBs; and issuing 
budget allowances to agency operating units in 
Washington and in the field. 

Future versions of the budget software will allow 
us to: 
• define, allocate and track funds directed toward par

ticular goals, objectives or activities, Congressional 
earmarks and directives, and keep track of activity 
and interest codes; 

• create and analyze alternative budget scenarios, 
determine the total USAID funding that benefits a 
country - no matter the funding source within the 
agency - and analyze operating expense cost 
categories; and, 

• generate additional information and reports to 
enable agency staff to effectively manage agency 
programs. 

E. Human Resources 
The goal of the Human Resources Business Area 

Analysis (HR/BAA) was to develop more efficient sys
tems that improve human resources management in 
the agency and give better service to customers, man
agement and employees. Issued in August 1995, the 
HR/BAA report contained more than 100 specific rec
ommendations. Eighty percent pertained to changes in 
policy and procedures; the remaining 20 percent 
addressed information engineering. 

In September 1995, a Human Resources Business 
System Design (HR/BSD) team was formed and 
assigned three concurrent tasks, based on the HR/BAA 
report recommendations: 
• to design and build an automated human resources 

system; 
• to support implementation of the non-information 

reengineering HR/BAA recommendations; and, 
• to rewrite the nine handbooks pertaining to human 

resources for publication in the agency's new 
Automated Directives System (ADS). 
The Business Design effort was divided into two 

focus areas: (1) the development of logical and systems 
specifications for the development of a new HR sys~ 
tern and (2) researching commercial software that 
could meet some or all <;>f the required demands. 

Based on the findings in the HR/BAA report, three 
functional areas were defined for analysis by the 
Business Design Team: 

• Employee Administration: The core of USAID's 
human resources operations, including processes 
that deal directly with individual employees: recruit
ment and hiring, assigning, promoting, evaluating, 
separating, and disciplining employees. 

• Workforce Management: Processes that affect per
sonnel agencywide: workforce planning, workforce 
development, position management, workforce 
diversity, and the development and promulgation of 
human resources policy. 

• Compensation and Benefits: Human resources data 
that must be linked to the new payroll system in 
order to manage compensation and benefits (includ
ing pay increases, awards, allowances, health 
insurance, life insurance, retirement benefits, and 
workmen's compensation), as well as data for man
aging USAID processes supporting emergency 
visitation, medical or other evacuation. 

The Business Design Team worked primarily 
through user workshops bringing together the core 
team members, subject matter experts representing 
both human resources managers and employees, the 
United States Information Agency (which had asked to 
join the effort), and supporting systems/automation 
contractors. They conducted numerous interviews to 
further explore every HR process, used techniques 
developed by both government agencies and commer
cial firms as benchmarks, and analyzed a mission's 
actual HR operations. 

Once logical specifications for the system and the 
commercial software assessment are complete, either a 
commercial system will be chosen and acquired or 
work will begin in-house to develop and implement a 
new system. 

Many of the recommendations for reform have 
already been fully implemented. Among the most 
important reforms has been the initiation of a new 
Employee Evaluation Program (EEP) instituted in 
1996. Though the EEP is still being fine-tuned, it has 
already produced significant improvements. The EEP 
Appraisal Committees that have final say on each eval
uation substantially increase management's role in the 
overall evaluation process and in the Foreign Service 
promotion process. When individual work objectives 
are designed to achieve agency objectives, employees 
at all levels are truly accountable for their part in 
reaching agency goals. Including other colleagues in 
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the evaluation process - known as "360 input" -
makes the process fairer, more accurate and reliable. 
Collectively, these reforms are providing the evalua
tion process with an organizational perspective and 
efficacy it has never before enjoyed. 
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M any of the recommendations for 

reform have already been fully 

implemented. 

After the first cycle of the new evaluation system, 
we are doing an intensive evaluation, and will t:I1odify 
the system to meet concerns and problems encoun
tered during the first cycle. 

USAID's Foreign Service assignments process has 
also been reformed. For years that process has been 
criticized as intractable, inequitable, inefficient, and 
lacking in regard for the needs of either employees or 
management. Today, USAID is making assignments 
almost twice as quickly as in the past. Mission man
agement is more directly involved in assignment 
decisions than ever before, and employees can bid on 
a job with an accurate picture of what that job will 
actually entail. This is real progress for both employees 
and management. 

Today, USAID is making [Foreign 

Service] assignments almost twice 

as quickly as in the past. 

Today's Senior Management Group (SMG) assign
ment process is wide open. For the first time, SMG 
vacancies are announced publicly within USAID, and, 
also for the first time, any employee may be consid
ered for these assignments through "self-nomination" 
and receive a fair review. USAID's new Workplace 
Diversity Plan, initiated in 1993, is producing concrete 
results. The plan promotes diversity at all levels, 
encouraging all individuals in the workforce, both 

Americans and foreign nationals, to develop their own 
knowledge and skills to their maximum potential and 
to participate to the fullest extent in every aspect of 
USAID management and operations. These reforms 
have fostered a surge in SMG diversity, which contin
ues to add value for all employees. 

Fstablishing a LaborlManagement Partnership Council 
gives USAID an opportunity to overcome the distrust 
and discord that have stifled relations in the past at the 
agency. Today USAID representatives of labor and man
agement have an agreement to talk to, rather than at, 
one another. Though the job of building a true partner
ship is far from done and the reduction-in-force makes it 
even more challenging, USAID has great hope that the 
council will help labor and management work together 
to achieve our mutual goals. 

F. Property Management 
The Property Management Business Area Analysis 

(PMBAA) will identify the comprehensive require
ments and functional processes of personal and real 
property management activities in USAID, emphasiz
ing customer focus, user input, and business impact 
through process improvement. This analysis will pro
vide the information needed to develop a suite of 
business systems for property management. 

The PMBAA was launched in May 1996. The pro
ject started with a policy review phase that will be 
completed in November 1996. This will be followed 
by a requirements definition phase that is planned to 
be under way until May 1997. Based on the planned 
acquisition of a commercial, off-the-shelf (COTS) 
package, the introduction of a new application for 
OE-funded nonexpendable property is planned for 
April 1998. 



Toward the New USAID II: ,v~~~;. .. Regulations 
Reduction and the 
Automated 
Directives System 
(ADS) 

Three Years of 
Reform Progress 

On September 11, 1993, President Clinton signed 
an executive order requiring all executive branch 
departments and agencies to reduce their internal man
agement regulations by no less than 50 percent within 
three years. The objective was not only to reduce regu
latory materials, but also to make what remained 
clearer and more focused. We first surveyed all operat
ing units to determine what regulatory materials were 

The objective was not only to 

reduce regulatory materials, but 

also to make what remained clearer 

and more focused. 

most in need of revision. With these responses in 
hand, each bureau responsible for writing handbooks 
and other internal regulations was then asked to revise 
those materials to meet the goals of clarity, focus and a 
50 percent reduction. 

The new Automated Directives System (ADS) 
replaced the previous handbook system. ADS is two
tiered, separating core policy from essential procedures 
and putting each in clear, concise statements in a form 
that can be readily accessed. The ADS on CD-ROM is 
a Windows-based program that is both portable and 
easy to use, replacing 33 large handbooks composed of 
700 chapters, 12,000 pages of text and 2,000 forms 

and illustrations. The handbooks were cumbersome, 
and information was difficult to find and often 
ambiguous about what was mandatory and what was 
optional. The directives deal with all aspects of USAlD 
Strategic Objectives - Planning, Achieving, and 
Monitoring and Evaluating Performance - and 
embody the agency core values. 

USAlD's status as a "Reinvention Lab" under the 
Vice President's National Performance Review provid
ed an excellent opportunity to reengineer the 
dissemination of USAlD policies and procedures. The 
development team reviewed and analyzed an array of 
contemporary systems before creating the USAlD ADS 
using CD-ROM technology. After a successful pilot 
test, the new system went into effect agencywide on 
October 1, 1995, making it possible to disseminate 
new policy guidance quickly and uniformly, and 
including a streamlined electronic clearance process. 

Many of these reductions were possible because of 
the agency's new program operations and manage
ment system, which was incorporated into the new 
ADS and its automated data system. Under the new 
standardized system, much of the guidance previously 
issued by individual bureaus is no longer needed. Most 
of the previous lengthy reports by missions (averaging 
20 pages for small missions, 100 for full missions) have 

Under the new standardized sys

tem, much of the guidance 

previously issued by individual bureaus 

is no longer needed. 
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The [Automated Directives 

System] on CD-ROM is a 

Windows-based program that is both 

portable and easy to use, replacing 33 

large handbooks composed of 700 

chapters, 12,000 pages of text and 

2,000 forms and illustrations. 
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been eliminated, saving scarce time and resources. 
([his year there will be a one-time-only transition 
report not to exceed 12 pages.) 

One of the most serious oversights in the old hand
book system was the promulgation of procedures that 
were not clearly linked to specific policies. In the new 
two-tier system, policies are immediately followed by 
all related procedures. The essential rule is that while a 
policy can be delineated in the ADS without related 
procedures, procedures cannot exist without motivat
ing policies. This simplification has eliminated one of 
the most confusing aspects of the handbooks. 

The new ADS system is revolutionizing USAID's abil
ity to collect, organize, access and report on 
policy-related information. A module called Document 

Generator can locate and gather information from the 
system and reorganize it into several document for
mats. This capability makes it possible to create 
accurate, timely reports and to improve communica
tion with our partners and customers. Hyperlink - the 
ability to move from one document to another and 
back again - is already part of the ADS. The system 
will soon incorporate two other software modules: 
Proximity Search - searches a specified portion of text 
(sentence, paragraph, page) for terms in proximity to 
one another; and Highlighted Search - highlights the 
word or term being sought wherever it occurs in the 
specified text. 

As of April 1, 1996, with the new system well on its 
way to completion, USAID had fulfilled the executive 
mandate to reduce the agency's internal directives and 
regulations by at least 50 percent. 



Toward the New USAID II: _~~~:£:~l Customer Service 
Planning: Improving 
Service Delivery and 
Obtaining Better 
Feedback 

Three Years of 
Reform Progress 

The president's Executive Order No. 12862 of 
September 1993 required that all federal agencies 
develop and implement customer service plans to mea
sure customer satisfaction, improve program 
responsiveness and performance, and report results. 
Led by members of the reengineering task force, rep
resentatives of regional bureaus and Washington 
support offices developed operational definitions of 
USAID's overseas and domestic customers, partners, 
and stakeholders. Customer 

strategic planning as part of the Automated Directives 
System. 

Customer service plans have been prepared by field 
missions and other operating units, identifying and 
segmenting intermediate and ultimate customers for 
USAID programs; indicating how the agency obtains 
customer input and feedback; setting forth customer 
service delivery principles and measurable standards 
for quality, timeliness, and transparency; and stating 

specific contact points for 
service officers were ............................................................................................................. customer inquiries. USAID 

appointed to provide expert USAID'S Customer Service Plan has published and dissemi-
assistance to field missions nated its Agency Customer 
and to Washington operat- received praise from the National Service Plan, which received 

ing units. Working with the Performance Review and the praise from the National 
customer service advisory Performance Review and the 
group, these officers devel- Administration. Administration. The team 
oped policy guidelines, ............................................................................................................. prepared training modules 
operations plans, and a on delivery of customer ser-
wide array of supporting materials to assist agency vice, and staff training began in the summer of 1996. 
units in developing customer service plans and surveys. Support for operating units in the development and 
These initial efforts were followed by on-the-ground improvement of customer service planning and cus-
support to the agency's Country Experimental tomer feedback needs to be institutionalized and 
laboratory missions (CEls), where initial plans were expanded as a permanent part of USAID's new way of 
tested, modified, and then shared widely throughout doing business, and lessons learned about customer 
the agency. Customer service planning was incorporat- service need to be collected and shared systematically. 
ed as an integral element in every operating unit's 
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Toward the New USAID II:JY~~",",~" Lessons 
Wdhout< 

Three Years of 
Reform Progress Borders 

Two years ago in Baltimore, USAID launched a 
national initiative to share practical techniques 
learned in 30 years of development work abroad to 
help solve similar problems at home. Lessons Without 
Borders serves as a catalyst for helping Americans 
find solutions to some of our cities' social and eco
nomic problems. 
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To date, USAID has introduced Lessons Without 
Borders in four u.s. cities - Baltimore, Boston, 
Seattle and Washington, D.C. The exchanges in 
Baltimore and Boston dealt with a variety of issues 
including health care, family planning, microenterpris
es, education and housing. The program in Seattle 
focused on the environment, and in Washington, D.C., 
on health care. Nearly 1,000 people from business, 
local government and community-based organizations 
have learned tested methods that might be adapted to 
improve the ways they provide services in their own 
communities. 

Some of the results of the conferences in Baltimore 
and Boston include technical workshops on family 
planning, immunization and economic growth; a 
factfinding tour to Kenya and Jamaica where nine 
Baltimore health care and economic development 
professionals observed how USAID programs operate; 
and a grant from the Cabot Corporation to train 

women in low-income communities in Boston to 
serve as community health volunteers. The Kenya trip 
prompted Baltimore to launch a massive immuniza
tion campaign using some of the social marketing 
techniques seen in Kenya. By the end of 1995, the 
immunization rate of school-age children in Baltimore 
had increased from 62 percent to 96 percent. 

The Lessons Without Borders kick-off in the District 
of Columbia took place on January 24, 1996. This 
partnership between USAID and the D.C. Housing 
Authority concentrates on the efforts of residents of 
the Arthur Capper Housing Development, located in 
Southeast Washington, to bring health care services 
into their community. 

Baltimore launched a massive 

immunization campaign using 

some of the social marketing tech

niques seen in Kenya. By the end of 

1995, the immunization rate of school

age children in Baltimore had increased 

from 62 percent to 96 percent. 



Toward the New USAID II:.;~~~1 What's 
Next? 

Three Years of 
Reform Progress 

A. Institutionalizing Change 
USAID is now completing one of the most sweep

ing management improvement initiatives in the 
federal government, involving dramatic changes in 
program and management operations. It is now a 
revitalized organization that aspires to be one of the 
best managed and most efficient agencies in the fed
eral government. It now must capitalize on its initial 
gains and move aggressively to make these changes a 
permanent feature, institutionalizing the procedures 
and the culture changes that have made the agency 
more efficient, more responsive and less costly. Much 
has already been accomplished in this regard: the 
new Automated Directives System, our new 
Employee Evaluation Program, and the New 
Management System. 

In addition, extensive training has been under way 
to reorient the basic culture of USAID to stress cus
tomer service, teamwork, performance results, 
employee empowerment and workforce diversity. This 
training is being carried out at all levels but perhaps is 
most important at the senior management levels to 
ensure that managers are firmly committed to replac
ing traditional hierarchical relationships with more 
facilitative and coaching approaches. 

Recognizing that institutionalizing change would be 
a critical part of the reform process, agency leadership 
established a new Office of Management Planning and 
Innovation to ensure that reforms are institutionalized 
in a systematic way. This office serves as a catalyst for 
institutional adjustments. For example, a temporary 
Results Oriented Reengineering (ROR) team was 
established to provide necessary assistance to adapt 
and to translate the new directives and reengineering 
principles to specific situations at headquarters and in 
missions overseas. ROR is participating in the develop-

ment of strategic objectives, management contracts, 
and customer service plans. The ROR staff also partici
pates in the Results Review and Resource Request (R4) 
submissions and in other key activities to help agency 
employees structure their work in a manner that con
forms with the new way of doing business. As the 
Bureau for Policy and Program Coordination and the 
other bureaus-both central and regional-become 
increasingly knowledgeable and comfortable with 
reengineered operating principles, the need for a sepa
rate entity within the Management Bureau (i.e., ROR 
Team) to monitor and to foster this progress will 
diminish. In fact, the conditions that will allow ROR 
to be abolished will be a measure of USAID's ultimate 
success in adopting and institutionalizing change. 

Much more needs to be done to ensure that the new 
business approaches are fully adopted by the agency. 
The administrator and leadership of the agency are 
committed to the "continuous change" process, which 
is the heart of a "learning organization." Thus, USAID 
will continue to refine and streamline its operations, 
structure and systems to achieve the goal of being an 
agency that "works better and costs less." 

Recognizing that institutionalizing 

change would be a critical part of 

the reform process, agency leadership 

established a new Office of 

Management Planning and Innovation 

to ensure that reforms are institution

alized in a systematic way. 
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B. Learning: The Final Link 
Employees had only months, not years, to learn to 

use the new systems, and to incorporate the core val
ues into all their attitudes and work. Making the task 
even more difficult, the systems and training had to be 
designed simultaneously. The traditional USAID train
ing methodology, relying heavily on the classroom, 
would have been too expensive and too slow. USAID 
has had to become a "learning organization"-an 
agency that is continually learning in order to trans
form and improve itself. Such learning occurs 
continuously on the jolr--at the desk and in the office, 
not just in classrooms or training sessions. Employees 
learn the most from each other. Individuals must take 
responsibility for their own learning, as well as realize 
that team learning is essential to team success. 

Two large reengineering training task forces, with 
support from the Training Division and drawing on 
reengineering experts from throughout the agency and 
outside, then set out to teach 8,500 employees world
wide to understand and use the reengineering theory 
and practices, the new Program Operations System, 
and the New Management System within one year by: 
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• Providing over 200 USAID staffers with the knowl
edge and skills to teach mission, regional, and 
headquarters employees the operations system and 
then coach them to success. 

• Training an additional 200 USAID staffers to teach 
the New Management System to all employees and 
serve as in-house resources for assistance. 

• Setting up two learning E-mail networks for the 
operations system and management system trainers 
to get immediate answers and advice on technical 
and training questions. 

• Teaching employees WordPerfect for Windows, 
essential for the new software systems, through self
study tutorials, manuals and classroom training. 

• Opening a self-directed learning laboratory. 
• Piloting a video workshop on key team coaching 

skills. 
• Teaching employees how to create and use learning 

networks-electronic and personal-to do virtual 
teaming with experts and resources throughout the 
world. 
The Training Division was renamed the Learning 

Support Center, and its staff trained to use new tech
nology and alternative learning methods. The center 
will be greatly expanded in the future to meet the 

demand for self-study. Other plans for the future 
include: 
• Preparing self-study CD-ROM tutorials for the new 

systems. 
• Setting up mini-learning resources centers in all mis

sions and major offices. 
• Continuing to support the reengineering trainers and 

help them go beyond that role to become agency 
change agents. 

These changes involve continuing challenges, the 
greatest of which will be: 
• Convincing managers that learning at the desk or 

learning in teams is productive work time. 
• Finding ways to reduce the flow of unnecessary 

information so that the information that reaches 
individuals is kept at a learnable level, while making 
sure people get the information they need when they 
need it. 

• Teaching USAID staff to use the full potential of 
technology, including Internet and group software. 

• Keeping agency trainers/change agents motivated 
and freeing their time to do the work. 

• Conducting well-run video workshops worldwide 
and eventually getting video and sound capability to 
all desks. 

The learning organization approach - which has 
been adopted by most major private sector companies 
to accommodate today's rapid change - is essential if 
USAID is to build steadily on its successes. 



Toward the New USAID II: ;~~~~.;;. .. Conclusion 

Three Years of 
Reform Progress 

A presidential commission - the Ferris Commission 
- reported in 1992 that USAID was "hamstrung by 
waste, poor communication and just plain mismanage
ment." 

The chairman of that commission, George Ferris, 
came back last year to see what had been done and 
declared, "This is the most remarkable transformation 
of a government agency I have ever seen." 

That dramatic transformation has continued. Three 
years into the reinvention of USAID, we have com
pleted most of the structural and organizational 

changes. We have cut 
............................................................................... unnecessary layers of 

66 T his is the most remark

able transformation of a 

government agency I have 

ever seen." 

management, pared mis
sions so we can focus 
limited funds where we 
can make the most differ
ence, and refocused on 
today's challenges and 

............................................................................... opportunities. 
The examination and 

evaluation of virtually every aspect of the agency and 
its mission were conducted by teams of USAID 
employees - the people who understand it best -
incorporating into the process of reorganization, 
restructuring and renewal the core values established 
as part of the reinvention goals. Everyone in the 
agency has been involved in some way in this effort, 
and the ideas, hard work and comments of both field 
office and Washington staff have not only made the 
process possible, but made it profitable for all con
cerned. USAID has successfully mounted one of the 
most sweeping management improvement initiatives in 
the federal government. As the remaining systems are 
phased in and the newly configured agency takes final 
shape, the full benefits of this effort will be even more 
evident. 

These new policies, systems, and processes are 

The examination and evaluation of 

virtually every aspect of the agency 

and its mission were conducted by 

teams of USAID employees-the people 

who understand it best. 

already allowing USAID to make better use of the 
broad range of talents, knowledge and skills of our 
dedicated staff. These reforms give them the authority, 
flexibility and technological tools to do their jobs and 
to be more innovative and effective in meeting the 
needs of our customers around the world. 

Our original goal was to revitalize the agency so that 
it would work better and cost less. We have done 
both. Severe budget cuts have forced us to do less than 
we had planned in some places and some situations. 
The RIF brought on by these cuts caused us to lose 
some valuable people and to divert others temporarily 
from our primary goals in order to plan and carry out 
the RIF process. Now that the interruptions caused by 
the RIF are past, we are completing the planned 
changes with renewed vigor. Despite these setbacks, 
USAID has already emerged as a smaller, more flexi
ble, more responsive and more efficient organization, 
with greater participation of stakeholders and cus
tomers at every stage of our activities. 

USAID has a proud history. We are a frontline 
agency, and the success of this reinvention effort ulti
mately will not be measured by reports or outside 
evaluations. It will be measured by the lives saved in 
disasters and the disasters we are able to prevent -
the improved health of mothers and children - the 
new economic opportunity for the poor in crowded 
cities and rural villages - the epidemics and conflicts 
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and environmental damage that are prevented from 
reaching our own shores. The success of this reinven
tion will be judged by the strength of institutions we 
help to build in nations making the transition to 
democracy and free enterprise, and by the sustainable 
development that not only brings greater prosperity to 
the poor in developing nations, but provides new mar
kets and investment opportunities that keep the 
American economy strong and growing. Ultimately, 
our success will be measured by whether our work 
contributes to building a more peaceful world, where 
the rights of all people are respected and protected, 
and individuals have the opportunity to make better 
lives for themselves and their children. This is the real 
goal our reinvention is designed to achieve. 

Ultimately, our ~uccess will be 

measured by whether our work 

contributes to building a more peace

ful world, where the rights of all 

people are respected and protected, 

and individuals have the opportunity 

to make better lives for themselves 

and their children. This is the real goal 

our reinvention is designed to achieve. 

USA I D CONTACTS 
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Public Inquiries: Bureau for Legislative and 
Public Mfairs 
(202) 647-1850 

Procurement: Bureau for Management 
(703) 875-1150 

Business Opportunities: Center for Trade and 
Investment Services (CTIS) 
(202) 663-2660 or 1-800-872-4348 

Office of Small and Disadvantaged Business 
Utilization (703) 875-1551 

Private Voluntary Organizations 
(703) 351-0222 

Mailing Address: 
USAID Office of Public Inquiries 
Bureau for Legislative and Public Mfairs 
320 21st Street, N.W. 
Washington, D.C. 20523-0016 

Internet Home Page: www.info.usaid.gov 
Internet Gopher: gopher.info.usaid.gov 
Internet E-Mail: pinquiries@usaid.gov 



CHRONOLGY OF EVENTS - USAID REFORMS 

Administrator announced USAID 10/93 Issued Agency Strategic Framework and 9/95 
reorganization plan Indicators for FY 95/96 

Administrator announced closing of 21 11/93 Issued Phase \I of USAID Customer Service Plan 9/95 
USAID field missions 

Issued series of brochures on Changing Roles 9/95 
Announced 20% reduction in personal 2/94 in the Reinvented USAID 
services contractors 

Implemented new program operations procedures 10/95 
Issued Agency Strategies for Sustainable 3/94 
Development Issued final Procurement Reform Report 10/95 

Completed "rightsizing" of USAID 3/94 
organizational units 

Implemented Agency Automated 10/95 
Directives System 

Completed acquisitions and assistance 5/94 Began testing and training on new 10/95 
business area analysis management system 

Completed budget business area analysis 8/94 Began implementation of components of new 10/95 
management system 

Completed procurement reform 8/94 
Closed 10 field missions FY95 

Inniated pilot project in performance planning 8/94 
and measurement under the GPRA Initiated property management business 1/96 

area analysis 
_Issued Phase I of Agency Customer Service Plan 9/94 

Issued Agency Performance Report for 1995 2196 
Established Country Experimental Lab program 10/94 
for reengineered program operations processes Administrator sent memorandum to Secretary 3/96 

of State on reduction and downsizing of 
Completed AWACS business area analysis 12/94 field missions 

Closed five field missions FY94 Issued Reengineering Best Practices Report 3/96 

Completed program operations business 2/95 
(based on CEls) 

area analysis Completed Overseas Workforce 5/96 
Restructuring Analysis 

Completed Overseas Reinvention Impact Review 3/95 
Began limited implementation of 7/96 

Issued Agency Strategic Implementation Guidelines 3/95 new management system worldwide 

Implemented new Personnel Performance 4/95 Implemented new management 10/96 
Evaluation System system worldwide 

Completed human resources business 8/95 Closed six additional field missions FY96 
area analysis 

Completed one year experiment'on 9/95 
reengineered program operations processes 

25 ...... -....... . 







U.S. Agency for International Development 
320 Twenty-first Street, N.W. 

Washington, D.C. 20523 

TELEPHONE 
202-647-1850 

INTERNET 
gopher.info.usaid.gov 
www.info.usaid.gov 

October 1996 


