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• MORNING
09 00

09 20

EXECUTIVE EDUCATION SEMINAR
FEBRUARY 22 - 23

DAY ONE

INTRODUCTIONS - FaCllltators

Course ObJectlves
Partlclpant Introductlons
Revlew Agenda

DISCUSSION OF PPC SEMINAR OBJECTIVES- AA/PPC Col1n
Bradford What do we want to accompllsh In thlS
semlnar and what comes next?

•

09 30

10 00
10 15

11 15

12 15

1 30

THE WHAT AND THE WHY of REENGINEERING ­
Facllltators
BREAK
UPDATE ON REENGINEERING ISSUES - What's happened
Slnce PPC TOT Tralnlng?
-- How far has USAID gone?
-- What are the lmpllcatlons for PPC?
Rlchard Byess and John Blerke
-- ReVlew of NMS Implementatlon Schedule
Larry Tanner

STATUS OF PPC REENGINEERING - TOT Tralnlng

Brlef OverVlew of Bureau TOT Tralnlng and
acccompllshments, What does the Bureau Know, What
lS the knowledge base among PPC Staff- Jlm Hester
Management Issues from TOT Tralnlng - Annette
Bennedyke
Plannlng Issues for Movlng Forward wlth
Reenglneerlng - Rose Marle-Depp

LUNCH

TEAMING AND TEAM BUILDING - What's new?
-- Types of Team Roles In PPC
-- Declslon maklng, Leadershlp and Delegatlon
-- Team Communlcatlon wlthln the Bureau and as
Vlrtual Team Members

•

2 15

2 30

3 15

3 45

4 00

BREAK

REENGINEERNG EXPERIENCES IN WASHINGTON/MISSIONS
-- M/AS Cathy Smlth
-- Guatemala L1Z Warfleld

TEAM ISSUES FOR SO's and CUSTOMER SERVICE PLANS

EVALUATION/REFLECTION

END OF DAY ONE
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EXECUTIVE EDUCATION SEMINAR
FEBRUARY 22 - 23

DAY TWO

FEEDBACK/REFLECTIONS AND AREAS OF INTEREST,
PLANNING FOR TODAYS AGENDA

DEVELOPING STRATEGIC OBJECTIVES, CUSTOMER SERVICE
PLANS AND RESULTS FRAMEWORKS FOR PPC--What do we
need to do?

BREAK

CONTINUATION

REPORT BACK FROM TEAMS AND DISCUSSION WITH AA/DAAs

LUNCH

OPERATIONS PLANNING

What changes are necessary on the part of PPC
Managers to lmplement reenglneerlng plans?

BREAK

AGENDA FOR PPC'S RETREAT

EVALUATION

END OF SEMINAR
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PPC ACTION AGENDA FY 96

THREE PRIORITIES' (1) MANAGING FOR RESULTS AND STRATEGIC PLANNING

(2) POLICY DETERMINATION/CLARIFICATION

(3) PROGRAM COORDINATION

(1) MANAGING FOR RESULTS

A AGENCY STRATEGIC PLAN: PPC wlll manage the process of
developlng the Agency's Strateglc Plan as called for by OMB An
executlve worklng group (PPC and other concerned Bureaus) wlil
prepare a tlmellne by the end of November WhlCh wlll lnclude a
detalled outllne, speclflc tasklngs and deadllnes and a process
for vettlng the Plan through the Agency Date of Completlon
(DOC) September 30, 1996 (JBallantyne)

B BUDGET: PPC wlll advlse Agency management on budget
allocatlons for the current FY and outyears PPC wlll act as the
Agency's "honest broker' In advlslng on reglonal and sectoral
budget allocatlons, taklng lnto conslderatlon overall Agency and
Admlnlstratlon prlorltles ThlS lnvolved actlve contrlbutlons to
the overall Agency budget process, lncludlng the followlng tasks
(a) FY 970MB submlsslon and defense, (b) flnal FY 96 OYB
allocatlons, © Narratlve for FY 97 CP, and (d) gUldance for FY 98
budget submlsslons DOC Ongolng (RMDepp/PBC Staff)

C ANNUAL PERFORMANCE REPORT PPC wlll work wlth other bureaus
to complete the 1996 Annual Performance Plan The 1996 Annual
Report wlll contaln sectlons on Managlng for Results as well as a
general stocktaklng on operatlons reenglneerlng DOC (a) Flnal
draft ready for clearance November 10, 1995, (b) Flnal Report
to prlnter by December 15, 1995 (SSmlthjCDIE Staff)

D CDIE IMPACT EVALUATIONS: CDIE wlil conduct up to ten
addltlonal Impact Evaluatlon studles, In the areas of leglslatlve
development energy conservatlon, and food ald, lncludlng
synthesls reports, WhlCh wlil report conclsely on the RESULTS of
long-standlng USAID flnanced lnltlatlves DOC Ongolng
throughout year (SSmlthjCDIE Staff)

(2) POLICY DETERMINATION/CLARIFICATION:

A SYNTHESIS OF USAID POLICIES PPC wlil undertake an analysls
of all eXlstlng pollcles, comlng up wlth a master llst of all
current pollcles, lncludlng (a) date publlshed, (b) brlef NTE one
page synopsls of current P011CY, and (c) recommendatlons of where
current pollcy needs to be updated DOC January 30, 1996
(RGreenjCWelsklrch)



,

B STOCKTAKING EXERCISE. WHERE ARE WE IN MEETING STATED AGENCY
OBJECTIVES AND GOALS, ESTABLISHED AT THE BEGINNING OF THIS
ADMINISTRATION. THESE WILL BE 'STATE OF THE ISSUE" INFORMATION
MEMORANDA TO THE ADMINISTRATOR INCLUDING ESTABLISHING AN AGENDA
FOR FUTURE ACTIVITIES, WITH A TIMELINE. STOCKTAKING EXERCISES
WILL LOOK AT IMPACT AND ACTUAL RESULTS OF ACTIVITIES WITHIN
SECTORS,

-- Agency Research Agenda WhlCh develops a cross-sectoral
V1Slon WhlCh artlculates the role of research In USAID's
mlSSlon to promote sustalnable development DOC
December 20, 1995 (FCarr)

-- Partlclpatlon Inltlatlve DOC December 20, 1995
(DLavoy)

-- Follow-up to Calro Populatlon Summlt, Copenhagen
Soclal Summlt, BelJlng Women's Summlt, DOC December 20,
1995 (NDaulalre)

-- Donor Coordlnatlon where we are on Common Agenda
wlth Japan, Agenda wlth ED, other "Partnerlng"
agenda ltems, DOC December 20, 1995 (CThorup)

Democracy Inltlatlves, DOC December 30, 1995 (LGarber)

Envlronmental Inltlatlves, DOC December 30, 1995
(GPrlckett)

-- Gender Plan of Actlon DOC December 20, 1995 (PBagasao)

C ISSUANCE OF NEW OR UPDATED POLICY PAPERS: W111 1nclude, but
not be I1m1ted to the follow1ng:

• Flnal GUldellnes on Nonpresence Countrles
DOC November 30, 1995 (LGarber)

Blodlverslty PollCy Paper
(GPrlckett)

DOC December 20, 1995,

t --

Food Securlty POI1Cy Paper DOC
Aprll 30, 1996 (NDaulalre)

Graduatlon//Exlt strategy POI1Cy Paper
Aprll 30, 1996 (MCrosswell)

DOC>
C1Vll Soclety Pollcy Paper

(LGarber)
DOC December 20, 1995

Hlgher Educatlon Pollcy Paper, DOC Aprll 30,
1996 (CWelsklrch)



(3) PROGRAM COORDINATION:

A FOCUSSED PARTNERSHIP GUIDELINES: PPC wlll develop selectlve
strategles wlth other donor agencles and lnstltutlons on
speclflcally ldentlfled areas of complementary actlons wlthln the
context of reduced bUdgetary resources PPC wlll coordlnate
strategles for downslzlng the elements of the development
cooperatlon system Actlons wlll focus on (a) bllateral donors,
(b) multllateral development banks, (c) UN agencles, and (d)
others DOC For New GUldellnes June 30, 1996 (CBradford)

B NEW PARTNERSHIP INITIATIVE (NPI). PPC wlll lead Task Force
to pllot test NPI, lncludlng establlshlng and testlng NPI models
wlth selected Leadlng Edge Mlsslons, and worklng wlth donor
partners to test thelr lnterestjablllty to lnclude NPI In fleld
programs DOC Ongolng (CThorupjDC staff)



STAGES OF GROUP DEVELOPMENT
Adapted from R B Lacoursiere, The LIfe Cycle of Groups Group Development Stage Theory (New Your Human Service Press, 1980)
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IF THEN
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PRODUCTIVITY: LOW

MORALE: MODERATELY HIGH STAGE 1 - ORIENTATION

PRODUCTIVITY LOW - MODERATE

MORALE LOW STAGE 2- DISSATISFACTION

PRODUCTIVITY: MODERATELY HIGH
MORALE· VARIABLE and IMPROVING STAGE 3 - RESOLUTION

PRODUCTIVITY. HIGH

MORALE. HIGH STAGE 4 - PRODUCTION
A HIGH-PERFORMING TEAM'
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LEADERSHIP AND STRUCTURE OF TEAMS

SOME CASES FROM THE DRAFT ONE-YEAR eEL REPORT

USAID DOMINICAN REPUBLIC - Contracts establ~shed between team and
team leader, each team negot~ated and def1ned leaders role; front
off1ce held leaders accountable for fulf1ll1ng the Job as def1ned
In the contract wlth the team

USAID MALI - The Steer1ng Comm~ttee proposed a short 11St to the
D1rector for each team leader pos1t1on, once selected by the
D1rector, each team leader developed h1s/her own team
organ~zatlon chart; the M1SSlon conducted open bldd~ng on team
members, who were selected by team leaders

USAID PHILIPPINES - Reta1ned off1ce structure alongs~de a team
structure for adm1nlstrat1ve reasons and to glve employees a
sense of secur1ty, some confus1on w1th the parallel structure but
lt glves fleX1bll1ty to adJust team structures and calls for
greater rel1ance on profess1onal Judgement 1n more 1ndependent
work env1ronments

BOW ~GBT THE FOLLO~NG POINTS FROM REPORTS BY CELS ON USAID'S
EXPERIENCE WITH TEAMS OVER THE PAST YEAR INFORM DECISIONS BY PPC
ON ORGANIZING FOR OPTIMUM EFFECTIVENESS ~THIN THE AGENCY?

• Success of future work w11l depend to a large extent on
1nculcat1ng the value of multlfunct1onal, empowered teams,

•

•

•

•

•

•

W1despread buy-~n to the team concept 1S key to successful
reeng1neer1ng,

The team structure requ1res more flu1d, less structured, Job
descr1pt1ons,

What makes the teamwork concept excel 15 def1n1te comm1tment
by all members to carry the team's mandate forward,

Extens1ve tra1n1ng, espec1ally team bU1ld1ng tra1nlng, 1S
cr~tlcal to successful reeng1neerlng,

Informat1on flow 1S a cruc1al qU1d pro quo for assur1ng the
success of the team structure,

Teamwork led to 1ncreased empowerment and ownersh1p by
staff

•
2/21/96
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Building Teamwork in USAID's
Dominican Republic Mission

I n 1994 USAID's MIssIon m the Do­
millican RepublIc was designated a

country expenmental laboratory for Agency
reengmeenng efforts That fall, MISSion man­
agement completed several actiVIties to pre­
pare ItS staff for a team-based approach to
operatIOns SpecIfically, It
• Scheduled a MissIOnwide retreat, WhICh

developed a VISIon and values statement,
bUilt a shared understandmg ofreengmeer­
mg concepts, and commItted staff to
changmg the way busmess IS done

• Created a reengmeenng task force

• EstablIshed an Employee Development
CommIttee that helped conduct career en­
hancement actIvItIes

• OrganIzed a strategIC management work­
shop to obtam mput and commItment to
the MISSIon's strategIc objectives

• Formed strategIc objectIve workmg
groups responsIble for sharpenmg the MIS­
SIOn's strategIC ObjectIves

As MISSIOn staff began to Implement
reengmeenng concepts, they became aware
that many of these concepts were slgnifi­
cantly changmg the way the MISSIOn dId
busmess MISSIon management, commItted
to reengmeenng's core values of empower­
ment and partIcIpatIOn, wanted to aVOId Im­
posmg strategIes and deCISIons Management
understood WIdespread acceptance of new
concepts was essential for success MISSIon
staff needed to understand changes and par­
tICIpate m analyzmg optIOns and makmg
chOIces Staff needed to make thoughtful de­
CISIons about the compOSItIon ofstrategIC ob­
Jective (SO) and results package (RP) teams,
selectIon and responsIbIlIties ofteam leaders,
team relatIOnshIps WIth the front office and
support offices, and procedures to work
closely WIth customers

In May 1995, MISSIOn management
asked the Trammg Resources Group (TRG)

to help deSIgn and conduct a senes of work­
shops on team-based approaches to develop­
ment ThIS report descnbes that effort and
mcludes recommendatIons for usmg teams m
MISSIOn actIVIties The goals of the work­
shops were for MISSIOn staff to

• Understand the team approach and make a
commItment to usmg It for MISSIOn opera­
tions

• DeCIde how the MISSIon would orgamze
and operate to support new teams

• BuIld skIlls and knowledge to be effective
team members

• ClarIfy team leader role and bUild SkIlls
needed to be effectIve

• IdentIfy next steps and create an actIOn
plan

Workshop Activities
and Outcomes

The table below lIsts major workshop
actIVItIes and reqUired SkIlls, followed by a
session-by-sessIOn dISCUSSIon of the work­
shop senes

Mtsswn Team-butldtng
Exerctse Conducted

The entIre MISSIOn (67 partICIpants) at­
tended a half-day, team-bUIldmg workshop
The agenda mcluded a presentatIOn by the
faCIlItator entitled "Why OrganIzatIOns Use
Teams What Does It Get You," and a team­
bUIldmg exerCIse The exerCIse helped par­
tiCIpants learn about teamwork

Strategtc ObJecttve Teams Created
The 33 staff members who would be­

come members of strategIC ObjectIve (SO)
teams partICIpated, along WIth the dIrector
and deputy dIrector The faCIlItator made a
presentatIon about effectIve teams, followed

10



USAIDIDoIDlnlcan Republic Teamwork Workshop ActIvities

DeCISIon-makmg and Planmng Activities

• Determme MIssiOn structure to support teams

• Agree on SO team membershIp

• Select team leaders, clardy theIr roles

• Agree on role of front office

• Plan/start SO team actIvIties

-Purpose of the team

-Performance goals

-Work109 agreements

-Workplan

• Plan next steps for establtshmg RP teams

Skills and Knowledge Gamed

• Understand benefits ofteam approach

• BuIld new mental models for teamwork

• Understand team leader's role and how to relate to team members

• BuIld team SkIlls

-Problem-solvmg, declSlon-makmg

-PartIcIpatIve problem-solvmg or decision-makmg meetmgs

-FacilItatmg team member mteractiOns

-BaSIC commUnICatiOn SkIlls

-GIvmg/recelvmg feedback

• Create and mamtam team learnIng framework for contmuous Improvement

by dIScussIon The group revIewed the pur­
pose and mandate of SO teams IndIVIduals
were asked to select the strategIc ObjectIve
they were most mterested 10, agreemg to de­
vote 80 percent of theIr time to that one stra­
tegIC ObjectIve

Through analysIs and dIScussIon, teams
were formed One Issue needed further work
before deCISIons could be made how much
time team members could expect from Sup­
port offices (controller, project development,
and contracts office), and where these team
members would SIt

The fIrst aSSIgnment of the newly
formed SO teams was to IdentIfy who would
be on theIr extended (VIrtual) team Teams
dIscussed the roles and responSIbIlItIes ofex­
tended team members and how they mIght
mvolve extended team members m day-to­
day actIVItIes

Prmclpal outcomes

• IndIVIduals deSIgnated to work on an SO
team selected the team they were most
mterested 10, deCISIons were not Imposed

• Teams began formmg themselveS-inItI­
atmg the process of team-bUlldmg and

2



Empowered teams
To foster productive teamwork, MIssIOn staff needed to learn new skIlls and embrace

dIfferent attItudes Empowered teams must

• CommIt to a team approach for MISSIOn operatIOns, mcludmg an understandmg of the
advantages of team models and expected benefits

• Conduct appropnate team startup actiVItIes that enable teams to clanfy theIr mandate and
purpose, establIsh performance goals, develop and agree on team workmg agreements,
and develop a work plan

• Create and mamtam a team learmng framework that WIll enable the team to be conscIOUS
of Its learnmg and manage ItS contmuous Improvement

• Test and develop models of high-performmg teams small groups of staff WIth comple­
mentary SkIlls who are commItted to a common purpose, work closely together, hold
themselves mutually accountable, and produce extraordmary results

• Develop technIcal, problem-solvmg, and mterpersonal SkIlls to functIon effectIvely as a
team-thIS mvolves several new skIlls for USAID staff

• Help team leaders understand theIr role and how It dIffers from a supervIsory role Team
leaders must be wIllIng and able to perform m a faCIlItative, nonhierarchical manner (thIS
IS a SIgnIficant cultural change for USAID staff, mvolvmg a number of new skIlls)

adoptmg the values of empowerment and
mutual accountabIlIty

• SO teams began to share resources, buIld­
mg a wm-wm, collaboratIve approach
For example, smce human resources were
lImIted, one team's havmg more resources
would JeopardIze the success of all other
SO teams WIth gIve and take, each team
had to work out the best allocatIOn of hu­
man resources among them

• DeCISIOns were made Jomtly by the 33
staff members The dIrector and deputy
engaged In dISCUSSIons but dId not Impose
solutIOns, whIch IndIcatmg the extent to
whIch the teams were empowered

Leadershtp Issues Resolved
In one seSSIOn, partICIpants engaged In

dISCUSSIons on leadershIp PrevIOUS readIng
aSSIgnments had helped partICIpants under­
stand how other organIzatIOns define leader­
ShIp of self-managmg work teams The
faCIlItator made a presentatIOn on leadershIp
roles and responsIbIlItIes, followed by dIS­
CUSSIon

Although the dIrector and deputy ap­
pomted team leaders, they dId not clanfy the
leaders' role SO teams met to define theIr
approach to leadershIp and all dIscussed van­
ous leadershIp optIOns Teams worked to­
gether to define the role of theIr team leader
The dIrector made the followmg statement to
team leaders

We thInk you are a good chOIce for the role
of team leader, however, we want to be
clear You WIll be expected to carry out thIS
role as your team has descnbed It We see It
as a contract between you and your team,
and we m the front office WIll hold you
accountable for fulfilImg the Job as It has
been descnbed If you would rather not take
the asSIgnment for any reason, that IS okay
But Ifyou do accept, you are acceptmg It as
defined

Each team leader responded to thIS state­
ment m front of all partICIpants Each leader
saId that thIS was the nght way to go and that
he or she looked forward to workmg as a
team leader and bemg a faCIlItatIve leader
All agreed to carry out the Job to the best of
theIr abIlIty, as the teams had requested ThIS
was a powerful moment for the teams, and

3



moved them to a deeper level of empower­
ment and mutual accountabliity The teams
agreed to turn the defimtIOn they had devel­
oped for theIr team leader mto a contract
between the team and Its leader

Pnncipal Outcomes

• Teams defined the Job of team leader for
themselves, thus achIevmg empowerment

• Team leaders commItted to a contract WIth
theIr teams that calls for them to be facIlI­
tatIve

• All partIcIpants developed a common VI­
sIOn ofieadership on self-managmg teams

• Front office agreed to support teams and
team leaders as they set the stage for a
dIfferent style of leadershIp

Mtsswn Organtzatwn Determtned
The dIrector and deputy asked SO teams

for suggestIOns on MIssIon reorgamzatlOn to
support the teams After dIScussIons and ne­
gotiatIOns between teams and support of­
fIces, the group reached the followmg
agreements

SO teams would replace techmcal oj­
fices Staff thought the MISSIon's SIze was a
key factor m determmmg orgamzatlon struc­
ture Havmg both a tradItional office struc­
ture and an addItional structure of SO teams
mIght create conflIctmg structural frame­
works, makmg change more dIfficult The
group was determmed not to "put old wme m
new bottles," a clear consensus agreed to by
the dIrector and deputy

Extent ofsupport office partIclpatwn on
so teams was declded A more dIfficult Issue
was how much stafftlme each SO team could
have from support offices The group worked
to reach agreement m very collaborative,
analytical ways The support offices de­
SCribed theIr work volume, shared theIr con­
cerns about asslgnmg speCIfic mdIviduals to
SO teams, made It clear they were wdlmg to
work under the team approach, and made
offers regardmg how much time they could
devote to supportmg SO teams Both the SO
teams and support offices were satIsfied WIth
the agreements reached Throughout the
process, the deputy and dIrector offered sug­
gestions, clarIfied the bIg pIcture, and let the
teams and support offices reach theIr own

agreements on how they would work to­
gether

Office space taskforce created Another
dIfficult Issue was where to locate the desks
of the mdlvlduals assIgned to both a SO team
and a support office Several of the affected
staff volunteered to SIt WIth theIr SO teams,
others were more heSItant After some dIS­
CUSSIon, the group agreed to appomt an office
space task force that would make recommen­
datIons on how to allocate space m support of
SO teams ThIS was an excItmg develop­
ment, smce key deCISIOns once agam were
bemg developed by teams and offices m an
empowered enVIronment

Secretarzal support task force created
The group also agreed to appomt a task force
to study the secretanal support needs of SO
teams, talk WIth secretanes to determme theIr
mterests, and make recommendatIons on how
to mclude secretarieS on SO teams

Pnnclpal Outcomes

• The dIrector and deputy partICIpated m
dIScussIons, but CrItical deCISIons were the
result ofgroup consensus

• SO teams were pleased WIth theIr organ­
IZational deCISIons and commItted them­
selves to makmg them work

• SO teams and the support offices negoti­
ated how they would share staff m a col­
laborative, wm-wm manner, old turf wars
were put aSIde and anxIetIes began to dI­
mmlsh

• Office space would be allocated m ways
that support the teams' work, m addItIOn,
SO teams developed the Idea of rearrang­
mg space and WIll work together to reach
agreements

Front Offtee Role Clanfted
Each SO team met to dISCUSS the role

and responsIbIlItIes of the MISSIon dIrector
and deputy, and to descnbe theIr expecta­
tIOns The front office also IdentIfied and
descnbed ItS role and responsIbIlItIes The
teams and the front office then related theIr
perspectIves and agreements were reached
Some of the front office responsIbIlities
agreed to by partICIpants are shown 10 the box
below

4



Front OffIce Role IS to
• ProvIde clear understandmg ofthe MIS-

sIOn's strategIc and politIcal context

• Establish VISIon and dIrectIOn

• Empower SO teams to make decIsIOns

• FacIlitate conflIct resolution among SO
teams Ifnecessary

• Mamtam open commUnICatIon

• ProvIde dIrect and honest feedback

• Create a learnmg organIZatIOn by for­
gIvmg mIstakes as the MISSIon learns
new ways of operatmg

Prmcipal Outcomes

• The front office clearly stated It mtend to
use a faCIlitatIve, coachmg management
style

• SO teams partICIpated m establIshmg thIS
management style

Agreements CommuntCated
to Enttre MIssIon

Smce SO teams and the front office had
reached several agreements, the rest of the
MISSIon needed to be mformed The entire
MISSIon was asked to attend an addItIOnal
one-day workshop At the begmnmg, each
SO team workshop partICIpant paIred up WIth
one person who had not attended earlier ses­
SIons and dIscussed the deCISIOns that were
made All flIpcharts were dIsplayed and each
paIr walked through the "gallery" and dIS­
cussed each pomt ThIS proved an effectIve
way to develop MISSIOn ownershIp of the
changes

Team Startup Actwltles Planned
Hlgh-performmg teams plan theIr work

before begmnmg It ThIS set of actions IS
called team startup actiVIties Durmg the
workshops, SO teams had time to thmk about
the four startup actIVIties (see below), work
on some of them, and plan how and when the

startup actiVItIes would be completed The
four startup actIVIties are

I Withm each team, clarIfy and develop
a common understandmg of the purpose of
the team-Its mandate for action

2 Develop performance goals for the
next 6 to 12 months-actual work. products
and accomplIshments to be achIeved and for
whIch the team IS WIlling to be held account­
able

3 Develop a set ofstandards or operatmg
agreements for the team-ways of workmg
together that each team member can agree to
and be held accountable for

4 Develop a work plan for the next 6 to
12 months

EffectIVe Team Knowledge
and SkIlls BUIlt

Effective teams have 1) techmcal SkIlls
for theIr area of work, 2) team problem-solv­
mg and declslon-makmg SkIlls, and 3) mter­
personal commumcatIOn SkIlls Workshop
seSSIOns were devoted to developmg team
problem-solvmg and decisIOn-makmg and
mterpersonal commumcatIOns SkIlls The
teams' actual work was used for SImulated
seSSIons where speCIfic new skIlls could be
practIced

For example, a seSSIOn was held on how
to plan and faCIlItate productIve problem­
solvmg and decision-makmg meetmgs The
faCIlitator presented a model, whIch was used
by the teams m theIr work on real SItuatIons
The mtegration of actual work WIth a forum
to practice new skIlls IS espeCIally effectIve
It makes trammg less artIfiCIal and accom­
plishes real work

Prmcipal Outcomes

• IndIVIduals assessed theIr own mterper­
sonal commUnICatIOn skills, Identified ar­
eas for Improvement, and worked on these
areas

• Teams learned how to plan meetmgs to
solve problems and make deCISIons by set­
tmg meetmg outcomes (accomplishments)
that are doable wlthm the allotted time and
by developmg an agenda or step-by-step
process to follow to reach the outcomes

5



• Teams learned and practlced sImple team
problem-solvmg models and declSlon­
makmg techmques

• Teams learned and practiced team commu­
mcatIOn skIlls and how to do team facIlIta­
tion Team facIlItatIOn mvolves hstemng
to each other, takmg turns speakmg, con­
structively confrontmg dIfferences, stay­
Ing focused on tOpICS, reachIng
conclUSIOns, recordmg agreements, sum­
manzmg and endmg on time

Recommendations
The expenence of the USAID/DommI­

can Repubhc staff IS a good example of how
to ImtIate effective teamwork m an mterna­
tIOnal development settmg TRG appreCIates
the openness of the USAIDlDomillIcan Re­
publIc staff and theIr wIllmgness to share
theIr expenence so others can learn from It
TRG's recommendatIOns for USAID/Do­
mIllIcan RepublIc's contmued success m
teamwork mclude the followmg

1 Create a team learnmg framework
SO teams need to create and mamtam a "team
learnmg" framework to be conSCIOUS of the
teamwork process how they work together,
what IS workmg well, and what gets m the
way Teams that focus only on work products
WIthout an awareness of process rIsk bemg
less effectIve teams Teams need to be con­
SCIOUS and purposeful about learnmg how to
learn

2 PrOVIde regular feedback to team
leaders Team leaders need to be very con­
SCIOUS of the Impact of theIr behaVIOr on the
team Smce thIS IS a new role, team leaders
should be reflectIve and open to feedback
from team members Team leaders should
ask the followmg questIOns from tIme to
tIme

• What am I domg that you find helpful?

• What am I domg that Isn't helpful?

• What can I do dIfferently?
Team members must m turn be forth­

commg-It IS Important to talk face-to-face
WIth team leaders about dIfferences

3 ConSIder how extended team members
are used Teams WIll have to thmk through

the mvolvement of extended team members
and plan an approach Just lettmg It happen
may not lead to deSIred results What IS ex­
pected from extended members? How WIll
core team members commumcate WIth them?

4 SO teams must learn to coach Smce
SO teams also WIll be responSIble for startmg
up RP teams, they need to be conSCIOUS of
theIr coachmg role m helpmg RP teams be
effective Smce RP teams WIll mc1ude stake­
holders, partners, contractors, and others, the
coachmg role may be more dIfficult RP team
members may need trammg (and coachmg)
m effectIve teamwork

5 RP teams need startup actIVItIes RP
teams need to go through the same startup
actIVItIes as SO teams Neglectmg thIS
startup stage could result m problems later
Teams should start from clear agreements,
mstead oftrymg to fix thmgs when the meVI­
table dlsappomtments, frustratIons, or anger
occur FIxmg "broken" teams IS dIfficult and
can reqUire costly external orgamzatlon de­
velopment SkIlls Broken teams can be even
more costly when results are not achIeved

6 Empower FSNstaff Teams that have a
dual class structure-the AmerIcans who
make Important deCISIOns and the FSNs who
do not-wIll be less productive The MISSIOn
and USAIDlWashmgton need to do all they
can to delegate to and empower FSN staff
FSN staff need support, coachmg, and confi­
dence-bUIldmg to achIeve theIr potential
And FSNs should be asSIgned as team lead­
ers, at least on RP teams

7 Front offIce must keep on coach­
mg The MISSIon dIrector and deputy must
mamtam theIr role as coaches and contmue to
empower teams ThIS IS a delIcate balancmg
act How can the front office dIsagree WIth
teams WIthout dlsempowermg them? How
can they gIve adVIce WIthout Imposmg deCI­
SIOns? WIthout mlCromanagmg, how can
they momtor team performance and mter­
vene when necessary? How can they move
from a command-and-control style to faCIlI­
tatIve coachmg? TRG WIll soon be wntmg
suggested gUIdelines for MISSIon dIrectors
and deputies about coachmg and theIr contrI­
butIOn to the growth of team performance

8 Mamtam a pOSItIve attItude A pOSI­
tIve attItude WIll be an Important mgredlent
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dunng the next year Change IS difficult­
people try new behaVIOrs and they make mIS­
takes Here are some Ideas on how to create a
posItive enVIronment

• Create small wms and celebrate them

• Fmd ways to reward extraordInary team
performance

• Share and celebrate progress

• Celebrate the boldness to try new thmgs

• Treat mIstakes as learnIng pomts

• Nurture people who are trymg, create safe
enVIronments

• Celebrate learnIng

• Encourage one another

• AvOId complammg or bemg overly cntIcal

• Use humor-laugh l Be purposeful about
havmg fun

7
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UNRESOLVED ISSUES RAISED IN PPC'S REENGINEERING TRAINING

Managing Reenglneenng
~ How do we make this happen? What skills and approaches are needed, e g

how to delegate?
~ Will RE help us manage?
~ How will teams and empowerment of teams be reconciled with

hierarchy/current structure?
~ Skepticism about RE as radical change, when some trends In USAID are

towards less empowerment and more centralization of decIsions (e g when
M Bureau must approve every individual travel request)

~ How can we put more emphasIs on USAID employees as "customers"?
~ How do we encourage "nsk takers"?
~ How can personnel system protect challengers and nsk taking?

~ Who Will do PPC's customer service plan?

~ Brown bag seminars and case studies as a follow-upll

Operating Systems
~ How PPC Will handle the budget reviews (Issue for sentor managers

reenglneenng training)
~ Have to have a sense of budget levels to plan and do strategies
~ Predictability of resources for multi-years vs annually haVing to reVISit

budget levels
~ Strategic plans remain an advocacy plan for higher levels of funding and are,

therefore, unrealistiC
~ The R4 process perpetuates the planmng and we don't "do"

~ How can you do RE without funds and personnel? (I e need to reform
procurement, budget and personnel systems to make RE work)

~ Contracting fundamentally not changed -- let contract officers do the big
purchases and other development officers do the small stuff

~ Need more fundamental changes In the operating systems, e,g, budgeting

Automation
~ Will there be suffiCient delegation to enable OPU to achieve their obJectives?
~ Do we really have the hardware for virtual teamwork?



Suggestlons for How Reenglneerlng
Can Be Applled to PPC

Each of the SlX PPC reenglneerlng tralnlng classes ended
wlth an exerClse In WhlCh partlclpants were asked to come up wlth
ldeas and suggestlons for 11How do we take thlS (reenglneerlng)
lnformatlon and apply lt to PPC?lI Two of the SlX classes dld the
exerClse as one group, whereas the remalnlng four dlvlded lnto
IIRlght Bank 11 (CDIE) and IILeft Bank ll (Other PPC offlces) sub­
groups to do the exerClse ThlS note summarlzes some of the key
comments and suggestlons made by the partlclpants for how PPC
mlght 11 move 11 on reenglneerlng (RE) The suggestlons fell lnto
four categorles (1) next steps and mechanlsms for taklng follow­
on actlon to the reenglneerlng tralnlng, (2) how PPC mlght
lmplement the New Operatlons Systems wlthln the bureau, (3) ways
to strengthen the core values wlthln PPC, and (4) PPC's
leadershlp role In Agencywlde reenglneerlng

1 Next Steps Mechan~sms for Tak~ng Act~on

Partlclpants noted that the PPC reenglneerlng tralnlng has
created a lIcrltlcal mass" among PPC staff, who now share a common
vocabulary and V1Slon of reenglneerlng ThlS could be the baS1S
for further actlon Partlclpants had several ldeas for mechanlsms
for taklng follow-on actlon to the reenglneerlng tralnlng,
1ncludlng

• have a small group of PPC reeng1neer1ng l1graduates" help
structure, pr1or1tlze, and tallor the reeng1neerlng traln1ng
now be1ng planned for PPC senlor execut1ves (1 e the
Execut1ve Educatlon Sem1nar)

• organlze a PPC-wlde retreat, open forum, focus groups, or
other mechanlsms to address aspects of lmplement1ng
reenglneer1ng and to talk/llsten to each other

• establlsh a PPC 11reenglneerlng group11 that meets regularly
(e g every Wednesday) on reenglneerlng lssues and problems,
and lS empowered for actlon on real sltuatlons

• do more to clarlfy how reenglneerlng affects support staff
roles 1n PPC (e g examlne CDIE's Admlnlstratlve Team as a
posslble model)

There was a conslderable sense of enthuslasm, self­
empowerment, and wllllngness among partlclpants to take part In
these actlv1tles In order to move reenglneer1ng forward

1



Many of the suggestlons made by partlclpants had to do wlth
PPC's own lmplementatlon of the new operatlons systems and
procedures For example, If and how PPC's operatlng unlts would
prepare and lmplement customer serVlce plans, strateglc plans,
performance monltorlng plans, strateglc Ob]ectlve teams, R4s,
etc There was dlScusslon of PPC's unlqueness (e 9 on-golng
functlons dlfflcult to state as results, lack of program funds)
and dlfflculty thls mlght present In lmplementlng these new
operatlons wlthln the bureau But on the other hand, there was a
sense that the effort would be worth It (e 9 by clarlfylng our
sense of dlrectlon and focus), and furthermore that ppc's
leadershlp role wlthln the Agency demanded we set an example by
"walklng the talk" Speclflc suggestlons lnclude

• 2 PPC1s Implementat~on of New Operat~ons

• develop a PPC mlSSlon statement and strateglc plan, bUlldlng
on preVlOUS efforts (lncludlng the work done by
reenglneerlng tralnlng partlclpants In varlOUS class
exerClses and any eXlstlng drafts of strateglc plans llke
CDIE's) Some suggestlons for the strateglc plannlng
process was that It should be hlghly partlclpatory and
lncluslve, and facllltated, maybe uSlng a workshop or
retreat format A controverslal lssue was whether the
strateglc plan should be bureau-wlde or offlce level Some
argued for the need for a common PPC V1Slon that would
lntegrate across offlces t whereas others felt that CDIE had
lts own dlstlnct functlons that argued for a separate
strateglc plan

• prepare a PPC customer serVlce plan and conduct customer
surveys as a key lnput lnto the PPC strateglc plannlng
process (Agaln, bUlldlng on any prevlous or on-golng
efforts) Someone suggested the survey should be open
ended t so that PPC's customers can help redeflne PPC's roles
& responslbllltles In the AgencYt rather than Just react to
eXlstlng products and serVlces

• once the strateglc plan lS In place and strateglc Ob]ectlves
and lntermedlate results have been artlculated, prepare a
performance monltorlng plant ldentlfy lndlcators and set
targets, determlne data collectlon methods, roles and
responslbllltles As lmplementatlon proceeds t routlnely
collect data on results, analyze and use thls lnformatlon to
help us report on and lmprove our performance

•
• establlsh strateglc ob]ectlve teams wlth clear

responslbllltles and empower them to achleve results through
delegated authorltles and flexlble use of resources (perhaps
artlculated In "management contracts") SO Teams may cross
offlce Ilnes, and there may become a need to examlne the
lmpact of thlS on current organlzatlonal structure, and flnd

2
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a mechanlsm to reconclle the two

3 Bu~ld~ng the Core Values In PPC

Many of the suggestlons had to do wlth ways to lnstlll
reenglneerlngfs core values lnto our PPC culture, work and
operatlons There was general concern that f1teamwork" and
f1empowermentfl wasn't yet commonly happenlng In PPC, and there was
more need for transparency and broader partlclpatlon A speclal
concern was how to brlng the varlOUS offlces of PPC closer
together and encourage cross-offlce teamwork Speclflc
suggestlons by partlclpants for strengthenlng the core values In
PPC lnclude

Customer-Focus

• re-assess lf we are really customer focused

• routlnely survey and "llnk up wlth fl our customers

Managlng-for-Results/Learnlng Organ~zat~on

• foster shared--rather than guarded--knowledge encourage
lnformatlon sharlng and creatlvlty

• hold brown-bags on tOP1CS of lnterest (cross-sectoral),
encourage cross-fertlllzatlon centered around speclflc
actlvlty

• explore other means of dlssemlnatlng lnformatlon (vldeos,
cassettes, cartoons, etc )

• communal bulletln board of lectures, actlvltles

Teamwork and Partlclpatlon

• change the corporate culture of bureau management to adopt
the team approach wlthln PPC

• encourage more teamwork and lntegratlon among offlces -­
especlally across the rlver, ensure cross-representatlon
(Left/Rlght Bank lntegratlon) on ppe so Teams

• ldentlfy sklll mlxes needed agalnst speclflc team tasks, In
order to allocate resources more effectlvely

• develop team-bulldlng Skllls In speclflc contexts (1 e
settlng SOs/prlorltles)

• do somethlng to make teamwork f1 work fl (e 9 conduct tralnlng
In effectlve teamwork, learn from successful team
experlences llke CDIE's Admlnlstratlve Team)

3
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open up PPC staff meet1ngs to broader part1c1pat1on

have PPC "happy hours l1 for Left/R1ght Bank m1x1ng

•

• lnclude contractors/ as partners/ overcome I1separatlon ll

• seek ways to 1nclude support staff

• conduct more part1c1patory evaluat10ns

• establlsh structured way for PPC staff to get out to fleld
(e 9 short TDYs for evaluat1on)

Empowerment and Accountab~l~ty

• empower SO teams/ use management contracts between team and
front off1ce to ensure author1ty and resources to ach1eve
results

• be clear about who 1S empowered and accountable for what

• hold further d1Scuss1on and tra1n1ng 1n effect1ve delegat10n
(stewardsh1p)

• recogn1ze and celebrate llchange agents ll

• cons1der how llentrepreneur1al sp1r1t ll wlll be
rewarded/encouraged (or penallzed)

4 PPC's Leadersh~p Role ~n Reeng~neer~ng the Agency

A flnal category of suggestlons centered on PPC's role In
leadlng the Agency's reenglneerlng efforts For example/ that
PPC should

• clearly artlculate PPC's mlSSlon/ roles and responslbll1tles
-- who does what -- 1n reenglneerlng and generally

• get proact1ve about resolvlng the llunresolved lssues ll ralsed
1n the PPC reeng1neerlng tra1nlng classes

• take a more act1ve role 1n USAID trans1t1on/reeng1neer1ng
work1ng groups

• empower 1tself Vls-a-V1S M Bureau

• conslder how PPC should welgh In wlth external stakeholders
e 9 Congress on the budget

Some of the suggestlons were more speclflc to CDIE's spec1al
role In support1ng the reeng1neerlng process In USAID/ such as
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help the Agency learn from 1tS reeng1neer1ng exper1ence

become more proact1ve to help USAID become a learn1ng
organ1zat1on, ensure the Agency learns from 1tS results

•

• clar1fy CDIE 1 s respons1b1l1ty that development exper1ence lS
a part of reeng1neer1ng, talk about the role of development
exper1ence 1n reeng1neer1ng (market1ng)

• ass1st more USAID/W operat1ng un1ts w1th the1r strateg1c
plann1ng, performance mon1tor1ng, and customer surveys

• re-exam1ne our role V1s-a-V1S m1SS1on evaluat10ns

• do more outreach w1th our Sk1lls and knowledge

5



PPC'S ROLE IN A "RE AGENCY"
(ads, ser~es 100, sect~on 101.5.1d­
"Pol~cy on Agency Creat~on and
Author~ty")

** IS THE AGENCY'S CENTRAL UNIT FOR:

(1) POLICY FORMULATION· sustaInable
development & humamtarian response

(2) CROSS-SECTORAL INTEGRATION (Includmg
participatIon and traIDlng and research)

(3) PROGRAM COORDINATION

** HOUSES THE AGENCY'S INDEPENDENT
EVALUATION, PERFORMANCE MEASUREMENT,
AND DEVELOPMENT INFORMATION FUNCTIONS



)

** IS THE AGENCY'S LEADER IN:

(1) ENSURING THAT BUDGET ALLOCATIONS AND
PROGRAM CONTENT REFLECTS AGENCY
PRIORITIES, POLICIES, AND PROGRAM
PERFORMANCE

(2) MANAGING FOR RESULTS

(3) INTERACTING WITH KEY DEVELOPMENT
PARTNERS IN ADVANCING USG DEVELOPMENT
OBJECTIVES



PPC'S ROLES/RESPONSIBILITIES

MANAGING FOR RESULTS/STRATEGIC PLANNING

(-- ads 200 ser1es, sect10n 201.3)

** ESTABLISHES AGENCY POLICY REGARDING STRATEGIC
PLANNING

** DEVELOPS, ARTICULATES, REVISES AGENCY'S STRATEGIC
PLAN

** ISSUES ANNUAL PLANNING GUIDANCE TO INCLUDE
RESOURCES PARAMETERS AND PROGRAM PRIORITIES

** PROVIDES GUIDANCE ON ANY SPECIAL LEGISLATION
WHICH AFFECTS STRATEGIC PLANNING

** REVIEWS AND APPROVES SUPPLEMENTAL PLANNING
GUIDANCE ISSUED BY OPERATING BUREAUS

** REVIEWS AND CONCURS WITH OPERATING UNIT
STRATEGIC PLANS (INCLUDING MANAGEMENT CONTRACT)
FOR CONFORMANCE WITH AGENCY GOALS AND PROGRAM
POLICIES



•

** CONDUCTS, WITH M BUREAU, AGENCY REVIEW OF
BUREAU BUDGET SUBMISSION

** ENSURES THAT PERFORMANCE AND RESULTS
INFORMATION IS USED IN BUDGET ALLOCATION
DECISIONS

** ESTABLISHES AND MAINTAINS MONITORING SYSTEM FOR
AGENCY GOALS AND OBJECTIVES

** COORDINATES THE REVIEW OF AGENCY PERFORMANCE,
AND REPORTING ON THAT PERFORMANCE

** PROVIDES TECHNICAL LEADERSHIP IN DEVELOPING
AGENCY AND OPERATING UNIT RESULTS FRAMEWORK

** EVALUATES EFFECTIVENESS OF AGENCY PROGRAM
STRATEGIES TO ACHIEVE OBJECTIVES

** CONDUCTS EVALUATIONS ON ISSUES RELATED TO
DEVELOPMENT ASSISTANCE OR OTHER INTEREST OF
STAKEHOLDERS

** MAINTAINS AGENCY DATA BASE AND ACTS AS
REPOSITORY FOR AGENCY LESSONS LEARNED
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OBJECTIVES
PPC EXECUTIVE WORKSHOP

To syntheslze the prlmary lessons of reenglneerlng, as they
relate to PPC's reeng~neer~ng challenge

To better understand and draw lessons from substantlve
efforts to date to reenglneer w~thln USAID

To clar~fy a reenglneered V1Slon for PPC and ldentlfy how
managers must respond to chang~ng leadershlp requlrements

To ldentlfy the Skllls needed to bUlld teams on wh~ch all
~ndlv~duals contr~bute d~rectly to success

To detall speclflc progress to date on reenglneerlng PPC,
ldent~fy current llmltat~ons to further progress and deflne
act~ons needed to deal wlth those llm~tatlons.

To develop the agenda needed for a retreat of PPC sen~or

leaders that focuses on next steps to be taken In maklng
reeng~neerlng a pos~t~ve reallty for the Bureau
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NMS Resource List

I've Got a Question -- Who Do I Contact?

I TOPIC I PERSON I PHONE NUMBER I
Budget Ken Mllow, M/B/RA (202) 633-3992

A&A (AcquIsition and Carne Johnson, M/OP/E (703) 812-0045
ASSistance)

AWACS (Accounting) Doug Arnold, M/FM/FS (202) 633-2170

Results Tracking Larry Tanner, M/AA/ROR (202) 663-3630

NMS Help Desk In IRM IRM TBA (Due Fall 1995)

Training Process Lucy Sotar, M/HR/TD (703) 875-1635

Reenglneenng Training Peggy Schultz, (703) 812-0021 or (202)
N/NMS/TDT 633-2475

Employee Evaluation Amy Felix, M/HR/TD (703) 875-1034
Program Training Sherne Hallstorks, (202) 663-1444

M/HR/PMES
Roger Conrad, M/HR/PS (202) 663-1443
Steve Gomez, M/HR/LRS (202) 663-1318

Customer Service Plans Sher Plunkett, (202) 663-3390
(Overseas Msslons) M/AA/ROR

Customer Service Plans LIZ BaltImore, M/AA/ROR (202) 663-3602
(USAID/W)

Executive Education Lucy Sotar, M/HR/TD (703) 875-1635
(NMS) Peggy Schultz, NMS/TDT (703) 812-0021

Regional Transition Robert Jordan, LAC/DPB (202) 647-7939
Coordinator -- LAC

Regional Transition Jon Breslar, AFR/DP (202) 647-3305
Coordinator -- AFR

Regional TranSition Frank Young, ANE/ORA (202) 647-5624
Coordinator -- ANE

Regional TranSition Donald Pressley, (202) 647-9190
Coordinator -- ENI DAA/ENI

Jock Conly, ENI/PCS (202) 647-8094



I TOPIC I PERSON I PHONE NUMBER I
Regional Transition Lone Dobbins, G/PDSP (202) 647-4632
Coordinator -- Global

Hardware Questions Joan MateJceck, M/IRM (703) 875-1326

NMS Delivery Dianne Arnold, M/IRM (703) 875-1441

•

•

•
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PMEHOTLINE
(formerly PRISM Hotline)

PPC/CDIEIPME

WHAT IS
IT? -The
Perfonnance Measurement and Evaluation Hotline

* Information, adVice, and referrals on strategic planmng and performance
measurement, program evaluation, and data colledlon methods and plans
within a reinvented USAID Also, reviews of missions' draft strategic
frameworks, and Information on the Agency's Strategic Framework,
"PME" best pradlces, and lessons learned

WHO IS IT FOR?

HOW CAN YOU USE IT?

•

*

*

*

USAID staff and their development partners The latter should submit requests
through theIr USAID partner

Type "HOTLINE" In the USAID e-mail address list and choose
"PME HOTUNE@CDIE.PME@AlDW" from the list of hotlJnes

Internet photfine@usald.gov

WHAT SHOULD YOU INCLUDE IN YOUR REQUEST?

*

*

Your question or Issue Bnefly explain why you need the information, how you
Will use It, and when you need It

Name and address of person to whom we should send our response and
follow-up or c1anficatlon questions We Will use e-mail as much as possible, but
Will also use fax, couner, International mall and pouch

WHEN WILL REQUESTS BE ANSWERED?

* We will acknowledge your request Within two working days and Include an
estrmated response date We Will normally respond Within one to four weeks

WHERE WILL REQUESTS BE REFERRED?

•
* When we cannot answer directly from CDIElPME, we Will refer your request to

the most appropnate office In USAIOIW, and actively follow-up WIth them to
facilitate a rapid response

@@ Contact person regarding thiS notice IS Graham B Kerr, PPC/CDIEIPME 703-875-4116
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REINVENTION VIDEOS IN Tij~ LEARNING RESOURCES CENTER

Relhvent1ng USAID. A 1 hr. 15 mIn that covets new ~ontracts

management and procUlement procedures.

Re~nventlng USAID ShOlt verSlon 11 mInutes 1n length covering
same sUbject matter outllned above

The New USAIO: A Reenqineered Agency_ 50 m~n. vldeo coverlng a
series of presentatlons and panel dlScusslons on what
reengineering USAIO means

Global ConnectIons (USAIO Overview). 21 mInutes. Presents an
overView of the U.S. foreign econom1C and humanltarlan
aSsIstance program and describes US~ID'S strateglc
prlorltles In the post-Cold ~ar era. Explalns how Amerlca's
commitment to help developlng countrles has benefIted
Americans by creatlng new markets, new exports, and Jobs.

Global Connections CUSAIO Overvlew). 12 mlnutes. A short
version of subject matter mentioned above.

Relnventing Government •• By the peoplea Produced by the Natlonal
Performance ReVlew and the Offlce of the Vice Pres1dent.
9/94 (33 mln.) •
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ANNUAL PLANNING ACHIEVING MONITORING

CYCLE
• Customer Service Plan • Implementation AND
• Multi-year Strategy • AcqUisitions - A&A EVALUATION• Annual Work Plannmg • Fmanclal Management

CORE • Activities Plans AWACS • Performance

VALUES
• Results Framework • ActiVity Workplans MOnltonng Plan
• Results Packages

-

Customer Focus • Needs Assessment • Quality and Quantity • Set Performance
and Perceptions of Services Provided Standards & Measures

• Collaborative Planning -Survey Customer • JOint Assessment of

• Lessons of Experience Satisfaction Results

• Feedback for
• Feedback to Revise Plans

Mid-course Adjustment • Results Review Feed-In

Managmg for Results • Strategic Objective • Results Package Team • Results Review and
- Objective Tree Resource Request R4
- SO Teams

• Resource ReqUirements
- Funding
- Staff

Teamwork With • SO Teams • Results Package Teams • Results Package Teams

Customers - Interdependence

Partners
Stakeholders

Empowerment and
Eliminate Layers ~ Interpersonal Skills Mid-course Adjustment

Based on M & E
Accountability Delegate AuthOrities ~ Leadership Skills ~ Delegated Authonty for

Budget Reallocation

Trusting People ~ Diversity

Self Direction & Managemen .Common Goals

Interdependence ~ DecIsion Making at Lowest Fosslble Level



STRATEGIC PLAN

• Customer Service Plan

• Strategic Objectives

• Results Framework

• Management Contract

• Performance MOnitoring
Plan

STRATEGIC
OBJECTIVE TEAM

L Core Team (MISSion Staff)

L Expanded S 0 Team
(customers partners etaI )

• Identify activities
necessary to
achieve results

• Determine who IS
responsible for
what In
Implementation

RESULTS PACKAGES

• Identification of results from Results Framework and
associated activities

• Managed by S 0 Team or another delegated team

• Define activities In Results Framework

Frnal decIsion re SOWs, grants, etc made by
Core S 0 Team

• What types of activities should be done?

DecIsion made by expanded S 0 Team

MONITORING PERFORMANCE
EVALUATION

RESULTS REVIEW AND RESOURCE REQUEST
(R4)

37

• Track performance

• Involve customers and
partners

• May result In making
changes to individual
activities

•

• When necessary -- not
predetermined

• In-depth look at
particular Issues

• Assess development
hypothesIs and causal
relationships

• Process within the operatrng Unit to annually review
performance and determine future resource needs

• Report to AIDIW to demonstrate results and
formally request future resources

• Can also be used In AIDIW for bureau budget
submission Input, congressional presentation and
various results reporting reqUIrements

•
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MaJor Funct~onal Ser~es 200 Program Ass~stance

Chapter 201 Manag~ng for Results Strateg~c Plann~ng

201 1 Author~t~es

201 2 ObJect~ves

201 3 Respons~b~l~t~es

1 Bureau for Pol~cy and Program Coord~nat~on (PPC)
2 Bureau for Management (M)
3 Off~ce of General Counsel
4 Reg~onal Bureau
5 Global Bureau (G)
6 Bureau for Human~tar~an Response (BHR)
7 Operat~ng Un~ts

S Strateg~c ObJect~ve Team

201 4 Def~n~t~ons

201 5 Pol~cy & E201 5 Essent~al Procedures

201 5 1 Agency Strateg~c Plan
E201 5 1

201 5 2 The Agency Strateg~c Framework
E201 5 2

201 5 3 Reg~onal Plann~ng Framework

201 5 4 Purpose of Operat~ng Un~t Strateg~c Plans

201
201
201
201
201

5 S
5 Sa
5 Sb
5 Sc
5 5d

Appl~cab~l~ty of Strateg~c Plann~ng Requ~rements for
Plann~ng for Country Programs Managed ~n the F~eld

Plann~ng for Reg~onal and Global Programs
Plann~ng for Centrally Managed B~lateral Programs
Except~ons and Spec~al Cases

Operat~ng Un~ts

•

201 S 6 Plann~ng Parameters
201 5 6a Sett~ng Plann~ng Parameters
201 5 6b Management Letter

201 5 7 Part~c~pat~on

201 5 7a Strateg~c Plann~ng

201 5 7b The Customer Serv~ce Plan

201 5 8 Jo~nt Plann~ng

201 5 9 Select~on of Programmat~c Focus

201 5 10 Components of the Strateg~c Plan
201 5 lOa Strateg~c ObJect~ves
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201 5 lOb
201 5 10c
201 5 10d
201 5 10e
201 5 10f

201 5 109
E201 5 10

Strateg~c Support ObJect~ves

Spec~al ObJect~ves

L~st~ng of G Bureau Act~v~t~es Supported by B~lateral Programs
Results Framework
Ident~fy~ng Illustrat~ve Approaches and Est~mated Resource
Requ~rements

Env~ronmental Requ~rements

Contents of Strateg~c Plans

•
201 5 11 Rev~ew Process for Strateg~c Plann~ng

201 5 lla Roles ~n the Rev~ew Process
201 5 llb Focus of the Rev~ew Process

201 5 12 The Management Contract
201 5 12a Def~n~t~on of the Management Contract
201 5 12b Approval of the Management Contract
201 5 12c Annual Reconf~rrnat~on of the Management Contract

201 5 13 Development of the Performance Mon~tor~ng Plan

201 5 14 Changes ~n Strateg~c Plans
E201 5 14 Changes ~n Strateg~c Plans

201 5 15 Strateg~c Plann~ng and Resource Allocat~on

E201 5 15 Strateg~c Plann~ng and Resource Allocat~on Budget Subm~ss~ons

E201 5 15a Bureau Level Subm~ss~ons

E201 5 15b Formulat~on of Agency Budget Request

201 5 16 The Results Rev~ew and Resource Request (R4)
E201 5 16 The Results Rev~ew and Resource Request (R4)
E201 5 16a Content of the R4
E201 5 lob Subm~ss~on of the R4
E201 5 loc Rev~ew of the R4

201 6 Supplementary References

201 0 1 Strateg~es for Susta~nable Development
Implementat~on Gu~del~nes
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MaJor Funct~onal Ser~es 200 Program Ass~stance

Chapter 201 Manag~ng for Results Strateg~c Plann~ng

201 1 Author~t~es

1 The Fore~gn Ass~stance Act (FAA) of 1961, as amended

2 The Government Performance and Results Act of 1993, Publ~c Law 102-62
(GPRA)

3 Ch~ef F~nanc~al Off~cers Act of 1990, Publ~c Law 101-576
(November 15, 1990)

4 Government Management Reform Act of 1994, Publ~c Law 103-356 (October
13, 1994)

5 Agr~cultural Trade and Development and Ass~stance Act of 1954, as
amended (P L 480)

6 SEED Act of 1989

7 Federal Manager's F~nanc~al rntegr~ty Act of 1982

201 2 ObJect~ves

The obJect~ve of th~s chapter ~s to ensure that strateg~c plann~ng ~s

effect~vely used ~n the management of Agency ass~stance programs and ~s

serv~ng the follow~ng purposes,

To ensure that the efforts of the Agency's operat~ng un~ts are
d~rected toward ach~ev~ng s~gn~f~cant development ~mpact ~n pr~or~ty

areas through a part~c~patory process ~nvolv~ng stakeholders,
partners, and customers

To prov~de a structure wh~ch allows operat~ng un~ts to make program
cho~ces and effect~vely respond to evolv~ng c~rcumstances

To establ~sh a framework for mon~tor~ng the progress and
effect~veness of the Agency's programs ~n accompl~sh~ng ~ts

obJect~ves and allocat~~g Agency resources

201 3 Respons~b~l~t~es

l Bureau for Pol~cy and Program Coord~nat~on (PPC)
for

PPC ~s respons~ble

•
a) establ~sh~ng Agency pol~cy regard~ng strateg~c plann~ng

requ~rements,

b) develop~ng and art~culat~ng the Agency's strateg~c plan and
framework,
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c) ~ssu~ng annual plann~ng gu~dance to ~nclude resource parameters
and program pr~or~t~es ~n a t~mely manner,

d) prov~d~ng gu~dance on any spec~al leg~slat~on wh~ch affects
strateg~c plann~ng,

e) rev~ew~ng and approv~ng supplemental plann~ng gu~dance ~ssued by
the operat~ng bureaus,

f) rev~ew~ng and concurr~ng w~th operat~ng un~t strateg~c plans for
conformance w~th Agency goals and program pol~c~es,

g) conduct~ng the Agency rev~ew of bureau budget subm~ss~ons w~th the
M Bureau,

h) establ~sh~ng and ma~nta~n~ng a mon~tor~ng system for Agency goals
and obJect~ves,

~) coord~nat~ng the rev~ew of Agency performance, and report~ng on
that performance,

J) prov~d~ng techn~cal leadersh~p ~n develop~ng Agency and operat~ng

un~t performance mon~tor~ng and evaluat~on systems

k) evaluat~ng the effect~veness of Agency program strateg~es and
other strateg~es used by operat~ng un~ts to ach~eve obJect~ves

1) conduct~ng evaluat~ons on ~ssues related to the del~very of
development ass~stance of ~nterest to the Agency or ~ts stakeholders,

m) ma~nta~n~ng the Agency's database of development ~nformat~on and
development exper~ence and act~ng as a repos~tory for Agency lessons
learned, and

n) support~ng ~ts operat~ng un~ts ~n ach~ev~ng approved obJect~ves

and rev~ew~ng annually those un~ts' performance ~n ach~ev~ng the~r

obJect~ves

•

•

2 Bureau for Management (M) M ~s respons~ble for

a) analyz~ng the resource requ~rements necessary to meet Agency
goals,

b) establ~sh~ng ~nd~cat~ve budget plann~ng levels for operat~ng

bureaus ~n a t~mely manner,

c) rev~ew~ng and concurr~ng w~th operat~ng un~t strateg~c plans for
cons~stency w~th ant~c~pated resource ava~lab~l~ty,

d) conduct~ng the Agency rev~ew of bureau budget subm~ss~ons w~th

PPC,
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• e) ensur~ng that performance and results ~nformat~on are used ~n

Agency resource allocat~on dec~s~on mak~ng,

f) prepar~ng the Agency's annual budget request for OMB and Congress,

g) mon~tor~ng budget ~mplementat~on, and

h) ass~st~ng PPC w~th establ~sh~ng and ma~nta~n~ng the mon~tor~ng

system for Agency goals and obJect~ves, and rev~ew~ng and report~ng

on overall Agency performance

3 Off~ce of General Counsel (GC) GC ~s respons~ble for

a) assur~ng that proposed act~v~t~es are ~n compl~ance w~th all legal
requ~rements,

b) assur~ng that such act~v~t~es and the~r ~mplementat~onwere not ~n

v~olat~on of any proh~b~t~ons aga~nst ass~stance, and

c) assur~ng that agreements w~th host countr~es, and other agreements
as appropr~ate, meet the agency's requ~rements

a) prov~d~ng overs~ght and support to operat~ng un~ts ~n the
strateg~c plann~ng process, ensur~ng that strateg~c plans are ~n

place for each operat~ng un~t,•
4 Reg~onal Bureau Each reg~onal bureau ~s respons~ble for

•

b) prov~d~ng supplemental pol~cy gu~dance address~ng concerns un~que

to the reg~on as necessary,

c) establ~sh~ng ~nd~cat~ve country levels for budget plann~ng pr~or

to the ~n~t~at~on of the strateg~c plann~ng process and the annual
results rev~ew and resource request (R4) subm~ss~on,

d) manag~ng the Agency rev~ew of strateg~c plans for operat~ng un~ts

under ~ts author~ty,

e) rev~ew~ng strateg~c plans from ~ts operat~ng un~ts as well as
those from Global Bureau (G) and Bureau for Human~tar~an Response
(BHR) operat~ng un~ts for cons~stency w~th reg~onal pr~or~t~es and
geopol~t~cal cons~derat~ons,

f) approv~ng country and reg~onal strateg~c plans under ~ts purv~ew

w~th concurrence from Management (M), Pol~cy and Program Coord~nat~on

(PPC) , General Counsel (GC) , BHR (as appropr~ate), and G,

g) prov~d~ng an analyt~c overv~ew of results ~n the reg~on ~n

conJunct~on w~th the annual bureau budget subm~ss~on,

h) support~ng ~ts respect~ve operat~ng un~ts overseas and, ~n USAID
Wash~ngton (USAID/W), ~n ach~ev~ng approved obJect~ves, pursuant to
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the management contracts establ~shed follow~ng the rev~ew and
approval of strateg~c plans,

~} rev~ew~ng and assess~ng the performance of each of ~ts operat~ng

un~ts ~n ach~ev~ng that un~t's obJect~ves,

J} coord~nat~ng the part~c~pat~on ~n these rev~ews of PPC, M, G, and
BRR, and

k} part~c~pat~ng ~n the rev~ew of overall Agency performance

•

5 Global Bureau (G) G ~s respons~ble for

a) ass~st~ng overseas and USAID/W operat~ng un~ts by prov~d~ng

techn~cal leadersh~p and gu~dance ~n the development and rev~ew of
strateg~c plans,

b} organ~z~ng the prov~s~on to all operat~ng un~ts of central
techn~cal resources wh~ch are relevant to ~mplementat~on of strateg~c

plans,

c) prov~d~ng ass~stance to PPC ~n establ~sh~ng and ma~nta~n~ng the
mon~tor~ng system for Agency goals and obJect~ves,

d) part~c~pat~ng ~n reg~onal bureau rev~ews of f~eld m~ss~on

performance, and ~n the reV1ew of overall Agency performance,

e} prov1d~ng overs~ght and support to ~ts own operat~ng un~ts ~n

develop~ng the~r strateg~c plans, ensur~ng appropr~ate consultat10n
~n th~s process w~th operat~ng un~ts ~n the f~eld, manag~ng the
Agency rev~ew of those plans, and approv1ng the plans w~th

concurrence from M, PPC, GC, BRR (as appropr~ate) and reg10nal
bureaus, and

f) support~ng ~ts operat~ng un~ts ~n ach~ev~ng approved obJect~ves,

and rev~ew~ng (~n consultat~on w1th PPC, M, BRR and reg~onal bureaus)
and report~ng annually those un~ts' performance ~n ach~ev~ng the~r

obJect~ves

•

6 Bureau for Human~tar~an Response (BHR) BRR ~s respons~ble for

a} prov~d~ng techn~cal leadersh~p and gu~dance ~n plann~ng and
~mplementat~on to all operat~ng un~ts ~n the area of human~tar~an

ass1stance, food a~d, and programs wh~ch are ~n trans~t~on from
rel~ef to development as appropr~ate,

b) rev~ew~ng operat~ng un~t strateg~c plans to assure human~tar~an,

d~saster rel~ef, food a~d, and trans~t~onal concerns are
appropr~ately addressed and part~c~pat~ng ~n other bureau rev~ews of
the~r respect~ve operat~ng un~ts' performance

c) organ~z~ng the prOV~S10n of resources unaer ~ts purv~ew relevant
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• to ~mplement~ng strateg~c plans,

d) prov~d~ng overs~ght and support to ~ts own operat~ng un~ts ~n

develop1ng the~r strateg~c plans,

e) ensur~ng appropr~ate consultat~on w~th operat~ng un~ts ~n the
f~eld,

f) manag~ng the rev~ew and approval of strateg~c plans for operat~ng

un~ts under ~ts author~ty, w~th concurrence from M, PPC, GC, reg~onal

bureaus, and G, and

g) prov~d~ng an analyt~c overv~ew of results ~n ~ts programs ~n

conJunct~on w~th the annual bureau budget subm~ss~on

7 Operat~ng Un~ts Operat~ng un~ts are respons~ble for

•

•

a) develop~ng strateg~c plans for program funds for wh~ch they have
respons~b~l~ty and author1ty,

b) ensur~ng the part~c~pat~on of other ~nterested USAID off~ces,

partners and customers throughout plann~ng, ach~ev~ng and performance
mon~tor~ng and evaluat~ng,

c) w~th~n the scope of ~ts management contract, delegated
author~t1es, and Agency d~rect~ves, manag~ng the ~mplementat~onof
the strateg~c plan, ~nclud~ng establ~sh~ng and def~n~ng author~t~es

for strateg~c obJect~ve teams, ach~ev~ng the obJect~ve(s) set forth
~n the plan, and rev~ew~ng performance and report~ng annually on that
performance to the~r respect~ve bureaus,

d) dur~ng the course of ~mplementat~on, ensur~ng that the~r strateg~c

obJect~ve teams gather and use performance ~nformat~on to manage for
results, and that adequate resources are programmed for performance
mon~tor~ng and evaluat~on

8 Strateg~c ObJect~ve Team A strateg~c obJect~ve (SO) team ~s

respons~ble for manag~ng to ach~eve a spec~f~c strateg~c obJect~ve under
the d~rect~on of an operat~ng un~t The SO team's spec~f~c

respons~b~l~t~es ~nclude

a) establ~sh~ng ~ts ~nternal operat~ng rules and procedures
(cons~stent w~th ~ts delegated author~t~es) ,

b) ~nvolv~ng customers and partners ~n collect~ng, rev~ew~ng and
~nterpret~ng performance ~nformat~on and assur~ng that agreed-to
customer needs are addressed through act~v~t~es be~ng ~mplemented,

c) group~ng, as appropr~ate results and assoc~ated act~v~t~es from
the SO's results framework ~nto results packages (and regroup~ng as
necessary) ,
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d} allocat~ng resources assoc~ated w~th ach~ev~ng the obJect~ve,

e) develop~ng and ~mplement~ng (w~th~n subteams ~f appropr~ate)

necessary and effect~ve act~v~t~es, contracts, grants and other
agreements,

f} mon~tor~ng, analyz~ng and report~ng on performance aga~nst

establ~shed performance cr~ter~a, and tak~ng correct~ve act~on as
necessary,

g} us~ng evaluat~ve act~v~t~es to determ~ne why ass~stance ~s or ~s

not ach~ev~ng ~ntended results,

h) recommend~ng to the operat~ng un~t any changes to an obJect~ve or
the strateg~c plan,

~} prepar~ng appropr~ate close-out reports, ~nclud~ng resources
expended, accompl~shments ach~eved and lessons learned,

J} w~th respect to the strateg~c obJect~ve team leader, organ~z~ng,

coord~nat~ng, coach~ng and ~nsp~r~ng the team to ach~eve the set of
results lead~ng to the strateg~c obJect~ve, and

k} w~th respect to each strateg~c obJect~ve team member, advanc~ng a
common team effort to ach~eve the strateg~c obJect~ve ass~gned to the
team and ~mplement~ng h~s or her spec~f~c respons~b~l~t~es and
author~t~es on that team

202 4 Def~n~t~ons

2 Act~v~ty An act~on undertaken e~ther to help ach~eve a program
result or set of results, or to support the funct~on~ng of the Agency or
one of ~ts operat~ng un~ts In a program context, ~ e , ~n the context
of results frameworks and strateg~c obJect~ves, an act~v~ty may ~nclude

any act~on used to advance the ach~evement of a g~ven result or
obJect~ve, whether f~nanc~al resources are used or not E g , an
act~v~ty could be def~ned around the work of a USAID staff member
d~rectly negot~at~ng pol~cy change w~th a host country government, or ~t

could ~nvolve the use of one or more grants or contracts to prov~de

techn~cal ass~stance and commod~t1es ~n a part~cular area (Also w~th~n

th~s context, for the purposes of the New Management Systems (see
def~n~t~on] "act~v~ty" ~ncludes the strateg~c obJect~ve ~tself as an
~n~t~al budget~ng and account~ng element to be used before any spec~f~c

act~ons requ~r~ng obl~gat~ons are def~ned) In an operat~ng expense
context, an act~v~ty may ~nclude any act~on undertaken to meet the
operat~ng requ~rements of any organ~zat~onal un~t of the Agency

•

•

2 Act~v~ty Manager That member of the strateg~c obJect~ve or
results package team des~gnated by the team to manage a g~ven act~v~ty

or set of act~v~t~es

3 Agency Goal A long-term development result ~n a spec~f~c area to
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• wh~ch USAID programs contr~bute and wh~ch has been ~dent~f~ed as a
spec~f~c goal by the Agency (See also Operat~ng Un~t Goal )

4 Agency M~ss~on The ult~mate purpose of the Agency's programs, ~t

~s the un~que contr~but~on of USAID to our nat~onal ~nterests There ~s

one Agency m~ss~on

5 Agency ObJect~ve A s~gn~f~cant development result that USAID
contr~butes to, and wh~ch contr~butes to the ach~evement of an Agency
goal Several Agency obJect~ves contr~bute to each Agency goal
Changes ~n Agency obJect~ves are typ~cally observable only every few
years

6 Agency Program Approach A program or tact~c ~dent~f~ed by the
Agency as commonly used to ach~eve a part~cular obJect~ve Several
program approaches are assoc~ated w~th each Agency obJect~ve

7 Agency Strateg~c Plan
development ass~stance, the
m~ss~on, goals, obJect~ves,

The Agency's plan for prov~d~ng

strateg~c plan art~culates the Agency's
and program approaches

8 Agency Strateg~c Framework A graph~cal

representat~on of the Agency's strateg~c plan,
for commun~cat~ngUSAID's development strategy
establ~shes an organ~z~ng bas~s for measur~ng,

results of Agency programs

• 9 Agent

or narrat~ve

the framework ~s a tool
The framework also

analyz~ng, and report~ng

An ~nd~v~dual or organ~zat~on under contract w~th USAID

10 Agreement An agreement ~s the formal mutual consent of two or
more part~es The Agency employs a var~ety of agreements to formally
record understand~ngs w~th other part~es, ~nclud~ng grant agreements,
cooperat~ve agreements, strateg~c obJect~ve agreements, memorandum of
understand~ng, contracts and l~m~ted scope grant agreements In most
cases, the agreement ~dent~f~es the results to be ach~eved, respect~ve

roles and contr~but~ons to resource requ~rements ~n pursu~t of a shared
obJect~ve w~th~n a g~ven t~me frame

11 Ass~stance Mechan~sm ~ spec~f~c mode of ass~stance chosen to
address an ~ntended development result Examples of mechan~sms ~nclude

food a~d, hous~ng guarant~es, debt-for-nature swaps, endowments, cash
transfers, etc

12 Basel~ne See Performance Basel~ne

•

13 Causal Relat~onsh~p A plaus~ble cause and effect l~nkage, ~ e
the log~cal connect~on between the ach~evement of related,
~nterdependent results
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l4 Cr~t~cal Assumpt~on In the context of develop~ng a results
framework, cr~t~cal assumpt~ons refer to general cond~t~ons under wh~ch

a development hypothes~s w~ll hold true or cond~t~ons wh~ch are outs~de

of the control or ~nfluence of USAID, and wh~ch are l~kely to affect the
ach~evement of results ~n the results framework Examples m~ght be the
ab~l~ty to avert a cr~s~s caused by drought, the outcome of a nat~onal

elect~on, or b~rth rates cont~nu~ng to decl~ne as ~t relates to an
educat~on program A cr~t~cal assumpt~on d~ffers from an ~ntermed~ate

result ~n the results framework ~n the sense that the ~ntermed~ate

result represents a focused and d~screte outcome wh~ch spec~f~cally

contr~butes to the ach~evement of the SO

l5 Customer An ~nd~v~dual or organ~zat~on who rece~ves USAID
serv~ces or products, benef~ts from USAID programs or who ~s affected by
USAID act~ons

l5a Intermed~ate Customer A person or organ~zat~on, ~nternal or
e~ternal to USAID, who uses USAID serv~ces, products, or resources to
serve ~nd~rectly or d~rectly the needs of the ult~mate customers

l5b Ult~mate Customer Host country people who are end users or
benef~c~ar~es of USAID ass~stance and whose part~c~pat~on ~s essent~al

to ach~ev~ng susta~nable development results

16 Customer Representat~ve Any ~nd~v~dual or organ~zat~on that
represents the ~nterests of those ~nd~v~duals, commun~t~es, groups or
organ~zat~ons targeted for USAID ass~stance

17 Customer Serv~ce Plan A document wh~ch presents the operat~ng

un~tls v~s~on for ~nclud~ng customers and partners to ach~eve ~ts

obJect~ves Th~s document also art~culates the act~ons necessary to
engage part~c~pat~on of ~ts customers and partners ~n plann~ng,

~mplementat~on and evaluat~on of USAID programs and obJect~ves

l8 Customer Surveys Surveys (or other strateg~es) des~gned to
el~c~t ~nformat~on about the needs, preferences, or react~ons of
customers regard~ng an ex~st~ng or planned act~v~ty, result or strateg~c

obJect~ve

19 Development Exper~ence The cumulat~ve knowledge der~ved from
~mplement~ng and evaluat~ng development ass~stance programs
Development exper~ence ~s broader ~n scope than "lessons learned", and
~ncludes research f~nd~ngs, appl~cat~ons of technolog~es and development
methods, program strateg~es and ass~stance mechan~sms, etc

•

•

20 Development Informat~on The body of l~terature and stat~st~cal

data wh~ch documents and descr~bes the methods, technolog~es, status and
results of development pract~ces and act~v~t~es and measures levels of
development on a var~ety of d~mens~ons

21 Evaluat~on A relat~vely structured, analyt~c effort undertaken
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• select~vely to answer spec~f~c management quest~ons regard~ng USAID­
funded ass~stance programs or act~v~t~es In contrast to performance
mon~tor~ng, WhlCh provldes ongolng structured ~nformat~on, evaluatlon ~s

occas~onal Evaluat~on focuses on why results are or are not be~ng

ach~eved, on un~ntended consequences, or on ~ssues of ~nterpretat~on,

relevance, effectlveness, eff~c~ency, lmpact, or sustalnablllty It
addresses the valldlty of the causal hypotheses underly~ng strateg~c

Ob]ectlves and embedded ~n results frameworks Evaluatlve act~v~t~es

may use dlfferent methodolog~es or take many d~fferent forms, e g ,
ranglng from h~ghly partlclpatory reVlew workshops to hlghly focused
assessments rely~ng on technlcal experts

22 Global Programs or Act~v~t~es Global programs or act~vltles

refer to USAID programs or actlvltles WhlCh take place across var~ous

reg~ons, (~e they are trans-reglonal In nature) These types of
programs are most often managed by central operatlng bureaus such as BHR
or the G Bureau

23 Goal See Operatlng Unlt Goal or Agency Goal

26 Input The prov~s~on of technlcal ass~stance, commodltles,
cap~tal or tra~n~ng ~n address~ng development or humanltar~an needs

24 Implementatlon Letters Formal correspondence, numbered
sequent~ally, between USAID and publlC sector ent~t~es pursuant to a
duly s~gned agreement

•
25 Indlcator See Performance Ind~cator

•

27 Inter~m Performance Target A target value wh~ch appl~es to a
tlme per~od less than the overall tlme per~od related to the respectlve
performance lndlcator and performance target

28 Intermedlate Result A key result WhlCh must occur In order to
achleve a strateglc Ob]ectlve

29 Jo~nt Plann~ng A process by WhlCh an operatlng un~t actlvely
engages and consults wlth other relevant and lnterested USAID off~ces In
an open and transparent manner ThlS may occur through part~clpat~on on
teams or through other forms of consultatlon

30 Lesson Learned The conclUSlons extracted from revlewlng a
development program or actlv1ty by part1c1pants, managers, customers or
evaluators wlth 1mpl1cat1ons for effect1vely addresslng slm1lar
lssues/problems 1n another sett1ng

31 L1mlted Scope Grant Agreement The Llmlted Scope Grant
Agreement (LSGA) lS slmllar to the Strateglc ObJectlve Agreement but 1S
shorter 1n length It lS used for obllgat1ng funds for a small actlvlty
or ~ntervent10nt e g t partlclpant tra1nlng or PD&S Model agreements,
1ncludlng the LSGA, can be found 1n the Serles 300 d1rectlves



32 Manageable Interest See Respons~b~l~ty •33 Management Contract The management contract cons~sts of the
strateg~c plan (~nclud~ng a strateg~c obJect~ves and support~ng results
frameworks) together w~th off~c~al record of the gu~dance emerg~ng from
the rev~ew of the plan The management contract prov~des, a summary of
agreements on a set of strateg~c and other obJect~ves, conf~rmat~on of
est~mated resources over the strategy per~od, delegat~ons of author~ty,

and an overv~ew of any spec~al management concerns

34 Memorandum or Letter of Understand~ng A memorandum of
understand~ng or letter of understand~ng (not used for obl~gat~ng funds)
sets forth the understand~ngs of the part~es regard~ng the obJect~ve,

results to be ach~eved and the respect~ve roles and respons~b~l~t~es of
each party ~n contr~but~ng toward the ach~evement of a g~ven result or
obJect~ve It ~s part~cularly useful when USAID w~shes to obl~gate

through ~nd~v~dual grants and contracts, w~thout host government
part~c~pat~on ~n those act~ons, but st~ll w~shes to make the host
government a partner ~n wr~t~ng to the program or act~v~ty and each
party's obl~gat~ons It spec~f~cally prov~des for USAID ~mplementat~on

~n the manner noted above

35 New Management Systems The set of management software developed
to support Agency funct~ons ~n the areas of account~ng, budget~ng,

plann~ng, ach~ev~ng, performance mon~tor~ng and evaluat~on, ass~stance

and acqu~s~t~on, human resource management and property management

36 ObJect~ve See Agency ObJect~ves •
37 Obl~gat~on In the event of a strateg~c obJect~ve agreement w~th

a host country government, that agreement ~s normally the obl~gat~ng

agreement (unless a non-obl~gat~ng MOU ~s used) and all grants to and
contracts w~th pr~vate ent~t~es thereunder are subobl~gat~ng agreements
If there ~s no strateg~c obJect~ve agreement, whether or not a non­
obl~gat~ng MOU ~s used, all grants to and contracts w~th pr~vate

ent~t~es become obl~gat~ng agreements

38 Operat~ng Un~t USAID f~eld m~ss~on or USAID/W off~ce or h~gher

level organ~zat~onal un~t wh~ch expends program funds to ach~eve a
strateg~c obJect~ve, strateg~c support obJect~ve, or spec~al obJect~ve

and wh~ch has a clearly def~ned set of respons~b~l~t~es focussed on the
development and execut~on of a strateg~c plan

39 Operat~ng Un~t Goal A h~gher level development result to wh~ch

an operat~ng un~t contr~butes, but wh~ch l~es beyond the un~t's level of
respons~b~l~ty An operat~ng un~t goal ~s a longer term development
result that represents the reason for ach~ev~ng one or more obJect~ves

~n an operat~ng un~t strateg~c plan An operat~ng un~t goal may be
~dent~cal to an Agency goal, but ~s normally d~st~ngu~shed from ~t ~n

several key ways An Agency goal ~s a long-term general development
obJect~ve, ~n a spec~f~c strateg~c sector, that USAID works toward, and
represents the contr~but~on of Agency programs work~ng ~n that sector

12 •



• An operat~ng un~t goal ~s opt~onal and represents a long-term result ~n

a spec~f~c country or program to wh~ch an operat~ng un~t's programs
contr~bute, and may cross sector boundar~es

40 Output The product of a spec~f~c act~on, e g , number of people
tra~ned, number of vacc~nat~ons adrn~n~stered

41 Parameter A g~ven framework or cond~t~on w~th~n wh~ch dec~s~on

mak~ng takes place (~e Agency Goals, earmarks, 1eg~slat~on, etc)

42 Part~c~pat~on The act~ve engagement of partners and customers ~n

shar~ng ~deas, comm~tt~ng t~me and resources, mak~ng dec~s~ons, and
tak~ng act~on to br~ng about a des~red development obJect~ve

43 Partner An organ~zat~on or customer representat~ve w~th

wh~ch/whom USA~D works cooperat~vely to ach~eve mutually agreed upon
obJect~ves and ~ntermed~ate results, and to secure customer
part~c~pat~on Partners ~nclude pr~vate voluntary organ~zat~ons,

~nd~genous and other ~nternat~onal non-government organ~zat~ons,

un~vers~t~es, other USG agenc~es, U N and other mult~lateral

organ~zat~ons, profess~onal and bus~ness assoc~at~ons, pr~vate

bus~nesses (as for example under the U S -As~a Env~ronmental

Partnersh~p), and host country governments at all levels

•
44 Partner Representat~ve

organ~zat~on w~th wh~ch USAID
agreed upon obJect~ves

An ~nd~v~dual that represents an
works cooperat~vely to ach~eve mutually

•

4S Partnersh~p An assoc~at~on between USAID, ~ts partners and
customers based upon mutual respect, complementary strengths, and shared
comm~tment to ach~eve mutually agreed upon obJect~ves

46 Performance Basel~ne The value of a performance ~nd~cator at the
beg~nn~ng of a plann~ng and/or performance per~od A performance
basel~ne ~s the po~nt used for compar~son when measur~ng progress toward
a spec~f~c result or obJect~ve Ideally, a performance basel~ne w~ll be
the value of a performance ~nd~cator Just pr~or to the ~mplementat~on of
the act~v~ty or act~v~t~es ~dent~f~ed as support~ng the obJect~ve wh~ch

the ~nd~cator ~s meant to measure

47 Performance Ind~cator A part~cular character~st~c or d~mens~on

used to measure ~ntended changes def~ned by an organ~zat~onal un~t's

results framework Performance ~nd~cators are used to observe progress
and to measure actual results compared to expected results Performance
~nd~cators serve to answer "whether" a un~t ~s progress~ng towards ~ts

obJect~ve, rather than Why/why not such progress ~s be~ng made
Performance ~nd~cators are usually expressed ~n quant~f~able terms, and
should be obJect~ve and measurable (numer~c values, percentages, scores
and ~nd~ces) Quant~tat~ve ~nd~cators are preferred ~n most cases,
although ~n certa~n c~rcumstances qual~tat~ve ~nd~cators are
appropr~ate
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48 Performance Informat~on The body of ~nformat~on and stat~st~cal

data that d~rectly relates to performance towards overall USAID goals
and obJect~ves, as well as operat~ng un~t strateg~c obJect~ves,

strateg~c support obJect~ves and spec~al obJect~ves Performance
~nformat~on ~s a product of formal performance mon~tor~ng systems,
evaluat~ve act~v~t~es, customer assessments and surveys, Agency research
and ~nformal feedback from partners and customers

49 Performance Mon~tor~ng A process of collect~ng and analyz~ng

data to measure the performance of a program, process, or act~v~ty

aga~nst expected results A def~ned set of ~nd~cators ~s constructed to
regularly track the key aspects of performance Performance reflects
effect~veness ~n convert~ng ~nputs to outputs, outcomes and ~mpacts

(~ e , results)

50 Performance Mon~tor~ng Plan A deta~led plan for manag~ng the
collect~on of data ~n order to mon~tor performance It ~dent~f~es the
~nd~cators to be tracked, spec~f~es the source, method of collect~on,

and schedule of collect~on for each p~ece of datum requ~red, and ass~gns

respons~b~l~ty for collect~on to a spec~f~c off~ce, team, or ~nd~v~dual

At the Agency level, ~t ~s the plan for gather~ng data on Agency goals
and obJect~ves At the Operat~ng Un~t level, the performance mon~tor~ng

plan conta~ns ~nformat~on for gather~ng data on the strateg~c

obJect~ves, ~ntermed~ate results and cr~t~cal assumpt~ons ~ncluded ~n an
operat~ng un~t's results frameworks

51 Performance Mon~tor~ng System An organ~zed approach or process
for systemat~cally mon~tor~ng the performance of a program, process or
act~v~ty towards ~ts obJect~ves over t~me Performance mon~tor~ng

systems at USAID cons~st of, ~nter al~a performance ~nd~cators,

performance basel~nes and performance targets for all strateg~c

obJect~ves, strateg~c support obJect~ves, spec~al obJect~ves and
~ntermed~ate results presented ~n a results framework, means for
track~ng cr~t~cal assumpt~ons, performance mon~tor~ng plans to ass~st ~n

manag~ng the data collect~on process, and, the regular collect~on of
actual results data

52 Performance Target The spec~f~c and ~ntended result to be
ach~eved w~th~n an expl~c~t t~meframe and aga~nst wh~ch actual results
are compared and assessed • A performance target ~s to be def~ned for
each performance ~nd~cator In add~t~on to f~nal targets, ~nter~m

targets also may be def~ned

53 Portfol~o The sum of USAID-funded programs be~ng managed by a
s~ngle operat~ng un~t

54 Rap~d, Low-cost Evaluat~ons Analyt~c or problem-solv~ng efforts
wh~ch emphas~ze the gather~ng of emp~r~cal data ~n ways that are low­
cost, t~mely, and pract~cal for management dec~s~on mak~ng

Methodolog~cal approaches ~nclude m~n~-surveys, rap~d appra~sals, focus
groups, key ~nformant ~nterv~ews, observat~on, and purpos~ve sampl~ng,

among others
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55 Respons~b~l~ty In the context of sett~ng strateg~c obJect~ves,

respons~b~l~ty refers to a gu~d~ng concept wh~ch ass~sts an operat~ng

un~t ~n determ~n~ng the h~ghest level result that ~t bel~eves ~t can
mater~ally affect (us~ng ~ts resources ~n concert w~th ~ts development
partners) and that ~t ~s w~ll~ng to use as the standard for the
Judgement of progress Th~s has also been referred to as "manageable
~nterest "

56 Result A change ~n the cond~t~on of a customer or a change ~
the host country cond~t~on wh~ch has a relat~onsh~p to the customer A
result ~s brought about by the ~ntervent~on of USAID ~n concert w~th ~ts

development partners Results are l~nked by causal relat~onsh~ps, ~ e
a result ~s ach~eved because related, ~nterdependent result(s) were
ach~eved Strateg~c obJect~ves are the h~ghest level result for wh~ch

an operat~ng un~t ~s held accountable, ~ntermed~ate results are those
results wh~ch contr~bute to the ach~evement of a strateg~c obJect~ve

57 Results Framework The results framework represents the
development hypothes~s ~nclud~ng those results necessary to ach~eve a
strateg~c obJect~ve and the~r causal relat~onsh~ps and underly~ng

assumpt~ons The framework also establ~shes an organ~z~ng bas~s for
measur~ng, analyz~ng, and report~ng results of the operat~ng un~t It
typ~cally ~s presented both ~n narrat~ve form and as a graph~cal

representat~on

58 Results Package A results package (RP) cons~sts of people,
fund~ng, author~t~es, act~v~t~es and assoc~ated documentat~on requ~red

to ach~eve a spec~f~ed result(s) w~th~n an establ~shed t~me frame An RP
~s managed by a strateg~c obJect~ve team (or a results pacKage team ~f

establ~shed) wh~ch coord~nates the development, negot~at~on, management,
mon~tor~ng and evaluat~on of act~v~t~es des~gned cons~stent w~th (1)
the pr~nc~ples for develop~ng and manag~ng act~v~t~es, and (2)
ach~evement of one or more results ~dent~f~ed ~n the approved results
framework The purpose of a results package ~s to del~ver a g~ven

result or set of results contr~but~ng to the ach~evement of the
strateg~c obJect~ve

The strateg~c obJect~ve team w~ll def~ne one or more RPs to support
spec~f~c results from the results framework The SO team may elect to
manage the package or packages ~tself, or may create one or more
subteams to manage RPs In add~t~on, strateg~c obJect~ve teams create,
mod~fy and term~nate results packages as requ~red to meet chang~ng

c~rcumstances pursuant to the ach~evement of the strateg~c obJect~ve

Thus typ~cally a results package w~ll be of shorter durat~on than ~ts

assoc~ated strateg~c obJect~ve

59 Results Package Data Base A results package data base cons~sts

of the data and ~nformat~on related to the act~ons, dec~s~ons, events,
and performance of act~v~t~es under a results package

60 Results Rev~ew and Resource Request (R4) The document wh~ch ~s

rev~ewed ~nternally and subm~tted to USAID/W by the operat~ng un~t on an
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annual bas~s The R4 conta~ns two components the results rev~ew and
the resource request Judgement of progress w~ll be based on a
comb~nat~on of data and analys~s and w~ll be used to ~nform budget
dec~s~on mak~ng

6l Rev~ew Workshops Workshops wh~ch ~nvolve key part~c~pants ~n an
SO/RP or even a part~cular element of an RP ~n collect~vely evaluat~g

performance dur~ng the prev~ous ~mplementat~on per~od and plann~ng for
the forthcom~ng per~od Part~c~pants are normally representat~ves of
partners, customers, counterparts, other donors, stakeholders, and
USAID Successful workshops are often fac~l~tated to assure that all
perspect~ves are heard and that key f~nd~ngs and conclus~ons and
consensus on mod~f~cat~ons and plans ~s documented and d~str~buted

62 Spec~al ObJect~ve The result of an act~v~ty or act~v~t~es wh~ch

do not qual~fy as a strateg~c obJect~ve, but support other US government
ass~stance obJect~ves A spec~al obJect~ve ~s expected to be small ~
scope relat~ve to the portfol~o as a whole

63 Stakeholders !nd~v~duals and/or groups who have an ~nterest ~n

and ~nfluence USAID act~v~t~es, programs and obJect~ves

64 Strateg~c ObJect~ve The most amb~t~ous result (~ntended

measurable change) that a USAID operat~onal un~t, along w~th ~ts

partners, can mater~ally affect and for wh~ch ~t ~s w~ll~ng to be held
respons~ble The strateg~c obJect~ve forms the standard by wh~ch the
operat~onal un~t ~s w~ll~ng to be Judged ~n terms of ~ts performance
The t~me-frame of a strateg~c obJect~ve ~s typ~cally 5-8 years for
susta~nable development programs, but may be shorter for programs
operat~ng under short term trans~t~onal c~rcumstances or under
cond~t~ons of uncerta~nty

65 Strateg~c ObJect~ve Agreement A formal agreement that obl~gates

funds between USAID and the host government or other part~es, sett~ng

forth a mutually agreed upon understand~ng of the t~me frame, results
expected to be ach~eved, means of measur~ng those results, resources,
respons~b~l~t~es, and contr~but~ons of part~c~pat~ng ent~t~es for
ach~ev~ng a clearly def~ned strateg~c obJect~ve Such an agreement
between USAID and the host government may allow for th~rd part~es (e g ,
NGOs) to enter ~nto sub-agzeements w~th e~ther USAID or the host
government or both to carry out some or all of the act~v~t~es requ~red

to ach~eve the obJect~ve (Deta~ls ~n Ser~es 300 )

66 Strateg~c Plan The framework wh~ch an operat~ng un~t uses to
art~culate the organ~zat~on's pr~or~t~es, to manage for results, and to
t~e the organ~zat~on's results to the customer/benef~c~ary The
strateg~c plan ~s a comprehens~ve plan wh~ch ~ncludes the del~m~tat~on

of strateg~c obJect~ves and a descr~pt~on of how ~t plans to deploy
resources to accompl~sh them A strateg~c plan ~s prepared for each
portfol~o whether ~t ~s managed at a country level, reg~onally or
centrally
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67 Strateg~c Support ObJect~ve Strateg~c support obJect~ves are
~ntended to capture and measure a reg~onal or global development
obJect~ve wh~ch ~s dependent on the results of other USAID operat~ng

un~ts to ach~eve the obJect~ve but to wh~ch a global or reg~onal program
makes an ~mportant contr~but~on Therefore, the key d~fferent~at~on

from a strateg~c obJect~ve, as def~ned above, ~s that there ~s a
recogn~t~on that the ach~evement of the obJect~ve ~s accompl~shed and
measured, ~n part, through the act~v~t~es and results at the f~eld

m~ss~on level

68 Subgoal A h~gher level obJect~ve wh~ch ~s beyond of the
operat~ng un~t's respons~b~l~tybut wh~ch prov~des a l~nk between the
strateg~c obJect~ve and the operat~ng un~t goal Inclus~on ~n operat~ng

un~t plans ~s opt~onal

69 Strateg~c ObJect~ve Team In general, a team ~s a group of people
comm~tted to a common performance goal for wh~ch they hold themselves
~nd~v~dually and collect~vely accountable Teams can ~nclude USAID
employees exclus~vely or USAID and partner and customer representat~ves

An SO team ~s a group of people who are comm~tted to ach~ev~ng a
spec~f~c strateg~c obJect~ve and are w~ll~ng to be held accountable for
the results necessary to ach~eve that obJect~ve The SO team can
establ~sh subs~d~ary teams for a subset of results or to manage a
results package

69a Core Team U S government employees and others who may be
author~zed to carry out ~nherently U S governmental funct~ons such as
procurement act~ons or obl~gat~ons For example, only members of the
core team would manage procurement sens~t~ve mater~als or negot~ate

formal agreements

69b Expanded Team U S government employees and partner and customer
representat~ves comm~tted to ach~ev~ng the strateg~c obJect~ve

69c V~rtual Team Members of a team who are not collocated and
therefore part~c~pate pr~mar~ly through telecommun~cat~on systems

70 Target See Performance Target

• 20l 5

7l U S Nat~onal Interest A pol~t~cal/strateg~c ~nterest of the
Un~ted States that gu~des the ~dent~f~cat~on of rec~p~ents of fore~gn

ass~stance and the fundamental character~st~cs of development
ass~stance

72 Value Eng~neer~ng A management techn~que us~ng a systemat~zed

approach to seek out the best funct~onal balance between the cost,
rel~ab~l~ty and performance of an act~v~ty or process, w~th a
part~cular focus on the ~dent~f~cat~on and el~m~nat~on of unnecessary
costs VE/VA can be used both ~n the des~gn stage and as an evaluat~on

tool

Pol~cy & E20l 5 Essent~al Procedures
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20~ 5 ~ Agency Strateg~c Plan

The Agency w~ll establ~sh an Agency strateg~c plan for ~ts programs
wh~ch shall

Def~ne the broad strateg~c framework w~th~n wh~ch operat~ng un~t

strateg~c plans w~ll be developed

Art~culate what the Agency expects to ach~eve ~n fac~l~tat~ng

susta~nable development world-w~de and by ~ncorporat~ng the needs
of the Agency's customers

Def~ne USAID goals and pr~or~ty obJect~ves wh~ch contr~bute

to the Agency m~ss~on of susta~nable development

Establ~sh a bas~s for allocat~ng resources aga~nst relevant
factors <pr~or~ty sectors, geopol~t~cal cons~derat~ons,

country susta~nable development needs, and des~red Agency­
w~de results)

Serve as the bas~s for present~ng the Agency's programs and budget
requests to Congress and the publ~c

The strateg~c plan shall be developed ~n accordance w~th the
requ~rements establ~shed ~n the Government Performance and Results Act
(GPRA) and shall be cons~stent w~th the f~nd~ngs of the Agency Customer
Serv~ce Plan

E20~ 5 1 The Agency Strateg~c Plan

The Agency strateg~c plan shall be developed by PPC, ~n consultat~on

w~th M, G, ERR, and reg~onal bureaus In develop~ng the plan, PPC
shall lead the Agency ~n a broadly consultat~ve process ~nvolv~ng

Congress, State Department, and other ~nterested stakeholders, partners,
and customers (See sect~on 20~ 6 ~, Supplementary References
Strateg~es for Susta~nable Development and Implementat~on Gu~del~nes

The Agency strateg~c plan w~ll be amended as necessary based on
s~gn~f~cant changes ~n U S nat~onal ~nterests, geopol~t~cal

cons~derat~ons, country and customer needs, progress or lack of progress
~n ach~ev~ng Agency goals and obJect~ves, and/or new techn~cal knowledge
~n a sector

PPC and M shall use the Agency strateg~c plan as a bas~s for analyz~ng

and present~ng ~nformat~on on programs and performance for annual
~nternal strategy and performance rev~ews The plan w~ll also prov~de

the bas~s for analyz~ng and present~ng ~nformat~on on program plans,
budgets, and performance to meet external report~ng requ~rements,

~nclud~ng Congress (for GPRA report~ng, OMB performance rev~ews,

Congress~onal Presentat~ons and test~mony)

~8
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The Agency w~ll establ~sh an Agency strateg~c framework wh~ch

graph~cally dep~cts the Agency's strateg~c plan The framework w~ll,
• 201 5 2 The Agency Strateg~c Framework

•

•

Art~culate the essence of the Agency strateg~c plan ~n graph~c

form

Prov~de the framework w~th~n wh~ch operat~ng un~t strateg~c plans
w~ll be developed by lay~ng out Agency goals and obJect~ves

Serve as a bas~s for track~ng progress toward Agency goals and
obJect~ves

Prov~de an organ~z~ng framework for per~od~c ~nternal Agency
strategy and performance rev~ews, ~nclud~ng programm~ng and budget
allocat~on dec~s~ons

Serve as a bas~s for present~ng ~nformat~on on the Agency's
programs, budget requests, and performance to external aud~ences,

~nclud~ng Congress

The Agency strateg~c framework shall be developed ~n accordance w~th the
requ~rements of the Government Performance and Results Act (GPRA) and
shall be cons~stent w~th the f~nd~ngs of the Agency Customer Serv~ce

Plan

E201 5 2 The Agency Strateg~c Framework

The Agency strateg~c framework ~s a tool for commun~cat~ng USAID's
development strategy and shall d~rectly reflect the Agency strateg~c

plan The Agency strateg~c framework establ~shes an organ~z~ng bas~s

for strategy and performance rev~ews, budget~ng, and external report~ng

requ~rements Operat~ng un~t strateg~c plans and reg~onal plann~ng

frameworks must contr~bute to the Agency-w~de goals and obJect~ves

represented ~n the Agency strateg~c framework

The Agency strateg~c framework w~ll layout the l~nkage between program
approaches, Agency obJect~ves, Agency goals and the Agency m~ss~on PPC
~s respons~ble for develop1ng the Agency strateg~c framework and for
per~od~cally rev~s~ng ~t to reflect any adJustments to the Agency
strateg~c plan, ~n consultat~on w~th central and reg~onal bureaus

201 5 3 Reg~onal Plann~ng Framework

Spec~al c~rcumstances or un~que fore~gn pol~cy concerns may warrant the
development of a bureau level reg~onal plann~ng framework Such a
framework must be developed ~n consultat~on w~th PPC, and shall ~dent~fy

ass~stance obJect~ves or def~ne un~que program pr~or~t~es w~th~n a
spec~f~c reg~on Such obJect~ves and pr~or~t~es shall be cons~stent

w~th the Agency's stated overall m~ss~on and goals, and shall be
developed ~n accordance w~th GPRA requ~rements and any other spec~f~c
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leg~slat~ve requ~rements

201 5 4 Purpose of Operat~ng Un~t Strateg~c Plans •
Operat~ng un~t strateg~c plans const~tute the essent~al bu~ld~ng block
of the Agency's programm~ng system The approved strateg~c plan w~ll

represent an Agency-w~de comm~tment to an agreed strateg~c d~rect~on and
set of results at the strateg~c ob]ect~ve level, to be accompl~shed by
that operat~ng un~t over the plann~ng per~od A strateg~c plan shall

Develop a l~m~ted number of strateg~c obJect~ves and spec1al
obJect1ves wh1ch encompass all development act1v1t~es managed by
that un1t (see 201 5 9, Select~on of Programmat~c Focus)

Def~ne how those Ob]ect1ves w1ll contr~bute to the accomp11shment
of Agency goals and ob]ect~ves as def1ned ~n the Agency strateg~c

plan

Art1culate the development hypothes1s wh~ch Just~f~es the
feas1b111ty of ach~ev~ng the Ob]ect1ve

Est~mate the resources needed to accompl~sh those oOJect~ves

201 5 5

Establ1sh the framework for subsequent mon~tor~ng of the
performance of the programs for wh~ch ~t ~s respons~ble ~n order
to accurately demonstrate 1mpact

Appl~cab~l~ty of Strateg~c Plann~ng Requ~rements for Operat~ng

Un~ts •
Every operat~ng un~t wh~ch manages program resources shall have an
approved strateg~c plan ~n place to govern the use of the program
resources under 1ts author~ty as well as the related staff and operat~ng

expenses requ~red to manage those funds, except as prov~ded under
except10ns and spec~al cases (see 201 5 Sd, Except~ons and Spec~al

Cases)

201 5 Sa Plann~ng for Country Programs Managed ~n the F~eld

Plann~ng for country programs w~ll encompass all USAID program resources
proposed for allocat~on to the country, ~nclud~ng those proposed ~n

support of centrally-managed global programs, reg~onal programs, food
a1d, hous~ng guarantees, and research act~v1t~es

Act~v~t1es wh~ch take place w~th~n a country to support global
ob]ect~ves and do not contr~bute to the b~lateral strategy must be
l~sted ~n the f~eld m~ss~on's strateg~c plan together w~th any
management respons~b~l~t~es wh~ch have been ass~gned to the f~eld

m~ss~on (see 201 5 10d, L~st~ng of G Bureau Act~v~t~es Supported by
B~lateral Programs) For example, global research act~v~t~es often fall
~nto th~s category
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201 5 Sb Plann~ng for Reg~onal and Global Programs

Plann1ng for reg10nal and global programs shall capture those program
funded act1v1t1es wh1ch are reg10nal or global 1n nature (1 e
ob]ect1ves wh1ch cannot be ach1eved or measured on the bas1S of a s1ngle
country)

201 5 5c Plann1ng for Centrally Managed B1lateral Programs

In some cases, USAID/W off1ces have d1rect management respons1b111ty for
b11ateral programs (e g programs wh1ch are d1rected at ach1ev1ng
country level 1mpact) due to management eff1c1enc1es In such cases,
the USAID/W off1ce shall consult w1th PPC to determ1ne the appropr1ate
strateg1c plann1ng requ1rements

201 5 5d Except10ns and Spec1al Cases

Except10ns and spec1al cases related to the strateg1c plan shall
1nclude

1) Start-up Programs Start-up or new programs shall manage for
results However, such programs w111 be exempted from any or all
of the strateg1c plann1ng requ1rements stated here1n for the f1rst
year of operat1on

2) Close-Out Programs Programs wh1ch are planned for close-out
shall manage for results However, the operat1ng bureau w1l1
consult w1th M and PPC to determ1ne appropr1ate strateg1c plann1ng
and/or 1mpact report1ng requ1rements

3) Emergency Programs 1n the F1eld The strateg1c plann1ng document
for an emergency program 1n the f1eld may be br1ef, w1ll address a
plann1ng per10d wh1ch 1S appropr1ate to the emergency program, and
may follow an abbrev1ated reV1ew process as agreed to by the AA 1n
consultat10n w1th PPC/ BHR and M The strateg1c plan for an
emergency program shall address both natural d1sasters as well as
man made d1sasters as 1S appropr1ate The strategy w1ll 1dent1fy,
strateg1c obJect1ves, est1mated resource requ1rements, t1me per10d
covered, other key management, strateg1c, or pol1t1cal concerns

4) Small Country Programs Small country programs w111 be allowed to
prepare abbrev1ated strateg1c plans wh1ch focus pr1mar1ly on the
results to be ach1eved 1n the sector(s) 1n wh1ch they are work1ng
or plann1ng to work (see E201 5 10, Contents of Strateg1c Plans,
Part II, c) The reg10nal Bureau, 1n consultat1on w1th PPC and M,
w1l1 prov1de such a country program w1th plann1ng parameters and
outl1ne strategy requ1rements as appropr1ate Cr1ter1a for small
country programs w111 be def1ned by PPC 1n consultat1on w1th the
reg10nal bureaus (See 201 5 11 and 201 5 12 for ReV1ew and
Approval Pol1c1es )

• 5) Spec1al Fore1gn Pol~cy Programs Spec1al fore1gn pol1cy programs
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shall manage for results However, programs wh~ch are ~nst~tuted

~n response to spec~al fore~gn pol~cy ~ssues and concerns may be
exempted from spec~f~c strateg~c plann~ng pol~c~es and essent~al

procedures, or may follow d~fferent procedures as requ~red by
leg~slat~on or d~ctated by the type of funds be~ng used For
example, programs conducted by the Bureau for Europe and the New
Independent States (ENI) and those conducted us~ng Econom~c

Support Funds (ESF) may necess~tate some d~fferent procedures as
requ~red by spec~f~c leg~slat~on or regulat~ons In these and
s~m~lar ~nstances, wh~le the ~ntent and pr~nc~ples of the Agency
d~rect~ve on plann~ng w~ll be followed, spec~f~c pol~c~es and/or
essent~al procedures may be rev~sed or developed to ~ncorporate

the spec~f~c leg~slat~ve and operat~ng requ~rements of the
programs Exempt~ons from Agency plann~ng pol~c~es and
procedures, and/or the development of alternat~ve pol~c~es and
procedures, for these programs must be approved by the cogn~zant

bureau AA ~n consultat~on w~th the AA/PPC and the AA/M, and th~s

approval must be documented ~n a formal act~on memorandum
Programs wh~ch ~nvolve the programm~ng of funds pr~or to the
preparat~on of a strateg~c plan requ~re a rev~ew of the respect~ve

program and a formal exempt~on, as noted above, from the
requ~rements of the plann~ng d~rect~ve ~f a strateg~c plan ~s not
prepared w~th~n a year of the program's ~n~t~at~on

201 5 6 Plann~ng Parameters

201 5 6a Sett~ng Plann~ng Parameters

PPC and M shall prov~de each operat~ng Bureau w~th plann~ng parameters
~n a t~mely manner Each Bureau w~ll be respons~ble for prov~d~ng ~ts

operat~ng un~ts w~th updated Agency gu~dance on plann~ng parameters
pr~or to the development of a strateg~c plan These parameters shall
~nclude ~nd~cat~ve resource levels, gu~dance on earmarks, and updated
gu~dance on the Agency's goals and obJect~ves over the proposed plann~ng

per~od As appropr~ate, the bureau may also prov~de add~t~onal gu~dance

to the operat~ng un~t on the strateg~c d~rect~on of the program, key
management or performance ~ssues, and any spec~al fore~gn pol~cy

~nterests ~n the country

201 5 6b Management Letter

Each Bureau w~ll be respons~ble for prov~d~ng new m~ss~on d~rectors or
representat~ves w~th a management letter wh~ch prov~des bureau gu~dance

on the long term strateg~c d~rect~on of the program, key management or
strateg~c ~ssues, resource parameters, and any spec~al fore~gn pol~cy

~nterests ~n the country

201 5 7 Part~c~pat~on

201 5 7a Strateg~c Plann~ng

All strateg~c plans shall be developed, updated and mon~tored ~n act~ve
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•

consultat~on w~th relevant development customers, partners, and
stakeholders Th~s consultat~on ~s subJect to Agency gu~dance on
confl~ct of ~nterest (See Supplemental Reference 201 6 4)

201 5 7b The Customer Serv~ce Plan

Each operat~onal un~t (~nclud~ng the G bureau, BHR, and reg~onal

bureaus) shall develop a customer serv~ce plan wh~ch w~ll ~nform ~ts

plann~ng and operat~ons The customer serv~ce plan shall,

Present the operat~ng un~t's v~s~on for ~nclud~ng customers and
partners to ach~eve development obJect~ves

Expla~n how customer feedback w~ll be ~ncorporated to determ~ne

customer needs and percept~ons of the serv~ces prov~ded and how
th~s feedback w~ll be regularly ~ncorporated ~nto the m~ss~on's

processes

Ident~fy the un~t's key customer serv~ce pr~nc~ples and the
standards to wh~ch the operat~ng un~t w~ll comm~t

The customer serv~ce plan w~ll act as a management tool for the
~nd~v~dual operat~ng un~t and must be developed ~n the context of
ex~st~ng Agency parameters The customer serv~ce plan does not requ~re

USAID!W approval

201 5 8 Jo~nt Plann~ng

The strateg~c plan ~s requ~red to reflect Jo~nt plann~ng pr~nc~ples,

therefore, operat~ng un~ts are respons~ble for consult~ng w~th relevant
and affected USAID!W off~ces and f~eld m~ss~ons throughout the strateg~c

plann~ng process as appropr~ate

201 5 9 Select~on of Programmat~c Focus

Each strateg~c plan shall ~dent~fy a l~m~ted number of strateg~c

obJect~ves and, where appropr~ate, spec~al obJect~ves wh~ch encompass
all program resources to be managed by the operat~ng un~t

The select~on of programma~~c focus shall be ~nformed by the follow~ng

factors

The contr~but~on toward the Agency's m~ss~on of susta~nable

development and assoc~ated Agency goals and obJect~ves as
descr~bed ~n the Agency strateg~c plan

The needs and ~nterests of the host country, reg~on or sector as
~dent~f~ed by the customers of USAID act~v~t~es

The poss~b~l~ty of ach~ev~ng susta~ned and s~gn~f~cant ~mpact w~th

the resources l~kely to be ava~lable by USAID, the host country,
and other aevelopment partners, and the ab~l~ty to demonstrate
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that 1mpact over the plann1ng per10d

Analys1s of the problems to be addressed and potent1al approaches

The f1nd1ngs of Agency assessments of performance and 1mpact, 1n
order to cont1nually 1mprove the Agency's ab111ty to del1ver
effect1ve ass1stance

20~ 5 10 Components of the Strateg1c Plan

•
201 5 lOa Strateg1c OhJect1ves

A strateg~c obJect~ve ~s def~ned as the most amb~t~ous result (1ntended
measurable change) 1n a part1cular program area that a USAID operat~onal

un1t, along w1th 1ts partners, can mater1ally affect and for wh1ch 1t 1S
w1111ng to be held respons1ble The strateg1c obJect1ve forms the
standard by wh1ch the operat1onal un1t 1S w1111ng to be Judged 1n terms
of 1tS performance The t1me-frame for the ach1evement of the strateg1c
obJect1ve 1S typ1cally 5-8 years for susta1nable development programs,
but may be shorter for programs Wh1Ch are operat1ng under short term
trans1t1onal C1rcumstances or under cond1t1ons of uncerta1nty Each
strateg1c obJect1ve shall be l1nked to one Agency goal It may be l1nked
to other Agency goals on a secondary bas1s, 1f necessary The strateg1c
obJect1ve must also be l1nked to one or more Agency obJect1ves w1th1n
that goal

Strateg1c obJect1ves may be b1lateral, reg1onal, or global 1n nature and
shall set the d1rect1on for the select10n and des1gn of the ass1stance
act1v1t1es to be carr1ed out 1n the portfol1o over the t1me-frame of the
plan A strateg1c obJect1ve must be expressed 1n terms of a result or
1mpact, be def1ned 1n a manner wh1ch perm1ts obJect1ve measurement, be
clear and prec1se, and generally 1nclude only one obJect1ve so that
progress can be clearly measured

However, strateg1c obJect1ves wh1ch represent more than one d1mens10n 1n
address1ng a development problem w1l1 be acceptable 1f the component
results of the strateg1c obJect1ve are a) 1mplemented 1n an 1ntegrated
manner (e g the two components are part of the same act1v1ty wh1ch
takes place 1n the same locat1ons) b) ach1evable by a common set of
1ntermed1ate results and causal 11nkages represented 1n the results
framework, and c) the component results are 1nseparable and mutually
re1nforc1ng (ach1evement of each fac1l1tates the ach1evement of the
other) An example m1ght be "Increased Use of Fam1ly Plann1ng and
Maternal and Ch1ld Health Serv1ces (MCH) 11 wh1ch comb1nes fam1ly plann1ng
and MCH

An operat1ng un1t shall focus resources on the ach1evement of a l1m1ted
number of strateg1c obJect1ves that have s1gn1f1cant potent1al for
susta1nable development 1mpact An operat1ng un1t shall cons1der the
factors descr1bed under Select10n of Programmat1c Focus (see 201 5 9,
Select10n of Programmat1c Focus) when sett1ng strateg1c obJect.ves
w1th1n the1r respect1ve program area There 1S no f1xed 11m1t on the
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• total number of strateg~c obJect~ves that the operat~ng un~t may
~dent~fy for ~ts portfol~o However, the number w~ll depend most
~mportantly on the l~kel~hood of effect~vely ach~ev~ng s~gn~f~cant

~mpact as based on expected program fund~ng and staff resource levels
over the plann~ng per~od Other factors w~ll ~nclude the absorpt~ve

capac~ty of program sectors and the need to meet current and on-go~ng

program comm~tments

201 5 lOb strateg~c Support ObJect~ves

•

•

Strateg~c support obJect~ves (SSOs) are ~ntended to capture and measure
a reg~onal or global development obJect~ve wh~ch ~s dependent on the
results of other USAID operat~ng un~ts to ach~eve the obJect~ve but to
wh~ch a global or reg~onal program makes an ~mportant contr~but~on

Therefore, the key d~fferent~at~on from a strateg~c obJect~ve ~s that
there ~s a recogn~t~on that the ach~evement of the obJect~ve ~s

accompl~shed and measured, ~n part, through the act~v~t~es and results
at the f~eld m~ss~on level For example, a maJor~ty of strateg~c

support obJect~ves for the G bureau w~ll be dr~ven, ~n large part, by
f~eld demand for serv~ces

The strategy must clearly d~st~ngu~sh the operat~ng un~t's un~que role
~n meet~ng the ssa from that of the f~eld m~ss~ons In most cases, th~s

w~ll be demonstrated as ~dent~f~able ~ntermed~ate results ~n the results
framework for wh~ch the central operat~ng un~t ~s respons~ble

A central operat~ng un~t, such as the G bureau, would contr~bute

s~gn~f~cantly to the ach~evement of the strateg~c support obJect~ve by
prov~d~ng support serv~ces (~e prov~d~ng central contract~ng

mechan~sms to support f~eld m~ss~ons) In add~t~on, techn~cal

leadersh~p and research act~v~t~es (e g conduct~ng research wh~ch

prov~des new and more effect~ve approaches that are used by the f~eld

m~ss~ons) w~ll be cons~dered means to accompl~sh~ng the obJect~ve The
central operat~ng un~t w~ll outl~ne the results of the act~v~t~es under
~ts d~rect control and clearly show how these act~v~t~es, ~n concert
w~th m~ss~on act~v~t~es, w~ll ach~eve the strateg~c support obJect~ve

All requ~rements for strateg~c obJect~ves are appl~cable to strateg~c

support obJect~ves

201 5 10c Spec~al ObJect~ves

Under except~onal c~rcumstances, a m~ss~on or off~ce may ~nclude

act~v~t~es ~n ~ts portfol~o wh~ch could not qual~fy as a strateg~c

obJect~ve, but wh~ch produce results to support other U S government
ass~stance obJect~ves Spec~al obJect~ves may be Just~f~ed ~f one or
more of the follow~g cr~ter~a are met

The act~v~ty represents a response to a leg~slated earmark or
spec~al ~nterest wh~ch does not meet the cr~ter~a for a strateg~c

obJect~ve

It ~s a cont~nuat~on of an act~v~ty ~n~t~ated pr~or to the
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strateg~c plan wh~ch needs add~t~onal t~me for orderly phase-out

It ~s an exploratory/exper~mentalact~v~ty ~n a new program area
wh~ch mer~ts further explorat~on or wh~ch responds to new
developments ~n the country, reg~on, or sector

It ~s a research act~v~ty wh~ch contr~butes to the ach~evement of
an Agency obJect~ve

These act~v~t~es are expected to be small ~n scope relat~ve to the
portfol~o as a whole The operat~ng un~t, as a part of the strateg~c

plan, w~ll outl~ne the t~me-frame for the spec~al obJect~ve, expected
results to be ach~eved, a proposal for evaluat~ng results, and an
est~mated budget Results of exper~mental or exploratory act~v~t~es may
have d~fferent cr~ter~a for success than other act~v~t~es where USAID
has more exper~ence

•

Any act~v~t~es wh~ch take place at the country level and are solely
des~gned to support global obJect~ves should be l~sted ~n the country's
strateg~c plan together w~th any management respons~b~l~t~es the
operat~ng un~t has for support of those act~v~t~es For example, ~f

global cl~mate change or global research act~v~t~es are carr~ed out ~n a
country and do not support the m~ss~onrs b~lateral strategy, these
act~v~t~es would be ~ncluded ~n such a l~st~ng

20~ 5 10d

201 5 10e

L~st~ng of G Bureau Act~v~t~es Supported by B~lateral Programs

Results Framework •
In the context of def~n~ng a strateg~c obJect~ve or strateg~c support
obJect~ve, ~t ~s necessary to ~dent~fy the ~ntermed~ate results wh~ch

are necessary to accompl~sh that obJect~ve Th~s analys~s w~ll produce
a Results Framework for each obJect~ve The results framework must
prov~de enough ~nformat~on so that ~t adequately ~llustrates the
development hypothes~s (or cause and effect l~nkages) represented ~n the
strategy and therefore ass~sts ~n commun~cat~ng the bas~c prem~ses of
the strategy The results framework shall ~nclude any key results that
are produced by other development partners (e g partners such as non
governmental organ~zat~ons, the host country government, other donors,
and customers)

The Results Framework must also be useful as a management tool and
therefore focuses on ~ntermed~ate results wh~ch must be mon~tored to
~nd~cate progress The framework ~s ~ntended to be a management tool
f~rst and foremost for operat~ng un~t managers so that ~t ~s able to
gauge progress toward ach~evement of ~ntermed~ate results and the~r

contr~but~on to the ach~evement of the strateg~c obJect~ve
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• l~kely be used ~n ach~ev~ng the results outl~ned ~n the results
framework Wh~le th~s w~ll not be the focus of the strategy rev~ew,

~llustrat~ve approaches w~ll be requ~red to ~nd~cate the feas~b~l~ty of
ach~ev~ng selected strateg~c obJect~ves and w~ll serve as the bas~s for
determ~n~ng resource needs and establ~sh~ng performance targets (or
magn~tude of ~mpact) for each SO An operat~ng un~t w~ll have the
flex~b~l~ty to adJust approaches w~thout further USAID!W rev~ew to
ach~eve the strateg~c obJect~ve, except as otherw~se ~nd~cated ~n a
management contract

201 5 109 Env~ronmental Requ~rements

•

Sect~on 118/119 of the Fore~gn Ass~stance Act requ~res that all country
plans (or strateg~es) ~nclude an analys~s of a) the act~ons necessary ~n

that country to conserve b~olog~cal d~vers~ty and trop~cal forests and
b) the extent to wh~ch current or proposed USA I D act~ons meet those
needs In many cases, the env~ronmental analys~s may be broader than
the spec~f~c requ~rement for 118/119 For example, ~n the course of
exam~n~ng whether a strateg~c obJect~ve ~n the env~ronment should be
undertaken or how env~ronmental ~ssues relate to other obJect~ves and
act~v~t~es, ~t may be appropr~ate to conduct a broader analys~s to
exam~ne other env~ronmental ~ssues, such as the env~ronmental

underp~nn~ngs of a econom~c growth or prevent~ng env~ronmental threats
to publ~c health Operat~ng un~ts should consult w~th Bureau
env~ronmental off~cers to ensure that leg~slat~ve requ~rements are met
and to ensure that sal~ent ~ssues are addressed as appropr~ate (See
sect~on 201 5 8, Jo~nt Plann~ng and 201 6 Supplementary References,
Gu~del~nes for Strateg~c Plans, Techn~cal Annex B Env~ronment, dated
February 1995)

E201 5 10 Contents of Strateg~c Plans

Operat~ng un~t strateg~c plans shall ~nclude the ~nformat~on necessary
to secure endorsement by Agency management on the proposed strateg~c

obJect~ves and targeted magn~tude of ~mpact, assoc~ated resource
requ~rements, and, requested delegat~ons of author~ty Operat~ng un~ts

must ensure that any spec~al leg~slat~ve requ~rements, as appl~ed to
strateg~c plann~ng, are ~ncluded Operat~ng un~ts are not requ~red to
follow the outl~ne below ~n ~ts exact form, however, strateg~es shall
~nclude the follow~ng three sect~ons and shall prov~de a clear and
conc~se d~scuss~on of the below referenced ~ssues ~n a form wh~ch ~s

appropr~ate to the~r program

PART I Summary Analys~s of Ass~stance Env~ronment and Rat~onale for
Focus~ng Ass~stance ~n Part~cular Areas

A U S Fore~gn Pol~cy

pol~cy ~nterests

•
B Overv~ew

cond~t~on

pol~t~cal

Relat~onsh~p of the program to US fore~gn

Country strateg~es w~ll prov~de an overv~ew of the country
to ~nclude a summary of overall macro-econom~c and soc~o­

trends, a d~scuss~on of development constra~nts and
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opportun1t1es, how the strategy relates to host country or reg10nal
pr10r1t1es, and the role of other donors Reg10nal and Global
strateg1es w1ll prov~de a d1scuss10n of relevant transnat10nal
trends, how the strategy relates to reg10nal or global pr10r1t~es and
the role of other donors

C Customers A br1ef d1scuss10n of how customers ~nfluenced the
strateg1c plan both d1rectly and 1nd1rectly uS1ng the customer
serV1ce plan as a bas1s

D Trans~t~onal Issues Trans~t~on or phase out ~ssues, for those
country programs wh~ch are trans~t~onal ~n nature, the strategy w~ll

prov1de a d1scuss1on of key trans1t~onal 1ssues wh1ch are appropr~ate

to the country (whether ~t ~s a country near1ng graduat10n or
trans1t10n1ng from rel~ef to development) Reg~onal and global
programs may d~scuss trans~t~onal or phase out ~ssues where relevant

PART II Proposed Strateg~c Plan (Country, Reg~onal, or Global)

A A d~scuss~on of the l~nkage of the strategy to Agency goals and
obJect~ves

B A d~scuss~on of country goals and subgoals (where appl~cable)

C Each Strateg~c ObJect~ve or Strateg~c Support ObJect~ve must ~nclude

the follow~ng

1 A statement of strateg~c obJect~ve

2 A problem analys~s, to ~nclude an analys~s of the spec~f~c problem
to be addressed and an ~dent~f1cat~on of affected customers

3 A d~scuss10n of cr1t~cal assumpt~ons and causal relat~onsh~ps

wh~ch are represented ~n the Results Framework

4 The comm1tment and capac1ty of other development partners ~n

ach~ev1ng the obJect~ve Th~s may ~nclude a trend analys~s wh~ch

demonstrates why the current cl~mate and support by other partners
(~nclud~ng the host country government) or customers ~nd~cates

that the obJect~ve c~ be ach1eved

5 Illustrat1ve approaches

6 How susta1nab1l~ty w111 be ach~eved

7 How the ach~evement of the strateg~c obJect~ve w1ll be Judged
~nclud1ng,

a Proposed performance ~nd~cators and targets for ach~evement

of each strateg1c obJect~ve as well as mon1tor~ng 1nter~m

progress (see Ser1es 200, Chapter 203 )
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• b Performance targets wh~ch convey an understand~ng of the
ant~c~pated magn~tude of change v~s a v~s USAID's ~nvestment

and/or that of USAID's partners These performance targets
w~ll represent ant~c~pated results over the ent~re strategy
per~od to the extent poss~ble (~e where past exper~ence

and techn~cal knowledge ~nd~cate that targets wh~ch are
proJected to the end date of the strategy are useful and
mean~ngful) There are some cases, most often ~n new areas,
where select targets may be shorter than the plann~ng

per~od, and therefore w~ll need to be updated v~a the R4
process Also, ~nter~m performance targets may be used as
par of performance mon~tor~ng dur~ng the l~fe of the
obJect~ve

•

D If the operat~ng un~t has ~dent~f~ed a spec~al obJect~ve, the
d~scuss~on must ~nclude the follow~ng for each spec~al obJect~ve,

1 The t~me-frame' for the ObJect~ve

2 Relat~onsh~p to Agency goals and obJect~ves and/or the country
strategy

3 Expected Results

4 A proposal for mon~tor~ng ach~evement of any spec~al obJect~ves as
~s appropr~ate to the nature of the obJect~ve

E For F~eld M~ss~on operat~ng un~ts, the strategy shall ~dent~fy any
act~v~t~es wh~ch support global obJect~ves and are outs~de of the
f~eld m~ss~on's b~lateral strategy The f~eld m~ss~on should also
~dent~fy any management respons~b~l~t~es for wh~ch ~t ~s held
respons~ble

PART III Resource Requ~rements

•

A Est~mated resource requ~rements over the plann~ng per~od to ach~eve

the strateg~c obJect~ves, ~nclud~ng program dollars as well as
support~ve OE and personnel Program fund~ng shall ~nclude the
amount for f~eld support prov~ded through G Bureau mechan~sms The
operat~ng un~t shall also ~dent~fy any USAID/W techn~cal or other
support ~h~ch are necessary to accompl~sh the strateg~c obJect~ves

B D~scuss~on of programm~ng opt~ons Th~s should be br~ef and conc~se

and may take the form of a s~mple matr~x wh~ch serves to art~culate

and d~st~ll the pr~or~t~es of the operat~ng un~t and ~s based on
h~gh, med~um, and low fund~ng levels Such a matr~x should take ~nto

account Congress~onal and Adm~n~strat~on mandates and may ~nd~cate

country cond~t~ons that would warrant ~ncreases or decreases ~n

ass~stance

201 5 11 Rev~ew Process for Strateg~c Plann~ng
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Rev~ews shall be a collaborat~ve process where Agency w~de part2c~pat2on

~s e12c~ted Th2s w~ll prov~de a forum for the Agency to come to
agreement around the strateg2c plan and to make f~nal dec~s~ons

regard~ng the program All strateg2c plans w~ll be subm~tted to USAID/W
for formal rev~ew, except where alternat2ve rev~ew procedures are agreed
upon for except20nal programs (see 201 5 5d, Except~ons and Spec2al
Cases) Strateg~c plans for b~lateral, reg~onal, and global programs
must be rev~ewed by PPC, M, BHR (as appropr~ate), G, GC, and reg~onal

bureaus The reV2ew process for global, BHR or reg~onal strateg2c plans
must ~nclude a mechan~sm to allow for ~nput by affected f2eld m~SS2ons

The strateg2c plan w211 gu~de resource allocat2on dec2s2ons and
performance mon~tor2ng over the t~me-frame of the plan As a result of
the rev~ew process, the strateg2c plan ~s expected to represent an
Agency plan for that operat2ng un~t over the plann~ng per20d (See
201 5 12b, Approval of the Management Contract)

Procedures for rev~ews shall be developed and organ~zed by the
respons~ble reg~onal or central bureau

•

Each USAID/W bureau w2l1 rev~ew strateg~c plans 2n 12ght of
respect2ve roles w2th a spec2al emphas~s on the follow~ng

201 3, Respons2b212t2es, for further 2nformat2on),

201 5 11a

1)

Roles ~n the ReV2ew Process

the2r
(Also see

Reg20nal bureaus seek cons2stency w~th the Agency strateg2c
plan, reg~onal obJect2ves, and geopol~t~cal cons2derat2ons
un~que to the reg~on •

2) PPC ensures cons2stency w~th Agency-w2de pr2or2t2es and the
adequacy of plans for measur~ng performance and document~ng ~mpact

3) M ensures that resources can be made ava~lable

4) G assures the techn~cal soundness of and techn2cal support for the
plan

5) BHR assures that human2tar2an ass~stance, food a~d, and
trans~t2onal 2ssues (~s 2t relates to the trans~t2on from rel2ef
to development) are 2ncorporated and related resources are used as
appropr~ate

6) GC ensures the strateg~c plan meets all legal requ~rements

201 5 lIb Focus of the Rev~ew Process

Rev2ewers w211 focus on the follow2ng aspects of the strategy,
1) The relevance of the strategy to s~gn~f2cant development

problems

2) Appropr2ateness of the strategy V2S a V2S country performance
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3) The plaus1b111ty of the causal 11nkages presented 1n the strategy• 4)

5)

6)

The ab~l~ty of the operat~onal un~t to mon~tor and
demonstrate performance and to ach1eve results

The cons1stency of the proposed strategy w1th past progress
and lessons learned

Cons~stency w~th Agency strateg~es and pol~c1es as expressed
1n the Agency strateg1c plan

7) Appropr1ateness of the strategy 1n l1ght of expected resource
ava1lab111t1es

8) Appropr1ateness of the strategy V1S a V1S any legal
requ1rements

201 5 12 The Management Contract

201 5 12a Def1n1t1on of the Management Contract

•
The approval of all operat1ng un1t strateg1c plans shall result 1n the
establ1shment of a management contract between that un1t and Agency
management That contract w111 cons1st of the strateg1c plan (1nclud1ng
f1nal results frameworks) together w1th an off1c1al record of the
gu1dance emerg1ng from the reV1ew of the plan Th1S gu1dance shall

1) Summar1ze the agreement on a set of strateg1c and other ob]ect1ves
wh1ch w111 be pursued by that operat1ng un1t over the agreed
plann1ng per10d

2) Prov1de conf1rmat10n of est1mated resources regard1ng resource
levels to be made ava1lable over the strategy per10d pend1ng the
ava1lab111ty of U S funds

3) Prov1de appropr1ate delegat10ns of author1ty wh1ch allow the
m1SS10n to proceed w1th 1mplementat1on, these author1t1es rema1n
1n effect unless and unt11 amended

4) Outl1ne any spec1al cond1t10ns precedent, covenants, and/or
management concerns wh1ch requ1re further act10n by e1ther party
(e g a f1eld m1SS1on m1ght note that a certa1n change 1n fund1ng
would necess1tate a change 1n the strategy, or USAIDjw m1ght
spec1fy covenants to a related strateg1c )

20~ 5 ~2b Approval of the Management Contract

•
A management contract shall be approved by the subm1tt1ng operat10nal
un1t (as represented by the d1rector or AID representat1ve of that
operat1ng un1t) as well as the AA of the operat1ng bureau, w1th
clearance from FPC, M, Ge, BHR (as appropr1ate) G, and the reg10nal
bureaus (for G and BHR strateg1c plans) ~n l1ght of each operat10nal
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un~t's respect~ve respons~b~l~t~es (See 20~ 3, Respons~b~l~t~es, and
20~ 5 ~~, Rev~ew Process for Strateg~c Plann~ng) The management
contract w~ll serve as a delegat~on of author~ty to the operat~ng un~t

to proceed w~th program ~mplementat~on under those strateg~c obJect~ves

where agreement has been reached
•

201 5 ~2c Annual Reconf~rmat~on of the Management Contract

Every management contract w~ll be reconf~rmed annually as part of the
bureau's Results Rev~ew and Resource Request (R4) process, unless
otherw~se determ~ned by the AA for the operat~ng bureau ~n consultat~on

w~th PPC and M

20~ 5 ~3 Development of the Performance Mon~tor~ng Plan

The operat~ng un~t w~ll f~nal~ze the performance mon~tor~ng plan,
~nclud~ng performance targets and ~nd~cators, after strateg~c obJect~ves

have been approved The performance mon~tor~ng plan must be completed
shortly after the approval of the strategy and pr~or to the next Results
Rev~ew and Resource Request (R4) (See Ser~es 200, Chapter 203 5 5,
Performance Mon~tor~ng Plans )

20~ 5 ~4 Changes ~n Strateg~c Plans

The strateg~c plan (at the strateg~c obJect~ve level) represents the
Agency's strategy for a part~cular country or program over a spec~f~ed

t~me-frame Therefore, strateg~c obJect~ves are expected to rema~n

relat~vely stable over the plann~ng per~od Changes to strateg~c

obJect~ves should be based on compell~ng ev~dence that the d~rect~on of
the program must be mod~f~ed Th~s would ~nclude,

Dramat~c changes ~n country or other cond~t~ons external to the
program

Unsat~sfactoryprogress toward approved strateg~c obJect~ves or
other ev~dence that those obJect~ves w~ll not be met

Ach~evement of a strateg~c obJect~ve on an accelerated bas~s

A maJor sh~ft ~n Age~cy pol~cy or resource ava~lab~l~t~es

•

E20~ 5 l4 Changes ~n Strateg~c Plans

Changes ~n strateg~c obJect~ves must be approved by the AA w~th

concurrence from PPC, M, GC, BRR (as appropr~ate), G and reg~onal

bureaus (for central operat~ng bureau strateg~c plans)

The operat~ng un~t w~ll consult w~th ~ts operat~ng bureau to determ~ne

whether the changes to the strateg~c plan requ~re an update ~n the
strategy as a whole or whether a document wh~ch focuses only on one
part~cular SO ~s requ~red In the latter case, the content of the
strategy can be mod~f~ed to focus only on the relevant strateg~c

32 •



• obJect~ve (See E201 5 10, Contents of Strateg~c Plans, Part II C for
requ~red ~nformat~on )

201 5 15 Strateg~c Plann~ng and Resource A1locat~on

Budget plann~ng ~n USAID w~ll be gu~ded by the Agency strateg~c plan and
the strateg~c plans approved for ~nd~v~dual operat~ng un~ts The
Agency's budget plann~ng documents w~ll ~dent~fy proposed resource
levels for each operat~ng un~t by ~nd~v~dual strateg~c obJect~ve In
mak~ng resource allocat~ons among operat~ng un~ts and strateg~c

obJect~ves, the relat~ve contr~but~on of each to overall Agency goals
and obJect~ves, as def~ned ~n operat~ng un~t strateg~c plans and updated
annually ~n the R4, shall be a pr~nc~pal factor Th~s contr~but~on

shall take ~nto account both proJected ~mpact (s~gn~f~cance of strateg~c

obJect~ves and magn~tude of performance targets), as def~ned ~n

operat~ng un~t strateg~c plans, and actual performance (progress to date
toward meet~ng performance targets), as reported annually, ~n add~t~on

to resource needs and fore~gn pol~cy cons~derat~ons

E201 5 15 Strateg~c Plann~ng and Resource A1locat~on Budget Subm~ss~ons

•
E201 5 15a Bureau Level Subm~ss~ons

Once Agency-w~de plann~ng levels are set for the budget request year,
operat~ng bureaus w~ll assemble bureau-w~de budget subm~ss~ons (BBS)
wh~ch recommend fund~ng levels by strateg~c obJect~ve for each operat~ng

un~t and wh~ch are subJect to Jo~nt PPC and M rev~ew to arr~ve at an
Agency-w~de budget request

A BBS shall be assembled by each operat~ng bureau to conform to a bureau
budget ce~l~ng and programm~ng targets establ~shed by PPC and M In
prepar~ng ~ts consol~dateQ bureau budget, the budget plann~ng levels for
~nd~v~dual operat~ng un~ts may be adJusted by the operat~ng bureau to
respond to sh~fts ~n expected resource ava~lab~l~t~es and/or relat~ve

Agency pr~or~t~es as bet~een sectors and/or countr~es and reg~ons

These adJustments shall be made, to the extent poss~ble, so as to ensure
resource needs are met for those programs wh~ch are demonstrat~ng

progress toward stated performance targets

E201 5 15b Formulat~on of Agency Budget Request

After rev~ew of the BBSs, PPC and M w~ll assemble an Agency Budget
Request for subm~ss~on to OMB, draw~ng on the ~nformat~on presented ~n

the BBSs and ~n accordance w~th OMB gu~dance The Agency Budget Request
w~ll def~ne the Agency's strateg~c obJect~ves, by operat~ng un~t, and
~dent~fy the fund~ng requested for each Th~s request w~ll be
subsequently adJusted as may be requ~red by OMB for subsequent
subm~ss~on as part of the Pres~dent's budget AdJustments w~ll be
coord~nated by PPC and M, ~n consultat~on w~th the operat~ng bureaus

•
201 5 16 The Results ~ev~ew and Resource Request (R4)
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The follow~ng ~s ~ntended to prov~de an overv~ew of the R4 and to
demonstrate ~ts role v~s a v~s the strateg~c plann~ng process For more
spec~f~c gu~dance regard~ng results report~ng, see 203 5 9 Report~ng

and D~ssem~nat~ng Performance Informat~on

An approved strateg~c plan w~ll be the bas~s for each R4 document The
R4 w~ll serve to

Allow the operat~ng un~t to assess and evaluate progress toward
results

Include progress toward results as a factor ~n dec~s~on mak~ng

regard~ng the budget

Update est~mates of resource requ~rements for ach~ev~ng those
obJect~ves for the current year, the budget year, and the budget
request year

Serve as a mechan~sm for regular USAIDjW rev~ew of progress toward
the ach~evement.of the strateg~c obJect~ve(s) of the operat~ng

un~t

Reconf~rm the management contract based on progress

Ref~ne ~nd~cators and targets, as necessary (~nd~cators and
targets are expected to rema~n relat~vely stable over t~me,

however, ~f changes are deemed necessary by the operat~ng un~t,

the R4 can be used to ~nd~cate those changes)

Adv~se relevant part~es of key ~ssues affect~ng the program

Form a base of ~nformat~on ~n USAIDjW for respond~ng to external
~nqu~r~es, country and reg~onal results report~ng, and Agency
~mpact report~ng

•

•
E201 5 16 The Results Rev~ew and Resource Request (R4)

E201 5 16a Content of the R4

Each operat~ng un~t w~ll subm~t an R4 annually wh~ch w~ll ~nclude the
follow~ng ~nformat~on ~n a form wh~ch ~s appropr~ate

Part I Factors Affect~ng Program Performance

A Progress ~n the Overall Program (~e goalsjsubgoals, or other
broad programmat~c ~ssues such as p~pel~ne, ~f appl~cable)

Part II Progress Toward Strateg~c ObJect~ves (to be repeated for each
strateg~c obJect~ve and spec~al obJect~ve)

A Summary of data on progress toward ach~ev~ng the strateg~c
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• B

C

D

obJect~ve, wh~ch ~ncludes data on ~ntermed~ate results where
appropr~ate, th~s may take the form of a table

Analys~s of the data, th~s sect~on should prov~de background and
~ns~ght ~nto the mean~ng of the data

Ev~dence that USAID act~v~t~es are mak~ng a s~gn~f~cant contr~but~on

to the ach~evement of the strateg~c obJect~ve

Expected progress for the next year

Part III Status of the "Management Contract"

A Proposals for change/ref~nementsat the strateg~c obJect~ve level, ~f

necessary

B Spec~al Concerns or Issues (e g d~scuss~ons of how the customer
~nfluenced the operat~ng un~t's assessment of progress based on the
customer serv~ce plan, updates ~n global act~v~t~es ~n country,
spec~al f~eld m~ss~on or Bureau ~ssues or concerns, etc)

A Program Fund~ng Request by Strateg~c ObJect~ve

C Any ~ssues related to ~mplementat~on of requ~rements under 22 CFR
216 Operat~ng un~ts must also prov~de the operat~ng bureau w~th

a schedule for any act~v~t~es wh~ch must be rev~ewed under 22 CFR
216 to fac~l~tate advance plann~ng

• Part IV Resource Requ~rements
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on

•

B Operat~ng Expenses (OE)

C Staff~ng

D Techn~cal Support from USAID/W

E Program Development and Support (PD&S) Fund~ng

E201 5 16b Subm~ss~on of the R4

The R4 w~ll be subm~tted annually, unless otherw~se deterrn~ned by the AA
for the operat~ng bureau, ~n consultat~on w~th PPC and M

E201 5 16c Rev~ew of the R4

The R4 w~ll be rev~ewed by the operat~ng bureau wh~ch w~ll renew or
rev~se the management contract w~th the operat~ng un~t as appropr~ate

the bas~s of the results rev~ew Th~s may ~nclude adJustments ~n

~nd~cators and targets, or recommendat~ons for formal bureau rev~ew of
changes to the strateg~c obJect~ve M~nor changes or ref~nements ~n a
strateg~c obJect~ve may be approved by the operat~ng bureau ~n

consultat~on w~th other relevant off~ces



Bureaus w211 be allowed to separate the reV2ew of the R4 ~to two
components, a results reV2ew report and resource requ2rement report,
where necessary and appropr2ate, prov2ded that the results report 2S
used as a bas2s to 2nform dec2s2ons regard2ng the budget

Based on the reV2ew of the R4, budget plann2ng levels for an 2nd2v2dual
operat2ng un2t w211 be estab12shed by the operat2ng bureau wh2ch reflect
the est2mated resource costs for the programs and performance targets
approved for that un2t

201 6 Supplementary References (all reserved)

201 6 1 Strateg2es for Susta2nable Development

201 6 2 Implementat20n GU2del2nes

201 6 3 Agency Strateg2c Framework

201 6 4 GU2dance on Consultat2on and Avo2dance of Unfa2r Compet2t2ve
Advantage
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• MaJor Funct~onal Ser~es 200 Program Ass~stance

Chapter 202 Manag~ng for Results Ach~ev~ng

202 1 Author~ty

202 2 ObJect~ve

202 3 Respons~b~l~ty

1 Bureau for Pol~cy and Program Coord~nat~on (PPC)
2 Bureau for Management (M)
3 Off~ce of General Counsel
4 Reg~onal Bureau
5 Global Bureau (G)
6 Bureau for Human~tar~an Response (BHR)
7 Operat~ng Un~ts

8 Strateg~c ObJect~ve Team

202 4 Def~n~t~ons

202 5 Pol~cy & E202 S Essent~al Procedures

202 S 2 Strateg~c ObJect~ve Team
202 S 2a Compos~t~on and Respons~b~l~t~es of the Strateg~c ObJect~ve Team
E202 S 2a(1) Compos~t~on of the Strateg~c ObJect~ve Core and Expanded Team
E202 5 2a(2) Respons~b~l~t~es of the Strateg~c ObJect~ve Team
E202 5 2a(3) Respons~b~l~t~es of the Strateg~c ObJect~ve Core Team
202 S 2b Strateg~c ObJect~ve Team Author~t~es

E202 5 2b Strateg~c ObJect~ve Team Author~t~es

•

•

202 5 1

202 5 3

202 5 4
E202 S 4a
E202 5 4b

202 5 5
E202 S 5
202 5 Sa
E202 S Sa
202 S Sb
E202 S Sb

201 5 6

202 5 7
E202 5 7
202 5 7a
202 5 7b

Manag~ng for Results - Appl~cab~l~ty

Includ~ng the V~ews of Customers and Stakeholders

Results Package
Establ~shment of Results Packages
Creat~ng, D~sband~ng, or Mod~fy~ng the Results Package

Pr~nc~ples for Develop~ng and Manag~ng Act~v~t~es

Cr~ter~a To Be Met By Approved Act~v~t~es

Develop~ng and Manag~ng USAID F~nanced or Supported Act~v~t~es

Us~ng Performance Informat~on to Ach~eve Results

Obl~gat~on and Sub-Obl~gat~on of USAID Funds

Author~zat~on to S~gn or Negot~ate Agreements
Act~ons Pr~or To Approv~ng Obl~gat~ng and Sub-obl~gat~ng

Agreements
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202 5 8
202 5 8a
202 5 8b

202 5 9
E202 5 9
E202 5 9a
E202 5 9b

Other Agreements
Author~zat~on to Negot~ate or S~gn Agreements
Respons~b~l~t~es of the S~gnatory

Informat~on Management

Operat~ng Un~ts' Informat~on Management Respons~b~l~t~es

USAID Managers Informat~on Management Respons~b~l~t~es

•
Append~x A to Sect~on 202 5

I Country El~g~b~l~ty Checkl~st Index
A Cr~ter~a Appl~cable to Development Ass1stance and Econom~c Support

Funds
II Ass~stance Checkl~st Index

A Cr~ter1a App11cable to Development Ass~stance and Econom~c Support
Funds

B Cr~ter~a Appl~cable to Development Ass~stance Only
C Cr~ter~a Appl~cable to Econom~c Support Funds Only

Append~x B to Sect~on 202 5

Off~c~al F~les

•
(202 6 1 - 2-2 6 6 are reserved )

Team Development
Implementat~onLetters
Statutory Checkl~st Cr~ter~a

Analyses
F~nanc~al Analys~s

Econom~c Analys~s

Soc~al Soundness Analys~s

Adm~n~strat~ve Analys~s

Env~ronmental Analys~s

Techn~cal Analys~s

Develop~ng and Mon~tor~ng Act1v~t~es

Congress~onal Not~f~cat~on

Character~st~cs of Results Packages

1

2
3

4

4a
4b
4c
4d
4e
4f
5

6

7

6 Supplementary References
6
6
6

6

6

6
6
6

6
6

6

6

6

202
202
202
202
202
202
202
202
202
202
202
202
202
202

•
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•

•

202 1 Author~ty

1 The Fore~gn Ass~stance Act (FAA) of 1961, as amended

2 The Government Performance and Results Act of 1993, Publ~c Law
102-62 (GPRA)

3 Ch~ef F~nanc~al Off~cers Act of 1990, publ~c Law 101-576
(November 15, 1990)

4 Government Management Reform Act of 1994, Publ~c Law 103-356
(October 13, 1994)

5 Agr~cultural Trade and Development and Ass~stance Act of 1954, as
amended (P L 480)

6 SEED Act of 1989

7 Federal Manager's F~nanc~al Integr~ty Act of 1982

202 2 ObJect~ve

The obJect~ve of th~s chapter ~s to prov~de d~rect~on for the effect~ve

management of Agency development and human~tar~an ass~stance programs
and resources, w~th an emphas~s on ach~ev~ng results through team
efforts and customer focus More spec~f~cally, th~s chapter serves to

a) Ensure that the efforts of the Agency's operat~ng un~ts are
d~rected toward ach~ev~ng s~gn~f~cant development ~mpact ~n

pr~or~ty areas through a part~c~patory process ~nvolv~ng

stakeholders, partners, and customers,

b) Prov~de a structure wh~ch allows operat~ng un~ts to make
program cho~ces and effect~vely respond to evolv~ng c~rcumstances,

c) Emphas~ze the accompl~shment of results,

d) Focus on ~dent~fy~ng and meet~ng customer needs,

e) Promote a teamwork approach, ~nclud~ng U S Agency for
Internat~onal Development (USAID) staff, partners and customers,

f) Prov~de a s~gn~f~cant level of empowerment and
accountab~l~ty for those ~nd~v~duals and management un~ts closest
to the development and human~tar~an problems be~ng addressed and

g) Promote the regular collect~on and rev~ew of data and
~nformat~on related to performance result~ng ~n the cont~nuous

~mprovement of the ~mplementat~on of development ass~stance the
effect~veness of management dec~s~ons and processes, the means by
wh~ch the Agency learns through ~ts exper~ence and the ab~l~ty of
the Agency to meet accountab~l~ty and report~ng requ~rements
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202 3 Respons~b~l~ty

1 Bureau for Pol~cy and Program Coord~nat~on (PPC)
respons~ble for

PPC ~s •
a) establ~sh~ng Agency pol~cy regard~ng strateg~c plann~ng

requ~rements,

b) develop~ng and art~culat~ng the Agency's strateg~c plan and
framework,

c) ~ssu~ng annual plann~ng gu~dance to ~nclude resource
parameters and program pr~or~t~es ~n a t~mely manner,

d) prov~d~ng gu~dance on any spec~al leg~slat~on wh~ch affects
strateg~c plann~ng,

e) rev~ew~ng and approv~ng supplemental plann~ng gu~dance

~ssued by the operat~ng bureaus,

f) rev~ew~ng and concurr~ng w~th operat~ng un~t strateg~c plans
for conformance w~th Agency goals and program pol~c~es,

g} conduct~ng the Agency rev~ew of bureau budget subm~ss~ons

w~th the M Bureau,

h} establ~sh~ng and ma~nta~n~ng a mon~tor~ng system for Agency
goals and obJect~ves,

~} coord~nat~ng the rev~ew of Agency performance, and report~ng

on that performance,

J) prov~d~ng techn~cal leadersh~p ~n develop~ng Agency and
operat~ng un~t performance mon~tor~ng and evaluat~on systems,

k) evaluat~ng the effect~veness of Agency program strateg~es

and other strateg~es used by operat~ng un~ts to ach~eve

obJect~ves

I} conduct~ng eva}uat~ons on ~ssues related to the del~very of
development ass~stance of ~nterest to the Agency or ~ts

stakeholders,

m) ma~nta~n~ng the Agency's database of development ~nformat~on

and development exper~ence and act~ng as a repos~tory for Agency
lessons learned, and

•

n) support~ng ~ts operat~ng un~ts ~n ach~ev~ng approved
obJect~ves, and rev~ew~ng annually those un~ts' performance ~n

ach~ev~ng the~r obJect~ves

2 Bureau for Management (M) M ~s respons~ble for

4
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• a) analyz~ng the resource requ~rements necessary to meet Agency
goals,

b) establ~sh~ng ~nd~cat~ve budget plann~ng levels for operat~ng

bureaus ~n a t~mely manner

c) rev~ew~ng and concurr~ng w~th operat~ng un~t strateg~c plans
for cons~stency w~th ant~c~pated resource ava~lab~l~ty,

d) conduct~ng the Agency rev~ew of bureau budget subm~ss~ons

w~th PPC,

e) ensur~ng cnac performancer-and results ~nformat~on are used
~n Agency resource allocat~on dec~s~on mak~ng,

f) prepar~ng the Agency's annual budget request for OMS and
Congress,

g) mon~tor~ng budget ~mplementat~on, and

a) assur~ng that proposed act~v~t~es are ~n compl~ance w~th all
legal requ~rements,

h) ass~st~ng PPC w~th establ~sh~ng and ma~nta~n~ng the
mon~tor~ng system for Agency goals and obJect~ves, and rev~ew~ng

and report~ng on overall Agency performance

•
3 Off~ce of General Counsel (GC) GC ~s respons~ble for

b) assur~ng that such act~v~t~es and the~r ~mplementat~onwere
not ~n v~olat~on of any proh~b~t~ons aga~nst ass~stance, and

c) assur~ng that agreements w~th host countr~es, and other
agreements as appropr~ate, meet the agency's requ~rements

4 Reg~onal Bureau Each reg~onal bureau ~s respons~ble for

•

a) prov~d~ng overs~ght and support to operat~ng un~ts ~n the
strateg~c plann~ng process, ensur~ng that strateg~c plans are ~n

place for each operat~ng un~t,

b) prov~d~ng supplemental pol~cy gu~dance address~ng concerns
un~que to the reg~on as necessary

c) establ~sh~ng ~nd~cat~ve country levels for budget plann~ng

pr~or to the ~n~t~at~on of the strateg~c plann~ng process and the
annual results rev~ew and resource request (R4) subm~ss~on,

d} manag~ng the Agency rev~ew of strateg~c plans for operat~ng

un~ts under ~ts author~ty

e} rev~ew~ng strateg~c plans from ~ts operat~ng un~ts as well
as those from Global Bureau (G) and Bureau for Human~tar~an
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Response (BRR) operat~ng un~ts for cons~stency w~th reg~onal

pr~or~t~es and geopol~t~cal cons~derat~ons,

f) approv~ng country and reg~onal strateg~c plans under ~ts

purv~ew w~th concurrence from Management (M), Pol~cy and Program
Coord~nat~on (PPC), General Counsel (GC), BHR (as appropr~ate),

and G,

g) prov~d~ng an analyt~c overv~ew of results ~n the reg~on ~n

conJunct~on w~th the annual bureau budget subm~ss~on,

h) support~ng ~ts respect~ve operat~ng un~ts overseas and, ~n

USAID Wash~ngton (USAIDjW), ~n ach~ev~ng approved obJect~ves,

pursuant to the management contracts establ~shed follow~ng the
rev~ew and approval of strateg~c plans,

~) rev~ew~ng and assess~ng the performance of each of ~ts

operat~ng un~ts ~n ach~ev~ng that un~t's obJect~ves,

J) coord~nat~ng the part~c~pat~on ~n these rev~ews of PPC, M,
G, and BHR, and

•

k) part~c~pat~ng ~n the rev~ew of overall Agency performance

a) ass~st~~g overseas and USAID/W operat~ng un~ts by prov~d~ng

techn~cal leadersh~p and gu~dance ~n the development and rev~ew of
strateg~c plans,

5 Global Bureau (G) G ~s respons~ble for

•
b) organ~z~ng the prov~s~on to all operat~ng un~ts of central
techn~cal resources wh~ch are relevant to ~mplementat~on of
strateg~c plans,

c) prov~d~ng ass~stance to PPC ~n establ~sh~ng and ma~nta~n~ng

the mon~tor~ng system for Agency goals and obJect~ves,

d) part~c~pat~ng ~n reg~onal bureau rev~ews of f~eld m~ss~on

performance, and ~n the rev~ew of overall Agency performance

e) prov~d~ng overs~ght and support to ~ts own operat~ng un~ts

~n develop~ng the~r strateg~c plans, ensur~ng appropr~ate

consultat~on ~n th~s process w~th operat~ng un~ts ~n the f~eld,

manag~ng the Agency rev~ew of those plans, and approv~ng the plans
w~th concurrence from M, PPC, GC, BRR (as appropr~ate) and
reg~onal bureaus, and

f) support~ng ~ts operat~ng un~ts ~n ach~ev~ng approved
obJect~ves, and rev~ew~ng (~n consultat~on w~th PPC, M, BRR and
reg~onal bureaus) and report~ng annually those un~ts' performance
~n ach~ev~ng the~r obJect~ves

6 Bureau for Human~tar~an Response (BRR) BHR ~s respons~ble for

6

•



• a) prov~d~ng techn~cal leadersh~p and gu~dance ~n plann~ng and
~mplernentat~on to all operatlng un~ts ~n the area of hurnan~tarlan

ass~stance/ food a~d, and programs wh~ch are ~n trans~t~on from
rel~ef to development as appropr~ate,

b) rev~ew~ng operat~ng un~t strateg~c plans to assure
human~tar~an, d~saster rel~ef/ food a~d, and trans~t~onal concerns
are appropr~ately addressed, and part~c~pat~ng ~n other bureau
rev~ews of the~r respect~ve operat~ng un~ts/ performance,

c) organ~z~ng the prov~s~on of resources under ~ts purvlew
relevant to ~mplement~ng strateg~c plans,

d) prov~d~ng overs~ght and support to ~ts own operat~ng un~ts

~n develop~ng the~r strateg~c plans/

e) ensur~ng appropr~ate consultat~on w~th operat~ng un~ts ~n

the f~eld/

f) manag~ng the rev~ew and approval of strateg~c plans for
operat~ng un~ts under ~ts author~ty/ w~th concurrence from M/ PPC/

Ge/ reg~onal bureaus/ and G/ and

g) prov~d~ng an analyt~c overv~ew of results ~n ~ts programs ~n

con]unct~on w~th the annual bureau budget subm~ss~on

• 7 Operat~ng Un~ts Operatlng unlts are respons~ble for

•

a) developlng strateglc plans for program funds for WhlCh they
have responslb~llty and author~ty/

b) ensurlng the part~c~pat~on of other ~nterested USAID off~ces/

partners and customers throughout plann~ng/ ach~ev~ng and
performance mon~tor~ng and evaluat~ng/

c) w~thln the scope of ~ts management contract, delegated
author~t~es/ and Agency d~rect~ves, manag~ng the ~mplementat~on of
the strateg~c plan, ~nclud~ng establ~shlng and def~n~ng

author~t~es for strateglc ob]ectlve teams/ achlevlng the
obJectlve(s) set for~h In the plan, and revlewlng performance and
reportlng annually on that performance to thelr respectlve
bureaus/

d) dur~ng the course of ~mplementat~on, ensurlng that thelr
strateglc obJectlve teams gather and use performance lnformatlon
to manage for results/ and that adequate resources are programmed
for performance monltorlng and evaluatlon

8 Strateglc ObJectlve Team A strateglc obJectlve (SO) team lS
responslble for managlng to achleve a speclflc strateglc obJectlve under
the dlrectlon of an operatlng unlt The SO team's speclflc
responslbllltles lnclude
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a) estab11sh1ng 1tS 1nternal operat1ng rules and procedures
(cons1stent w1th 1tS delegated author~t1es),

b) 1nvolv1ng customers and partners 1n collect1ng rev1ew1ng
and 1nterpret1ng performance ~nformat1on, and assur1ng that
agreed-to customer needs are addressed through act1v1t~es be1ng
1mplemented I

c) group~ng, as appropr~ate, results and assoc~ated act~v1t1es

from the SOlS results framework ~nto results packages (and
regroup~ng as necessary),

d) allocat1ng resources assoc1ated w1th ach~ev1ng the
ob]ect~ve,

e) develop1ng and 1mplement1ng (w1th1n subteams .f appropr1ate)
necessary and effect1ve act1v1t1es, contracts, grants and other
agreements,

f) mon~tor1ng, analyz1ng and report1ng on performance aga1nst
establ1shed performance cr1ter1a, and tak1ng correct1ve act10n as
necessary,

g) uS1ng evaluat1ve act1v1t1es to determ1ne why ass1stance 1S
or 1S not ach1ev1ng 1ntended results,

h) recommend1ng to the operat1ng un1t any changes to an
obJect1ve or the strateg1c plan,

1) prepar1ng appropr1ate close-out reports, 1nclud1ng resources
expended, accompl1shments ach1eved and lessons learned,

J) w1th respect to the strateg1c obJect1ve team leader,
organ1z1ng, coora~nat1ng, coach1ng and 1nsp1r1ng the team to
ach1eve the set of results lead~ng to the strateg1c Ob]ect1ve, and

k) w1th respect to each strateg1c obJect1ve team member,
advanc1ng a common team effort to ach1eve the strateg1c Ob]ect1ve
ass1gned to the team, and 1mplement1ng h1s or her spec1f1c
respons1b111t1es and author1t1es on that team

202 4 Def1n1t10ns

1 ACt1V1ty An act10n undertaken e1ther to help ach1eve a program
result or set of results, or to support the funct10n1ng of the Agency or
one of 1tS operat1ng un1tS In a program context, 1 e , 1n the context
of results frameworks and strateg1c obJect1ves, an act1v1ty may 1nclude
any act10n used to advance the ach1evement of a g1ven result or
obJect1ve whether f1nanc1al resources are used or not Egan
act1v1ty could be def1ned around the work of a USAID staff member
d1rectly negot1at1ng pol1cy change w1th a host country government, or 1t
could 1nvolve the use of one or more grants or contracts to prov1de
techn1cal ass1stance and commod1t1es 1n a part1cular area (Also w1th1n
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• th~s context, for the purposes of the New Management Systems [see
def~n~t~on], "act~v~ty" ~ncludes the strateg~c obJect~ve ~tself as an
~n~t~al budget~ng and account~ng element to be used before any spec~f~c

act~ons requ~r~ng obl~gat~ons are def~ned) In an operat~ng expense
context, an act~v~ty may ~nclude any act~on undertaken to meet the
operat~ng requ~rements of any organ~zat~onal un~t of the Agency

2 Act~v~ty Manager That member of the strateg~c obJect~ve or
results package team des~gnated by the team to manage a g~ven act~v~ty

or set of act~v~t~es

3 Agency Goal
wh~ch USAID programs
spec~f~c goal by the

A long-term development result ~n a spec~f~c

contr~bute and wh~ch has been ~dent~f~ed as
Agency (See also Operat~ng Un~t Goal )

area to
a

•

4 Agency M~ss~on The ult~mate purpose of the Agency'S programs, ~t

~s the un~que contr~but~on of USAID to our nat~onal ~nterests There ~s

one Agency m~ss~on

5 Agency ObJect~ve A s~gn~f~cant development result that USAID
contr~butes to, and wh~ch contr~butes to the ach~evement of an Agency
goal Several Agency obJect~ves contr~bute to each Agency goal
Changes ~n Agency obJect~ves are typ~cally observable only every few
years

6 ~gency Program Approach A program or tact~c ~dent~f~ed by the
Agency as commonly used to ach~eve a part~cular obJect~ve Several
program approaches are assoc~ated w~th each Agency obJect~ve

7 Agency Strateg~c Plan
development ass~stance, the
m~ss~on, goals, obJect~ves,

The Agency's plan for prov~d~ng

strateg~c plan art~culates the Agency's
and program approaches

8 Agency Strateg~c Framework A graph~cal

representat~on of the Agency's strateg~c plan,
for commun~cat~ng USAID's development strategy
establ~shes an organ~z~ng bas~s for measur~ng,

results of Agency programs

and/or narrat~ve

the framework ~s a tool
The framework also

analyz~ng, and report~ng

9 Agent An ~nd~v~dual or organ~zat~on under contract w~th USAID

•

10 Agreement An agreement ~s the formal mutual consent of two or
more part~es The Agency employs a var~ety of agreements to formally
record understand~ngs w~th other part~es, ~nclud~ng grant agreements,
cooperat~ve agreements, strateg~c obJect~ve agreements, memorandum of
understand~ng, contracts and l~m~ted scope grant agreements In most
cases, the agreement ~dent~f~es the results to be ach~eved, respect~ve

roles and contr~but~ons to resource requ~rements ~n pursu~t of a shared
obJect~ve w~th~n a g~ven t~me frame

11 Ass~stance Mechan~sm ~ spec~f~c mode of ass~stance chosen to
address an ~ntended development result Examples of mechan~sms ~nclude

food a~d, hous~ng guarant~es, debt-for-nature swaps, endowments, cash
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transfers, etc •12 BaselJ.ne See Performance BaselJ.ne

13 Causal RelatJ.onshJ.p A plausJ.ble cause and effect IJ.nkage, J. e
the logJ.cal connectJ.on between the achJ.evement of related,
J.nterdependent results

14 CrJ.tJ.cal AssumptJ.on In the context of developJ.ng a results
framework, crJ.tJ.cal assumptJ.ons refer to general condJ.tJ.ons under whJ.ch
a development hypothesJ.s wJ.ll hold true or condJ.tJ.ons whJ.ch are outsJ.de
of the control or J.nfluence of USAID, and whJ.ch are lJ.kely to affect the
achJ.evement of results J.n the results framework Examples mJ.ght be the
abJ.IJ.ty to avert a crJ.sJ.s caused by drought, the outcome of a natJ.onal
electJ.on, or bJ.rth rates contJ.nuJ.ng to declJ.ne as J.t relates to an
educatJ.on program A crJ.tJ.cal assumptJ.on dJ.ffers from an J.ntermedJ.ate
result J.n the results framework J.n the sense that the J.ntermedJ.ate
result represents a focused and dJ.screte outcome whJ.ch specJ.fJ.cally
contrJ.butes to the achJ.evement of the SO

15 Customer An J.ndJ.vJ.dual or organJ.zatJ.on who receJ.ves USAID
servJ.ces or products, benefJ.ts from USAID programs or who J.S affected by
USAID actJ.ons

15a InterrnedJ.ate Customer A person or organJ.zatJ.on, J.nternal or
external to USAID, who uses USAID servJ.ces, products, or resources to
serve J.ndJ.rectly or dJ.rectly the needs of the ultJ.mate customers

15b UltJ.mate Customer Host country people who are end users or
benefJ.cJ.arJ.es of USAID assJ.stance and whose partJ.cJ.patJ.on J.S essentJ.al
to achJ.evJ.ng sustaJ.nable development results

16 Customer RepresentatJ.ve Any J.ndJ.vJ.dual or organJ.zatJ.on that
represents the J.nterests of those J.ndJ.vJ.duals, cornmunJ.tJ.es, groups or
organJ.zatJ.ons targeted for USAID assJ.stance

17 Customer ServJ.ce Plan A document whJ.ch presents the operatJ.ng
unJ.t's vJ.sJ.on for J.ncludJ.ng customers and partners to achJ.eve ~ts

obJectJ.ves ThJ.s document also artJ.culates the actJ.ons necessary to
engage partJ.cJ.patJ.on of J.ts customers and partners J.n plannJ.ng,
J.mplementatJ.on and evaluatJ.on of USAID programs and obJectJ.ves

18 Customer Surveys Surveys (or other strategJ.es) desJ.gned to
elJ.cJ.t J.nforrnatJ.on about the needs, preferences, or reactJ.ons of
customers regardJ.ng an eXJ.stJ.ng or planned actJ.vJ.ty, result or strategJ.c
obJectJ.ve

19 Development ExperJ.ence The cumulatJ.ve knowledge derJ.ved from
J.mplementJ.ng and evaluatJ.ng development assJ.stance programs
Development eAPerJ.ence J.S broader J.n scope than "lessons learned" and
J.ncludes research fJ.ndJ.ngs, applJ.catJ.ons of technologJ.es and development
methods, program strategJ.es and assJ.stance mechanJ.sms etc

10
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• 20 Development Informat~on The body of l~terature and stat~st~cal

data wh~ch documents and descr~bes the methods, technolog~es, status and
results of development pract~ces and act~v~t~es and measures levels of
development on a var~ety of d~mens~ons

21 Evaluat~on A relat~vely structured, analyt~c effort undertaken
select~vely to answer spec~f~c management quest~ons regard~ng USAID­
funded ass~stance programs or act~v~t~es In contrast to performance
mon~tor~ng, wh~ch prov~des ongo~ng structured ~nformat~on, evaluat~on ~s

occas~onal Evaluat~on focuses on why results are or are not be~ng

ach~eved, on un~ntended consequences, or on ~ssues of ~nterpretat~on,

relevance, effect~veness, eff~c~ency, ~mpact, or susta~nab~l~ty It
addresses the val~d~ty of the causal hypotheses underly~ng strateg~c

obJect~ves and embedded ~n results frameworks Evaluat~ve act~v~t~es

may use d~fferent methodolog~es or take many d~fferent forms, e 9 ,
rang~ng from h~ghly part~c~patory rev~ew workshops to h~ghly focused
assessments rely~ng on techn~cal experts

24 Implementat~on Letters Formal correspondence, numbered
sequent~ally, between USAID and publ~c sector ent~t~e& pursuant to a
duly s~gned agreement

22 Global Programs or Act~v~t~es Global programs or act~v~t~es

refer to USAID programs or act~v~t~es wh~ch take place across var~ous

reg~ons, (~e they are trans-reg~onal ~n nature) These types of
programs are most often managea oy central operat~ng bureaus such as BHR
or the G Bureau

•
23 Goal See Operat~ng Un~t Goal or Agency Goal

25 Ind~cator See Perfo~ance Ind~cator

26 Input The prov~s~on of techn~cal ass~stance, commod~t~es,

cap~tal or tra~n~ng ~n address~ng development or human~tar~an needs

27 Inter~m Performance Target A target value wh~ch appl~es to a
t~me per~od less than the overall t~me per~od related to the respect~ve

performance ~nd~cator and performance target

28 Intermed~ate Result A key result wh~ch must occur ~n order to
ach~eve a strateg~c obJect~ve

29 Jo~nt Plann~ng A process by wh~ch an operat~ng un~t act~vely

engages and consults ~~th other relevant and ~nterested USAID off~ces ~n

an open and transparent manner Th~s may occur through part~c~pat~on on
teams or through other forms of consultat~on

30 Lesson Learned The conclus~ons extracted from rev~ew~ng a
development program or act~v~ty by part~c~pants managers customers or
evaluators w~th ~mpl~cat~ons for effect~vely address~ng s~m~lar

~ssues/problems ~n another sett~ng

• 31 L~m~ted Scope Grant Agreement The L~m~ted Scope Grant
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Agreement (LSGA) ~s s~m~lar to the Strateg~c ObJect~ve Agreement but ~s

shorter ~n length It ~s used for obl~gat~ng funds for a small act~v~ty

or ~ntervent~on, e 9 , part~c~pant tra~n~ng or PD&S Model agreements,
~nclud~ng the LSGA, can be found ~n the Ser~es 300 d~rect~ves

•
32 Manageable Interest See Respons~b~l~ty

33 Management Contract The management contract cons~sts of the
strateg~c plan (~nclud~ng a strateg~c obJect~ves and support~ng results
frameworks) together w~th off~c~al record of the gu~dance emerg~ng from
the rev~ew of the plan The management contract prov~des, a summary of
agreements on a set of strateg~c and other obJect~ves, conf~rmat~on of
est~mated resources over the strategy per~od, delegat~ons of author~ty,

and an overv~ew of any spec~al management concerns

34 Memorandum or Letter of Understand~ng A memorandum of
understand~ng or letter of understand~ng (not used for obl~gat~ng funds)
sets forth the understand~ngs of the part~es regard~ng the obJect~ve,

results to be ach~eved and the respect~ve roles and respons~b~l~t~es of
each party ~n contr~but~ng toward the ach~evement of a g~ven result or
obJect~ve It ~s part~cularly useful when USAID w~shes to obl~gate

through ~nd~v~dual grants and contracts, w~thout host government
part~c~pat~on ~n those act~ons, but st~ll w~shes to make the host
government a partner ~n wr~t~ng to the program or act~v~ty and each
party's obl~gat~ons It spec~f~cally prov~des for USAID ~mplementat~on

~n the manner noted above

3S New Management Systems The set of management software developed
to support Agency funct~ons ~n the areas of account~ng, budget~ng,

plann~ng, ach~ev~ng, performance mon~tor~ng and evaluat~on, ass~stance

and acqu~s~t~on, human resource management and property management

•
36 ObJect~ve See Agency ObJect~ves

37 Obl~gat~on In the event of a strateg~c obJect~ve agreement w~th

a host country government, that agreement ~s normally the ool~gat~ng

agreement (unless a non-obl~gat~ng MOU ~s used) and all grants to and
contracts w~th pr~vate ent~t~es thereunder are subobl~gat~ng agreements
If there ~s no strateg~c obJect~ve agreement, whether or not a non­
obl~gat~ng MOU ~s used, all grants to and contracts w~th pr~vate

ent~t~es become obl~gat~ng agreements

38 Operat~ng Un~t USAID f~eld m~ss~on or USAID/W off~ce or h~gher

level organ~zat~onal un~t wh~ch expends program funds to ach~eve a
strateg~c obJect~ve, strateg~c support obJect~ve, or spec~al obJect~ve,

and wh~ch has a clearly def~ned set of respons~b~l~t~es focussed on the
development and execut~on of a strateg~c plan

39 Operat~ng Un~t Goal A h~gher level development result to wh~ch

an operat~ng un~t contr~butes, but wh~ch l~es beyond the un~trs level of
respons~b~l~ty An operat~ng un~t goal ~s a longer term development
result that represents the reason for ach~ev~ng one or more obJect~ves

~n an operat~ng un~t strateg~c plan An operat~ng un~t goal may be
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~dent~cal to an Agency goal, but ~s normally d~st~ngu~shed from ~t ~n

several key ways An Agency goal ~s a long-term general development
obJect~ve, ~n a spec~f~c strateg~c sector, that USAID works toward, and
represents the contr~but~on of Agency programs work~ng ~n that sector
An operat~ng un~t goal ~s opt~onal and represents a long-term result ~n

a spec~f~c country or program to wh~ch an operat~ng un~tls programs
contr~bute, and may cross sector boundar~es

40 Output The product of a spec~f~c act~on, e g , number of people
tra~ned, number of vacc~nat~ons adm~n~stered

41 Parameter A g~ven framework or cond~t~on w~th~n wh~ch dec~s~on

mak~ng takes place (~e Agency Goals, earmarks, leg~slat~on, etc)

42 Part~c~pat~on The act~ve engagement of partners and customers ~n

shar~ng ~deas, comm~tt~ng t~me and resources, mak~ng dec~s~ons, and
tak~ng act~on to br~ng about a des~red development obJect~ve

43 Partner An organ~zat~on or customer representat~ve w~th

wh~ch/whom USAID works cooperat~vely to ach~eve mutually agreed upon
obJect~ves and ~ntermed~ate results, and to secure customer
part~c~pat~on Partners ~nclude pr~vate voluntary organ~zat~ons,

~nd~genous and other ~nternat~onal non-government organ~zat~ons,

un~vers~t~es, other USG agenc~es, U N and other mult~lateral

organ~zat~ons, profess~onal and bus~ness assoc~at~ons, pr~vate

bus~nesses (as for example under the U S -As~a Env~ronmental

Partnersh~p), and host country governments at all levels

44 Partner Representat~ve

organ~zat~on w~th wh~ch USAID
agreed upon obJect~ves

An ~nd~v~dual that represents an
works cooperat~vely to ach~eve mutually

•

4S Partnersh~p An assoc~at~on between USAID, ~ts partners and
customers based upon mutual respect, complementary strengths, and shared
comm~tment to ach~eve mutually agreed upon obJect~ves

46 Performance Basel~ne The value of a performance ~nd~cator at the
beg~nn~ng of a plann~ng and/or performance per~od A performance
basel~ne ~s the po~nt used for compar~son when measur~ng progress toward
a spec~f~c result or obJect~ve Ideally, a performance basel~ne w~ll be
the value of a performance ~nd~cator Just pr~or to the ~mplementat~on of
the act~v~ty or act~v~t~es ~dent~f~ed as support~ng the obJect~ve wh~ch

the ~nd~cator ~s meant to measure

47 Performance Ind~cator A part~cular character~st~c or d~mens~on

used to measure ~ntended changes def~ned by an organ~zat~onal un~tls

results framework Performance ~nd~cators are used to observe progress
and to measure actual results compared to expected results Performance
~nd~cators serve to answer "whether" a un~t ~s progress~ng towards ~ts

obJect~ve rather than why/why not such progress ~s be~ng made
Performance ~nd~cators are usually e~ressed ~n quant~f~able terms, and
should be obJect~ve and measurable (numer~c values percentages, scores
and ~nd~ces) Quant~tat~ve ~nd~cators are preferred ~n most cases,
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although ~n certa~n c~rcumstances qual~tat~ve ~nd~cators are
appropr~ate

48 Performance Informat~on The body of ~nformat~on and stat~st~cal

data that d~rectly relates to performance towards overall USAID goals
and obJect~ves, as well as operat~ng un~t strateg~c obJect~ves,

strateg~c support obJect~ves and spec~al obJect~ves Performance
~nformat~on ~s a product of formal performance mon~tor~ng systems,
evaluat~ve act~v~t~es, customer assessments and surveys, Agency research
and ~nformal feedback from partners and customers

49 Performance Mon~tor~ng A process of collect~ng and analyz~ng

data to measure the performance of a program, process, or act~v~ty

aga~nst expected results A def~ned set of ~nd~cators ~s constructed to
regularly track the key aspects of performance Performance reflects
effect~veness ~n convert~ng ~nputs to outputs, outcomes and ~mpacts

(~ e , results)

50 Performance Mon~tor~ng Plan A deta~led plan for manag~ng the
collect~on of data ~n order to mon~tor performance It ~dent~f~es the
~nd~cators to be tracked, spec~f~es the source, method of collect~on

and schedule of collect~on for each p~ece of datum requ~red and ass~gns

respons~b~l~ty for collect~on to a spec~f~c off~ce, team, or ~nd~v~dual

At the Agency level, ~t ~s the plan for gather~ng data on Agency goals
and obJect~ves At the Operat~ng Un~t level, the performance mon~tor~ng

plan conta~ns ~nformat~on for gather~ng data on the strateg~c

obJect~ves, ~ntermed~ate results and cr~t~cal assumpt~ons ~ncluded ~n an
operat~ng un~trs results frameworks

51 Performance Mon~tor~ng System An organ~zed approach or process
for systemat~cally mon~tor~ng the performance of a program, process or
act~v~ty towards ~ts obJect~ves over t~me Performance mon~tor~ng

systems at USAID cons~st of, ~nter al~a performance ~nd~cators,

performance basel~nes and performance targets for all strateg~c

obJect~ves, strateg~c support obJect~ves, spec~al obJect~ves and
~ntermed~ate results presented ~n a results framework, means for
track~ng cr~t~cal assumpt~ons, performance mon~tor~ng plans to ass~st ~n

manag~ng the data collect~on process, and, the regular collect~on of
actual results data

52 Performance Target The spec~f~c and ~ntended result to be
ach~eved w~th~n an expl~c~t t~meframe and aga~nst wh~ch actual results
are compared and assessed A performance target ~s to be def~ned for
each performance ~nd~cator In add~t~on to f~nal targets, ~nter~m

targets also may be def~ned

53 Portfol~o The sum of USAID-funded programs be~ng managed by a
s~ngle operat~ng un~t

54 Rap~d, Low-cost Evaluat~ons Analyt~c or problem-solv~ng efforts
wh~ch emphas~ze the gather~ng of emp~r~cal data ~n ways that are low­
cost t~mely and pract~cal for management dec~s~on mak~ng

Met~odolog~cal approaches ~nclude m~n~-surveys, rap~d appra~sals, focus
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groups, key ~nformant ~nterv~ews, observat~on, and purpos~ve sampl~ng,

among others

55 Respons1b~11ty In the context of sett1ng strateg1c obJect~ves,

respons~b~l~ty refers to a gu~d~ng concept wh~ch ass~sts an operat~ng

un~t ~n determ~n~ng the h~ghest level result that ~t bel~eves ~t can
mater1ally affect (us1ng 1tS resources 1n concert w1th 1tS development
partners and customers) and that ~t ~s w~ll~ng to use as the standard
for the Judgement of progress Th~s has also been referred to as
"manageable ~nterest "

56 Result A change ~n the cond~t~on of a customer or a change ~n

the host country cond~t~on wh~ch has a relat1onsh~p to the customer A
result 1S brought about by the ~ntervent~on of USAID ~n concert w~th ~ts

development partners and customers Results are l~nked by causal
relat10nsh1ps, 1 e a result 1S ach1eved because related, 1nterdependent
result(s} were ach1eved Strateg1c obJect1ves are the h1ghest level
result for wh1ch an operat1ng un1t 1S held accountable, 1ntermed1ate
results are those results Wh1Ch contr1bute to the ach1evement of a
strateg~c obJect1ve

57 Results Framework The results framework represents the
development hypothes~s ~nclud~ng those results necessary to ach~eve a
strateg~c obJect1ve and the1r causal relat10nsh~ps and underly~ng

assumpt~ons The framework also establ~shes an organ~z~ng bas~s for
measur~ng, analyz~ng, and report1ng results of the operat~ng un~t It
typ~cally ~s presented both ~n narrat~ve form and as a graph~cal

representat~on

58 Results Package A results package (RP) cons1sts of people,
fund~ng, author1t~es, act1v1t~es and assoc1ated documentat10n requ~red

to ach1eve a spec1f~ed result(s} w~th1n an estab11shed t1me frame An RP
1S managed by a strateg~c obJect1ve team (or a results package team 1f
establ~shed) wh1ch coord1nates the development, negot1at1on, management,
mon1tor1ng and evaluat10n of act~v~t1es des1gned cons~stent w~th (1)
the pr1nc1ples for develop1ng and manag1ng act1v1t1es, and {2}
ach1evement of one or more results ~dent1f1ed 1n the approved results
framework The purpose of a results package 1S to del~ver a g~ven

result or set of results contr1but~ng to the ach~evement of the
strateg~c obJect1ve

The strateg1c obJect1ve team w1ll def1ne one or more RPs to support
spec1f1c results from the results framework The SO team may elect to
manage the package or packages 1tself or may create one or more
subteams to manage RPs In add1t1on strateg1c obJect1ve teams create
mod1fy and term1nate results packages as requ1red to meet chang1ng
C1rcumstances pursuant to the ach1evement of the strateg1c obJect1ve
Thus typ1cally a results package w11l be of shorter durat10n than 1tS
assoc1ated strateg1c obJect1ve

•
59 Results Package Data Base A results package data base
of the data and 1nformat1on related to the act10ns, dec1s1ons
and performance of act1v1t1es under a results package

cons1sts
events,
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60 Results ReV1ew and Resource Request (R4) The document wh1ch 1S
rev1ewed 1nternally and subm1tted to USAID/W by the operat1ng un1t on an
annual bas1s The R4 conta1ns two components the results reV1ew and
the resource request Judgement of progress w111 be based on a
comb1nat10n of data and analys1s and w111 be used to 1nform budget
dec1s1on mak1ng

6~ ReV1ew Workshops Workshops wh1ch 1nvolve key part1c1pants 1n an
SO/RP or even a part1cular element of an RP 1n collect1vely evaluat1ng
performance dur1ng the prev10us 1mplementat1on per10d and plann1ng for
the forthcom1ng per10d Part1c1pants are normally representat1ves of
partners, customers, counterparts, other donors, stakeholders, and
USAID Successful workshops are often fac111tated to assure that all
perspect1ves are heard and that key f1nd1ngs and conclus1ons and
consensus on mod1f1cat1ons and plans 1S documented and d1str1buted

62 Spec1al ObJect1ve The result of an act1v1ty or act1v1t1es Wh1Ch
do not qual1fy as a strateg1c obJect1ve, but support other US government
ass1stance obJect1ves A spec1al obJect1ve 1S expected to be small 1n
scope relat1ve to the portfo11o as a whole

63 Stakeholders Ind1v1duals and/or groups who have an 1nterest 1n
and 1nfluence USAID act1v1t1es, programs and Ob]ect1ves

64 Strateg1c ObJect1ve The most amb1t1ouS result (1ntended
measurable change) that a USAID operat1onal un1t, along w1th 1tS
partners, can mater1ally affect and for wh1ch 1t 1S w11l1ng to be held
respons1ble The strateg1c obJect1ve forms the standard by wh1ch the
operat10nal un1t 1S w1111ng to be Judged 1n terms of 1tS performance
The t1me-frame of a strateg1c Ob]ect1ve 1S typ1cally 5-8 years for
susta1nable development programs, but may be shorter for programs
operat1ng under short term trans1t1onal C1rcumstances or under
cond1t10ns of uncerta1nty

65 Strateg1c ObJect1ve Agreement A formal agreement that obl1gates
funds between USAID and the host government or other part1es, sett1ng
forth a mutually agreed upon understand1ng of the t1me frame, results
expected to be ach1eved, means of measur1ng those results, resources,
respons1b111t1es, and contr1but10ns of part1c1pat1ng ent1t1es for
ach1ev1ng a clearly def1ned strateg1c Ob]ect1ve Such an agreement
between USAID and the host government may allow for th1rd part1es (e g ,
NGOs) to enter 1nto sub-agreements w1th e1ther USAID or the host
government or both to carry out some or all of the act1v1t1es requ1red
to ach1eve the Ob]ect1ve (Deta1ls 1n Ser1es 300 )

66 Strateg1c Plan The framework wh1ch an operat1ng un1t uses to
art1culate the organ1zat10n's pr10r1t1es, to manage for results, and to
t1e the organ1zat10n's results to the customer/benef1c1ary The
strateg1c plan 1S a comprehens1ve plan wh1ch 1ncludes the del1m1tat10n
of strateg1c Ob]ect1ves and a descr1pt10n of how 1t plans to deploy
resources to accompl1sh them A strateg1c plan 1S prepared for each
portfol1o whether 1t 1S managed at a country level, reg10nally, or
centrally
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67 Strateg~c Support ObJect~ve Strateg~c support obJect~ves are
~ntended to capture and measure a reg~onal or global development
obJect~ve wh~ch ~s dependent on the results of other USAID operat~ng

un~ts to ach~eve the obJect~ve but to wh~ch a global or reg~onal program
makes an ~mportant contr~but~on Therefore, the key d~fferent~at~on

from a strateg~c obJect~ve, as def~ned above, ~s that there ~s a
recogn~t~on that the ach~evement of the obJect~ve ~s accompl~shed and
measured, ~n part, through the act~v~t~es and results at the f~eld

m~ss~on level

68 Subgoal A h~gher level obJect~ve wh~ch ~s beyond of the
operat~ng un~t's respons~b~l~ty but wh~ch prov~des a l~nk between the
strateg~c obJect~ve and the operat~ng un~t goal Inclus~on ~n operat~ng

un~t plans ~s opt~onal

69 Strateg~c ObJect~ve Team In general, a team ~s a group of people
comm~tted to a common performance goal for wh~ch they hold themselves
~nd~v~dually and collect~vely accountable Teams can ~nclude USAID
employees exclus~vely or USAID and partner and customer representat~ves

An SO team ~s a group of people who are comm~tted to ach~ev~ng a
spec~f~c strateg~c obJect~ve and are w~ll~ng to be held accountable for
the results necessary to ach1eve that obJect1ve The SO team can
establ~sh subs1d~ary teams for a subset of results or to manage a
results package

69a Core Team U S government employees and others who may be
author1zed to carry out 1nherently U S governmental funct~ons such as
procurement act10ns or ob11gat1ons For example, only members of the
core team would manage procurement sens1t1ve mater~als or negot1ate
formal agreements

69b Expanded Team U S government employees and partner and customer
representat1ves comm1tted to ach1ev1ng the strateg~c obJect1ve

69c V1rtual Team Members of a team who are not collocated and
therefore part1c1pate pr~mar~ly through telecommun1cat10n systems

70 Target See Performance Target

•

71 U S Nat10nal Interest A po11t1cal/strateg~c 1nterest of the
Un1ted States that gu1des the 1dent1f1cat10n of rec1p1ents of fore1gn
ass1stance and the fundamental character1st1cs of development
ass~stance

72 Value Eng1neer~ng A management techn1que uS1ng a systemat~zed

approach to seek out the best funct~onal balance between the cost,
re11ab1l1ty, and performance of an act1v~ty or process, w~th a
part1cular focus on the 1dent1f1cat10n and el~m~nat10n of unnecessary
costs VE/VA can be used both 1n the des1gn stage and as an evaluat10n
tool

202 5 Po11cy & E202 5 Essent1al Procedures
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These prov~s~ons shall apply to all program or guarantee resources
adm~n~stered by USAID Emergency d~saster ass~stance, emergency food
a~d author~zed under T~tle II of the Agr~cultural Trade Development and
Ass~stance Act of 1954, as amended (P L 480), and act~v~t~es undertaken
by operat~ng un~ts that have rece~ved exempt~ons from the requ~rements

of strateg~c plann~ng, may be exempted from some of these prov~s~ons,

affected operat~ng un~ts shall request clar~f~cat~on from the~r

respect~ve bureau

202 5 1

E202 5 1

202 5 2

Manag~ng for Results - Appl~cab~l~ty

Manag~ng for Results - Appl~cab~l~ty - N/A

Strateg~c ObJect~ve Team

•

The operat~ng un~t shall establ~sh a strateg~c obJect~ve team for each
strateg~c obJect~ve, strateg~c support obJect~ve, and spec~al obJect~ve

def~ned ~n the approved strateg~c plan

E202 5 2

202 5 2a

Strateg~c ObJect~ve Team - N/A

Compos~t~on and Respons~b~l~t~es of the Strateg~c ObJect~ve Team

The operat~ng un~t shall establ~sh a strateg~c obJect~ve team compr~sed

of USAID personnel, agents, development partners, stakeholders and
customers for the purpose of Jo~ntly wor~~ng to ach~eve the strateg~c

obJect~ve

E202 5 2a(1) Compos~t~on of the Strateg~c ObJect~ve Core and Expanded Team

The operat~ng un~t shall establ~sh a strateg~c obJect~ve core team,
cons~st~ng of USAID employees and others who are ~nternal to the
operat~ng un~t and who are author~zed to carry out ~nherently U S
governmental funct~ons such as procurement act~ons or obl~gat~ons, or
who are serv~ng on a part t~me or full t~me bas~s wh~le ass~gned to
other organ~zat~onal un~ts w~th~n the Agency (e g , Global, reg~onal

bureaus, PPC, BRR, GC, or M) Th~s core team shall operate under the
d~rect~on of the operat~ng un~t for the purpose of carry~ng out USAID's
respons~b~l~t~es for ach~ev~ng the strateg~c obJect~ve The core team
shall establ~sh, under the d~rect~on of the operat~ng un~t, the
strateg~c obJect~ve expanded team Together, the core and expanded
teams compr~se the strateg~c obJect~ve team The strateg~c obJect~ve

expanded team shall cons~st of groups or persons who

I} br~ng s~gn~f~cant expert~se or knowledge needed for
ach~ev~ng the strateg~c obJect~ve,

2) represent maJor development partners, espec~ally those
rece~v~ng funds from USAID, others who br~ng to the program
s~gn~f~cant resources of the~r own or those who manage
s~gn~f~cant resources of others wh~ch are necessary for ach~ev~ng

the strateg~c obJect~ve,
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• 3} represent key stakeholders, ~n part~cular those local groups
and ~nd~v~duals who are ant~c~pated to real~ze s~gn~f~cant ga~ns

or suffer substant~al losses ~f the strateg~c obJect~ve ~s

ach~eved, and

4}

E202 5 2a(2}

represent maJor USAID customers for the strateg~c obJect~ve

Respons~b~l~t~es of the Strateg~c ObJect~ve Expanded Team

The strateg~c obJect~ve expanded team shall ass~st ~n manag~ng to
ach~eve the strateg~c obJect~ve, ~nclud~ng the follow~ng

a) ~dent~fy and evaluate the assumpt~ons and hypotheses
~nherent ~n the program's act~v~t~es and ~n the results framework,

b) analyze and report overall performance aga~nst expected
results and the strateg~c obJect~ve, and

c} use mon~tor~ng and evaluat~on ~nformat~on, customer surveys,
analys~s of performance, ~nd~v~dual expert~se, and other relevant
~nformat~on, to recommend approaches and to make adJustments ~n

ongo~ng act~v~t~es and/or ~n the results framework

In add~t~on to the respons~b~l~t~es l~sted ~n E202 5 2a(2), the
strateg~c obJect~ve core team shall•

E202 5 2a(3) Respons~b~l~t~es of the Strateg~c ObJect~ve Core Team

•

a) carry out ~nherently governmental funct~ons (e g , represent
the Agency ~n negot~at~ons w~th other organ~zat~ons, pol~cy

formulat~on, negot~at~on of agreements, contracts, grants, and
other funct~ons spec~f~ed ~n leg~slat~on or regulat~on as
~nherently governmental), and carry out other Agency
respons~b~l~t~es cons~stent w~th the delegat~ons of author~ty to
~nd~v~dual or classes of team members (e g , U S d~rect h~res,

fore~gn serv~ce nat~onals, personnel serv~ces contracts, etc ),

b) carry out Agency respons~b~l~t~es w~th respect to the
requ~rements of sect~on 202 5 5,

c) ma~nta~n ~nformat~on on current plans and status of
act~v~t~es (~nclud~ng planned and actual ~nputs and outputs) and
results ach~evement, agreements s~gned, ~mplementat~on letters and
other relevant correspondence, any analys~s performed preced~ng,

dur~ng or after complet~on of act~v~t~es, and other documents
related to key dec~s~ons the core team and the strateg~c obJect~ve

team make ~n carry~ng out the~r respons~b~l~t~es,

d) create mod~fy and d~sband results pac~ages (see 202 5 4)
and

e) prepare act~v~ty results package and strateg~c obJect~ve

close out reports as necessary to summar~ze the results
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202 5 2b

atta~ned, resources expended, lessons learned, and, where
relevant, the benef~ts or processes expected to be susta~nable

beyond the per~od of USAID fund~ng how such susta~nab~l~ty w~ll

be mon~tored, and for what t~me per~od

Strateg~c ObJect~ve Team Author~t~es

•
The operat~ng un~t shall establ~sh the author~t~es and other parameters
governlng strateglc obJectlve team operatlons

E202 5 2b Strateg~c ObJectlve Team Authorltles

The operat~ng un~t shall spec~fy the ~nformat~on below ~n establlsh~ng

the strateg~c obJectlve team

1) The speclf~c strateglc obJectlve to be achleved, WhlCh shall
be cons~stent w~th the approved strateg~c plan and the operatlng
unlt's customer servlce plan,

2) Performance measure and reportlng requlrements,

3) The respons~bll~t~es of, and authorlt~es delegated to core
team members,

4) The budget for ach~ev~ng the strateglc obJect~ve,

5) Other requlrements or cond~t~ons WhlCh the operatlng un~t

shall deem necessary to ensure the core team ~s capable of
carrylng out lts responslbll~t~es ~n accordance wlth these
dlrectlves and any speclal condltlons that may perta~n to the
strateglc obJectlve approval pursuant to the management contract

•
202 5 3 Includlng the V~ews of Customers and Stakeholders

Operatlng unlts and the~r core teams, ~n see~~ng to lnclude the Vlews of
customers or stakeholders ~n the dellberat~ons of strateg~c obJect~ve

teams shall meet such requ~rement through one or more of the follow~ng

means

dlrect represeRtatlves of customers s~ttlng on the team, or

representat~ves from assoc~at~ons, non-governmental
organ~zatlons, lnformal groups or collectlons of ~nd~vlduals, who
the strateglc obJect~ve team deems competent to serve on the team,
or

members of the strateg~c obJect~ve core team or USAID
development partners el~c~t~ng lnput through normally accepted
means from customers or the~r representat~ves lncludlng key
lnformants that prov~de suff~c~ent ~nformatlon to ~nform the
decls~ons of the strateg~c obJect~ve team w~th respect to the
needs deslres, and wants of the customer Normally accepted
means shall ~nclude but not be l~m~ted to focus groups, town
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• meet~ngs, formal and ~nformal consultat~ons, systemat~c formal~zed

customer surveys or research, rap~d appra~sal methods that ~nvolve

customers, or other means that the Agency may from t~me to t~me

~nclude as acceptable means of acqu~r~ng customer ~nput

E202 5 3

202 5 4

Includ~ng the V~ews of Customers and Stakeholders

Results Package

N/A

W~th gu~dance from and represent~ng the strateg~c obJect~ve expanded
team, the strateg~c obJect~ve core team shall create, mod~fy and d~sband

results packages as requ~red to meet chang~ng c~rcumstances pursuant to
the ach~evement of the strateg~c obJect~ve (See also 202 6 l )

E202 5 4a Establ~shment of Results Packages

•

W~th gu~dance from and represent~ng the strateg~c obJect~ve expanded
team, the core team shall establ~sh one or more results packages from
the results framework Results packages may be managed by the strateg~c

obJect~ve team or by a subgroup establ~shed by that team (a results
package team) Each results package shall ~nclude

a) the set of act~v~t~es des~gned to ach~eve the results ~n the
results package,

b) ~nformat~on or analys~s requ~red for the strateg~c obJect~ve

team to approve act~v~t~es,

c) explanat~on of how act~v~t~es w~ll ach~eve the ~ntended

results, ~nclud~ng l~nkages between USAID, ~ntermed~ar~es and
ult~mate customers,

d) ~dent~f~cat~on of personnel, ~nclud~ng appropr~ate USAID
staff and representat~ves of partners and customers, w~th the
knowledge and capac~ty needed to del~ver the spec~f~ed result(s),

e) ~dent~f~cat~on of clearly def~ned respons~b~l~t~es and
author~t~es suff~c~ent to ensure dec~s~ons can be made wh~ch are
necessary to results ach~evement, cons~stent w~th Agency confl~ct

of ~nterest requ~rements,

f) fund~ng from USAID and partner organ~zat~ons suff~c~ent to
carry out the act~v~t~es requ~red to del~ver the spec~f~ed

results, and,

g) a performance mon~tor~ng plan ~nd~cat~ng how results w~ll be
mon~tored and measured

W~th gu~dance from and represent~ng the strateg~c obJect~ve expanded
team, the core team shall create, d~sband or mod~fy results packages as
necessary to ensure t~e ach~evement of the strateg~c obJect~ve The•

E202 5 4b Creat~ng, D~sband~ng, or Mod~fy~ng the Results Package
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team shall also mon~tort assess, and evaluate t as necessarYt the
performance of agreements and other act~ons to ensure that ~ntended

results are be~ng ach~eved •
202 5 5 Pr~nc~ples for Develop~ng and Manag~ng Act~v~t~es

Strateg~c obJect~ve teams shall develop and manage act~v~t~es to

seek to max~m~ze the ~mpact of scarce development resources,

ensure the prudent stewardsh~p of USAID resources t

manage for results, and

Comply w~th appl~cable USAID pol~c~es

E202 5 5 Pr~nc~ples for Develop~ng and Manag~ng Act~v~t~es

Teams shall carry out the follow~ng funct~ons ~n develop~ng and manag~ng

act~v~t~es

a) seek comm~tment of all relevant development partners and
stakeholders, ~n the publ~c and pr~vate sectors, to USAID-f~nanced

efforts, collaborate closely w~th customers, partners t
stakeholders, and other donors to develop complementary programs
and leverage add~t~onal resources wherever poss~ble, assure that
the pol~cy and ~nst~tut~onal framework ex~sts or ~s developed to
support the USAID ~nvestment, and seek susta~nable solut~ons to
development problems t ~nclud~ng the act~ve part~c~pat~on of local
organ~zat~ons and commun~t~es dur~ng and after USAID's
~nvolvement

b) apply lessons learned from pr~or USAID and other donor
exper~ence, select development strateg~es that seek to max~m~ze

the probab~l~ty of ach~ev~ng approved obJect~ves and m~n~m~ze

costs, ~nclud~ng USAID management costs, exam~ne des~gn

feas~b~l~ty, soundness, and cost-benef~t or cost effect1veness,
1nclud~ng careful cons1derat~on of alternate approaches and
alternat1ve del~very mechan~sms and report1ng on the costs and
r1sks assoc1ated w~th USAID-f~nanced act1v1t~es

c) ensure that all USAID-f1nanced agreements (strateg1c
obJect1ve agreements, grants, contracts, cooperat~ve agreements,
etc) have clear performance targets and accountab1l~ty standards,
def1ne procedures for mon~tor~ng, evaluat1ng t and report1ng on the
results of USAID ass~stance, create plans and program support
systems wh~ch are suff1c~ently flex1ble to enable USAID and 1ts
development partners to respond to customer needs and complex and
chang1ng c~rcumstances exper~ment w1t~ new and 1nnovat1ve
approaches to development problems to enhance the probab11~ty of
success, use performance 1nformat1on on program results to 1nform
dec1s1ons on future d~rect~on of the program act1v1t1es (See
Ser1es 200, chapter 203, for gu1dance on performance targets and
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• 202 S Sa

Ser~es 300 for gu~dance on spec~f~c agreements

Cr~ter~a To Be Met By Approved Act~v~t~es

Act~v~t~es developed pursuant to an approved strateg~c plan shall meet
the follow~ng three cr~ter~a

show how USAID resources (program and operat~ng expense
funds and personnel) w~ll be used to support the ach~evement of
result(s) ~n the results framework of the operat~ng un~t's

approved strateg~c plan,

ensure USAID and ~ts partners can meet the~r f~duc~ary

respons~b~l~t~es for USAID funds, and

prov~de a framework for mon~tor~ng the act~v~tyrs

contr~but~on to the results ~n the results framework (See
Supplementary Reference 202 6 5 for suggest~ons regard~ng act~v~ty

development and mon~tor~ng )

E202 S Sa Cr~ter~a To Be Met by Approved Act~v~t~es

•
The strateg~c obJect~ve team shall select from a var~ety of tact~cs ~n

pursu~ng a g~ven act~v~ty In some ~nstances, the tact~c shall ~nvolve

the deployment of one or more USAID staff members to ach~eve a des~red

outcome, such as a change ~n host country pol~cy In other, more
complex ~nstances, the tact~c shall ~nvolve a part~cular ass~stance

agreement spec~fy~ng the roles, respons~b~l~t~es, contr~but~ons,

performance mon~tor~ng and other arrangements necessary to accompl~sh

the des~red outcome of a g~ven act~v~ty Such agreements shall ~nclude

a memorandum of understand~ng, part~cularly when more than two part~es

are ~nvolved ~n a common undertak~ng, a b~lateral agreement w~th a host
government ent~ty, a strateg~c obJect~ve agreement, where the ~ntent ~s

to conf~rm understand~ngs for an ent~re strateg~c obJect~ve, a grant
agreement or cooperat~ve agreement w~th a non-governmental organ~zat~on

(NGO) or a l~m~ted scope grant agreement for small scale b~lateral

act~v~t~es (See the Ser~es 300 d~rect~ves for add~t~onal d~scuss~on

and examples of ass~stance agreements )

There are numerous po~_cy requ~rements that def~ne now USAID develops
act~v~t~es For example there are un~que requ~rements assoc~ated w~th

In develop~ng and manag~ng USAID f~nanced or supported act~v~t~es,

~nclud~ng act~v~t~es that do not ~nvolve program funds, USAID managers
and teams shall ensure that the substance and des~gn of such act~v~t~es

meet the pol~cy requ~rements promulgated by USAID (see also 202 5 7
through 202 5 lO, wh~ch conta~n add~t~onal statutory or regulatory
requ~rements that may be appl~cable to the des~gn and management of
spec~f~c act~v~t~es)

•

202 5 Sb

E202 5 Sb

Develop~ng and Manag~ng USAID F~nanced or Supported Act~v~t~es

Develop~ng and Manag~ng USAID F~nanced or Supported Act~v~t~es
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food a1d programs, hous1ng guaranty programs, and others that need to be
taken 1nto account when relevant to the act1v1ty to be undertaken Below
1S an 1ndex of current pol1c1es w1th cross references to the locat1on of
relevant pol1cy requ1rements and the1r assoc1ated essent1al procedures

Pol1cy Papers and Pol1cy Determ1nat10ns (see HE ~),

Agency Strateg1c Framework ( Ser1es 200, Chapter 201)

Hous~ng Guaranty Programs (see Chapter 2xx) ,

Internat10nal D1saster Ass1stance (see Chapter 2xx) ,

Food A1d (see Chapter 2XX),

Part1c1pant Tra1n1ng (see Chapter 2xx),

•

202 5 6 US1ng Performance Informat1on to Ach1eve Results

The operat1ng un1tS and SO teams shall rema1n 1nformed of all aspects of
performance relat1ng to USAID-funded ass1stance 1n order to effect1vely
manage for results Performance mon1tor1ng 1nformat10n, evaluat10n
f1nd1ngs, and 1nformat10n from add1t10nal formal and 1nformal sources
shall be used regularly throughout management processes Spec1f1cally,
operat1ng un1tS and SO teams shall use such 1nformat10n to

1mprove the performance, effect1veness, and des1gn of
eX1st1ng development ass1stance act1v1t1es,

reV1se operat1ng un1t strateg1es 1nclud1ng obJect1ves and
results frameworks, where necessary,

plan new act1v1t1es, 1ntermed1ate results or obJect1ves,

make 1nformed dec1s1ons whether to reV1se or term1nate
results packages and/or 1nd1v1dual act1v1t1es wh1ch are not
ach1ev1ng 1ntended results, and,

document f1nd1ngs on the 1mpact of development ass1stance

See Ser1es 200, Chapter 203

•

202 5 7 Obl1gat10n and Sub-Obl1gat1on of USAID Funds

Pr10r to the obl1gat10n or sub-obl1gat10n of USAID funds, the USAID
s1gnatory shall ensure that the respect1ve agreement meets appl1cable
statutory, regulatory, and USG pol1cy requ1rements (See Ser1es 300 for
1nformat10n about agreements and other requ1rements assoc1ated w1th
agreements) USAID managers and teams shall reV1ew the app11cable
checkl1sts (see Append1x ~) and ensure that f1nanc1al management (see
Ser1es 500) and other requ1rements are met dur1ng the "manag1ng for
results" process
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The Country Checkl~st (see Append~x A, Country EI~g~b~l~ty Checkl~st

Index), composed of ~tems affect~ng the el~g~b~l~ty for fore~gn

ass~stance of a country as a whole, shall be rev~ewed at the beg~nn~ng

of each f~scal year In most cases, respons~b~l~ty for rev~ew of the
Country Checkl~st rests w~th the cogn~zant USAID/W bureau work~ng ~n

conJunct~on w~th the Ass~stant General Counsel for that bureau

• E202 5 7 Obl~gat~on and Sub-Obl~gat~on of USAID Funds

•

The Ass~stance Checkl~st (Append~x A, Part II) l~sts the statutory and
regulatory ~tems that d~rectly concern ass~stance resources The
Ass~stance Checkl~st shall be rev~ewed ~n the f~eld, but ~nformat~on

shall be requested from Wash~ngton whenever necessary USAID managers
are adv~sed to consult these checkl~sts early ~n the development of
act~v~t~es as there are several requ~rements that shall be taken ~nto

account ~n the plann~ng of act~v~t~es For act~v~t~es funded by
accounts other than Development Ass~stance and Econom~c Support Funds,
consult the Reg~onal Legal Adv~ser or the Ass~stant General Counsel for
the reg~on

Because the statutory checkl~st does not ~nclude country-spec~f~c

statutory requ~rements, consult w~th the Reg~onal Legal Adv~sor or the
Ass~stant General Counsel for country-spec~f~c statutory requ~rements

Informat~on about agreements and related requ~rements ~s prov~ded ~n

Ser~es 300

Informat~on about f~nanc~al management requ~rements ~s prov~ded ~n

Ser~es 500

202 5 7a Author~zat~on to S~gn or Negot~ate Agreements

Only USAID personnel so des~gnated ~n appropr~ate delegat~ons of
author~ty shall be author~zed to negot~ate or s~gn obl~gat~on or sub­
obl~gat~on agreements on behalf of USAID

202 5 7b Act~ons Pr~or To Approv~ng Obl~gat~ng and Sub-obl~gat~ng

Agreements

•

Pr~or to approv~ng obl~gat1ng and sub-obl~gat~ng agreements, the USAID
s~gnatory shall ensure the follow~ng

that all obl~gat~on or sub-obl~gat~on of USAID funds shall
be ~n conformance w~th an approved strateg~c plan, ~n support of
the development of a strateg~c plan or strateg~c obJect~ve, or
related to mon~tor~ng and evaluat~ng the strateg~c plan, ~ts

obJect~ves, or other act~v~t~es that support the approved program,

that the appropr~ate obl~gat~ng or sub-obl~gat~ng agreement
~nclud~ng attachme~ts, ~s used to obl~gate or sub-obl~gate USAID
funds [see Ser~es 300 for ~nformat~on on spec~f~c agreements],

that organ~zat~ons, who under the terms of the agreement
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shall have the author~ty to further sub-obl~gate USAID funds, have
met or have prov~s~on to meet USAID approved procurement and
f~nanc~al management standards as USAID may establ~sh to govern
such sub-obl~gat~ons (see Ser~es 300),

that such agreement has been rev~ewed and approved for
s~gnature by the appropr~ate off~c~als and part~es as may be
requ~red pursuant to USAID's and the operat~ng un~t's standard
operat~ng procedures, as may be appl~cable,

that the agreement obl~gat~ng USAID funds ~s not ~n

v~olat~on of the Ant~-Def~c~encyAct (see 31 USC , sect~on 1341
(a) (1)), and

that obl~gat~ng agreements conta~n appropr~ate clauses to
comm~t the rec~p~ent or grantee at a m~n~mum to manage the
act~v~t~es funded by the agreement ~n such manner as to further
the ach~evement of the strateg~c obJect~ve, to ach~eve spec~f~c

results, and to broad consultat~on w~th USAID, other partners,
customers, and other stakeholders ~nvolved ~n ach~ev~ng the
strateg~c obJect~ve

•

Pr~or to enter~ng ~nto an agreement that does not obl~gate or sub­
obl~gate USAID funds (e 9 , memoranda of understand~ng), the USAID
s~gnatory shall ensure that the respect~ve agreement meets all
appl~cable statutory, regulatory, and USG pol~cy requ~rements (Model
agreements and gu~dance are found ~n Ser~es 300 )

202 5 8 Other Agreements

•
E202 5 8 Other Agreements N/A

202 5 8a Author~zat~on to Negot~ate or S~gn Agreements

Only USAID personnel so des1gnated 1n appropr~ate delegat10ns of
author~ty shall be author~zed to negot1ate or s~gn agreements on behalf
of USAID

202 5 8b Respons~b111t~es of the S~gnatory

The USAID s~gnatory shall ensure that all agreements are 1n conformance
w~th an approved strateg~c plan, ~n support of the development of a
strateg1c plan or strateg~c obJect~ve, or related to mon~tor~ng and
evaluat~ng the strateg1c plan, 1tS obJect~ves, or other act~v1t1es that
support the approved program

The USAID s1gnatory shall ensure that pr10r to s1gn1ng an agreement on
behalf of USAID that such agreement or 1nstrument has been rev1ewed and
approved for s1gnature by the appropr1ate off~C1als and part~es as may
be requ~red pursuant to USAID's and the operat1ng un1t'S standard
operat1ng procedures, as may be appl~cable

The USAID s1gnatory shall ensure that agreements conta1n appropr~ate
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• clauses to comm~t the part~es to the strateg~c obJect~ve and spec~f~c

results and to broad consultat~on w~th USAID, other partners, customers,
and other stakeholders ~nvolved ~n ach~ev~ng the strateg~c obJect~ve

202 5 9 Informatlon Management

Operat~ng un~ts shall ensure ~nformat~on relevant to the management of
program resources ~s developed, used, and recorded

E202 5 9 Informat~on Management

Operat~ng un~ts shall ensure that lmplementat~on letters are used to
record maJor developments ~n carry~ng out USAID f~nanced programs w~th

publ~c sector ent~t~es, where the commun~cat~on ~s between USAID and
other part~es pursuant to a duly s~gned agreement entered ~nto by USAID
Areas covered by ~mplementat~on letters shall ~nclude, but are not
l~m~ted to formal lnterpretat~ons of agreements, sat~sfact~on of
cond~t~ons precedent to d~sbursement, fund~ng comm~tments, and mutually
agreed upon mod~f~cat~ons to program descr~pt~ons (See 202 6 2 for
add~t~onal gu~dance on ~mplementat~on letters )

E202 5 9a Operat~ng Un~ts' Informat~on Management Respons~b~l~t~es

•
Operat~ng un~ts shall ensure that all relevant dec~s~ons, analyses, and
other mater~al and ~nformat~on necessary to document compl~ance w~th

these d~rect~ves are ava~lable to author~zed persons, and are ma~nta~ned

through the respect~ve un~t's off~c~al f~l~ng system (See Append~x B )

E202 5 9b USAID Managers Informat~on Management Respons~b~l~t~es

•

USAID managers shall ensure that correspondence, reports, memoranda, and
other ~nformat~on and documentat~on requ~red for manag~ng the
ach~evement of strateg~c plans, obJect~ves, results packages,
act~v~t~es, and agreements are prepared, ~ssued, reta~ned and kept
current ~n accordance w~th the appropr~ate USAID pol~cy govern~ng such
correspondence and records [see Ser~es 500, Chapter 508, Electron~c

Records Management]
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APPENDIX A

I COUNTRY ELIGIBILITY CHECKLIST INDEX

A CRITERIA APPLICABLE TO DEVELOPMENT ASSISTANCE AND ECONOMIC SUPPORT
FUNDS

~ Narcot~cs Cert~f~cat~on [FAA Sec 490]

2 Indebtedness to U S C~t~zens [FAA Sec 620(c)]

3 Se~zure of U S Property [Fore~gn Relat~ons Author~zat~on

Act, FY 1994 and FY 1995 Sec 527]

4 Commun~st and Other Countr~es [FAA Sect~ons 620(a), 620(f),
620(d), and FY 1995 Appropr~at~ons Act Sect~ons 507, 523]

5 Mob Act~on [FAA Sec 620(J)J

6 OPIC Investment Guaranty (FAA 620(1)]

7 Se~zure of U S F~sh~ng Vessels [FAA Sec 620(0),
F~shermenrs Protect~ve Act of 1967 as amended, Sec 5]

8 Loan Default (FAA Sec 620(q), FY 1995 Appropr~at~ons Act
Sec 512 (Brooke Amendment)]

9 M~l~tary Equ~pment [FAA Sec 620(s)]

10 D~plomat~c Relat~ons w~th U S [FAA Sec 620(t)]

11 U N Obl~gat~ons [FAA Sec 620(u)]

12 Internat~onal Terror~sm Sanctuary and support [FY 1995
Appropr~at~ons Act sec 529, FAA Sec 620(a)

~3 A~rport Secur~ty [ISDCA of 1985 Sec 552(b)J

14 Compl~ance w~th UN Sanct~ons [FY 1995 Appropr~at~ons Act
Sec 538J

15 Countr~es that Export Lethal M~l~tary Equ~pment [FY 1995
Appropr~at~ons Act Sec 563J

16 D~scr~m~nat~on [FAA Sec 666(b)]

•

•

IS Alg~ers Meet~ng [ISDCA of 19S1, Sec 720]

17 Nuclear Technology [Arms Export Control Act Sect~ons 101,
102]

19 M~l~tary Coup [FY 1995 Appropr~at~ons Act sec 50SJ
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• 20

21

Explo~tat~on of Ch~ldren [FAA Sec 116(b)]

Park~ng F~nes [FY 1995 Appropr~at~ons Act Sec 564]

•

B CRITERIA APPLICABLE ONLY TO DEVELOPMENT ASSISTANCE

Human R1ghts V10lat1ons [FAA Sec 116J

C CRITERIA APPLICABLE ONLY TO ECONOMIC SUPPORT FUNDS

Human R1ghts V101at10ns [FAA Sec 502BJ

II ASSISTANCE CHECKLIST INDEX

A CRITERIA APPLICABLE TO DEVELOPMENT ASSISTANCE AND ECONOMIC SUPPORT
FUNDS

1 Host Country Development Efforts (FAA Sec 601(a»

2 U S Pr~vate Trade and Investment (FAA Sec 601(b))

3 Congress10nal Not~f~cat10n

a General requ~rement (FY 1995 Appropr~at~ons Act Sec
SIS, FAA Sec 634A)

b Spec~al not~f~cat1on requ~rement (FY 1995
Appropr~at~ons Act Sec 520)

c Not~ce of account transfer (FY 1995 Appropr~at~ons Act
Sec 509)

d Cash transfers and nonpro]ect sector ass~stance (FY
1995 Appropr~at~ons Act Sec 536(b) (3)

See add~t~onal gu1dance ~n Supplementary Reference ent~tled

"Congress10nal Not~f1cat10n "

4 Eng~neer~ng and F1nanc1al Plans (FAA Sec 611(a»)

5 Leg~slat~ve Act~on (FAA Sec 611(a) (2»

6 Water Resources (FAA Sec 611(b»)

7 Cash Transfer/NonprO]ect Sector Ass~stance Requ1rements (FY
1995 Appropr~at~ons Act Sec 536)

8 Cap~tal Ass~stance (FAA Sec 611(e»

9 Mult1ple Country Ob]ect1ves (FAA Sec 601(a»

• 10 U S Pr1vate Trade (FAA Sec 601(b»)
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11 Local Currenc~es

a Rec~p~ent Contr~but~ons (FAA Sect~ons 612(b),
636 (h»)

bUS -Owned Currency (FAA Sec 612(d»)

•
12 Trade Restr~ct~ons

a Surplus Commod~t~es (FY 1995 Appropr~at~ons Act Sec
5B(a) )

b Text~les (Lautenberg Amendment) (FY 1995
Appropr~at~ons Act Sec 513(c»)

13 Trop~cal Forests (FY 1991 Appropr~at~ons Act Sec
533(c) (3) (as referenced ~n sect~on 532(d) of the FY 1993
Appropr~at~ons Act)

sources (FY 1995 Appropr~at~ons Act, T~tle II,
"Pr~vate and Voluntary Organ~zat~ons")

15 Agreement Documentat~on (State Author~zat~on Sec 139 (as
~nterpreted by conference report))

14 PVO Ass~stance

a AUd~t~ng

Sec 560)

b Fund~ng

under head~ng

and reg~strat~on (FY 1995 Appropr~at~ons Act

•
16 Metr~c System (Omn~bus Trade and Compet~t~veness Act of 1988
Sec 5164, as ~nterpreted by conference report, amend~ng Metr~c

Convers~on Act of 1975 Sec 2, and as ~mplemented through A I D
pol~cy)

17 Abort~ons (FAA Sec 104(f), FY 1995 Appropr~at~ons Act
T~tle II, under head~ng "populat~on, DA," and Sec 518)

18 Cooperat~ves (FAA Sec 111)

19 US-Owned Fore~gn Currenc~es

a Use of currenc~es (FAA Sect~ons 612(b), 636(h), FY
1995 ~ppropr~at~ons Act Sect~ons 503, 505)

b Release of currenc~es (FAA Sec 612(d))

20 Procurement
a Small bus~ness (FAA Sec 602(a»)
bUS procurement (FAA Sec 604(a)
c Mar~ne ~nsurance (FAA Sec 604(d»)
d Insurance (FY 1995 Appropr~at~ons Act Sec
e Non-U S agr~cultural procurement (FAA Sec

531)
604 (e))
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Construct~on or eng~neer~ng serv~ces (FAA Sec 604(g»
Cargo preference sh~pp~ng (FAA Sec 603»
Techn~cal ass~stance(FAA Sec 621(a»
U S a~r carr~ers (Internat~onal ~r Transportat~on

Compet~t~ve Pract~ces Act, 1974)
Consult~ng serv~ces (FY 1995 Appropr~at~ons Act Sec

Compet~t~ve Select~on Procedures (FAA Sec 601(e»
Not~ce Requ~rement (FY 1995 Appropr~at~ons Act Sec

21 Construct~on

a Cap~tal Ass~stance (FAA Sec 601(d»
b Construct~on contract (FAA Sec 611{c»
c Large proJects, Congress~onal approval (FAA Sec
620 (k) )

22 U S Aud~t R~ghts (FAA Sec 301(d»)

23 Commun~st Ass~stance (FAA Sec 620(h)

24 Narcot~cs

a Cash re~mbursements (FAA Sec 483)
b Ass~stance to narcot~cs traff~ckers (FAA Sec 487)

• 25

26

Expropr~at~on and Land Reform (FAA Sec 620(g»)

Pol~ce and Pr~sons (FAA Sec 660)

• B

27 CIA Act~v~t~es (FAA Sec 662)

28 Motor Veh~cles (FAA Sec 636(~»

29 Export of Nuclear Resources (FY 1995 Appropr~at~ons Act Sec
506)

30 Publ~c~ty or Propaganda (FY 1995 Appropr~at~ons Act Sec
554)

31 Exchange for P~oh~b~ted Act (FY 1995 Appropr~at~ons Act Sec
533)

32 Comm~tment of Funds (FAA Sec 635(h»)

33 Impact on U S Jobs(FY 1995 Appropr~at~ons Act, Sec 545)

34 Env~ronmental Cons~derat~ons (22 CFR Part 216 [USAID
Regulat~on 16] also appl~cable to NIS per FY 1995 Appropr~at~on

Act [Lev~n Amendment] see also ~tems 11 12 and 13 under
Cr~ter~a Appl~cable to Development Ass~stance Only

CRITERIA APPLICABLE TO DEVELOPMENT ASSISTANCE ONLY

31



1 Agr~cultural Exports (Bumpers Amendment) (FY 1995
Appropr~at~ons Act Sec 513(b), as ~nterpreted by conference
report for or~g~nal enactment)

2 T~ed A~d Cred~ts (FY 1995 Appropr~at~ons Act, T~tIe II, under
head~ng "Econom~c Support Fund")

3 Appropr~ate Technology (FAA Sec 107)

4 Ind~genous Needs and Resources (FAASec 281(b»)

5 Econom~c Development (FAA Sec 101(a»

6 Spec~al Development Emphases (FAA Sect~ons 102(b), 113,
281{a»)

7 Rec~p~ent Country Contr~but~on (FAA Secs 110,1(d)
[See add~t~onal gu~dance ~n Supplementary Reference ent~tled

"Gu~dance on Host Country Contr~but~on under Sect~on 110 of the
FAA IT]

8 Benef~t to Poor MaJor~ty (FAA Sec 128(b))

9 Contract Awards (FAA Sec 601(e))

10 D~sadvantaged Enterpr~ses (FY 1995 Appropr~at~ons Act Sec
555)

11 Env~ronmental Impact Rev~ew (FAA Sect~on 117, addressed under
22 CFR Part 216, see also ~tem 34 under "Cr~ter~a Appl~cable to DA
and ESF tt)

12 Trop~cal Forests (FAA Sect~on 118, FY 1991 Appropr~at~ons Act
Sect~on 533(c) as referenced ~n Sect~ons 532(d) of the FY 1993
Appropr~at~ons Act, see also ~tem 34 under "Cr~ter~a Appl~cable to
DA and ESF tt)

13 B~olog~cal D~vers~ty (FAA Sect~on 119(g) , see also ~tem 34
under "Cr~ter~a Appl~cable to DA and ESF tt)

14 Energy (FY 1991 Appropr~at~ons Act Sec 533(c) as referenced
~n sect~on 532(d) of the FY 1993 Appropr~at~ons Act)

15 Debt-for-Nature Exchange (FAA Sec 463)

16 Deobl~gat~on/Reobl~gat~on (FY 1995 Appropr~at~ons Act Sec
510)

•

•

17 Loans
a Repayment capac~ty (FAA Sec 122(b))
b Long-range plans (FAA Sec 122(b))
c Interest rate (FAA Sec 122(b))
d Exports to Un~ted States (FAA Sec 620(d))
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18 Development ObJect~ves (FAA Sect~ons 102(a), 111, 113,
281 (a) )

19 Agr~culture, Rural Development and Nutr~t~on, and
Agr~cultural Research (FAA Sect~ons 103 and 103A)

20 Populat~on and Health (FAA Sect~ons 104(b) and (c»

21 Educat~on and Human Resources Development (FAA Sec 105)

22 Energy, Pr~vate Voluntary Organ~zat~ons, and Selected
Development Act~v~t~es (FAA Sec 106)

23 Cap~tal Ass~stance (Jobs Through Export Act of 1992,
Sect~ons 303 and 306(d»

C CRITERIA APPLICABLE TO ECONOMIC SUPPORT FUNDS ONLY

1 Econom~c and Pol~t~cal Stab~l~ty (FAA Sec 531(a»

2 M~l~tary Purposes (FAA Sec 531(e»

3 Commod~ty Grants/Separate Accounts (FAA Sec 609)

4 Generat~on and Use of Local Currenc~es (FAA Sec 531(d» (For
FY 1995, th~s prov~s~on ~s superseded by the separate account
requ~rements of FY 1995 Appropr~at~ons Act Sec 536(a), see Sec
536 (a) (5) )

5 Cap~tal Act~v~t~es (Jobs Through Exports Act of 1992, Sec
306)
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APPENDIX B

OFFICIAL FILES •
I By Strateg~c ObJect~ve

A Obl~gat~on Documents
1 B~lateral

a Grant and Loan Agreements
2 Nonb~lateral

a Contracts
b Grants
c Purchase Orders
d Interagency Agreements
e PASAs
f RSSAs

B Nonobl~gat~ng Agreements
a Memoranda of Understand~ng

C Implementat~on Orders
1 IO/Ts
2 IO/Cs
3 IO/Ps

D Implementat~on Letters
E Results Frameworks and Asso~cated Results Package Documents
F Closeout Reports
G Aud~ts

H Performance Mon~tor~ng documents
1 Plans
2 Results Rev~ews

3 Support~ng Documentat~on

4 Evaluat~ons

I Budget Informat~on

J Resource Requests
K Congress~onal Not~f~cat~ons

L Wa~vers

M Env~ronmental Rev~ews

N SO team delegat~ons and membersh~p l~sts

1 Subteam ~nformat~on (as appropr~ate)

o Statutory checkl~sts

•

II General ~nformat~on, not SO-spec~f~c

A Strateg~c Plan
B Management Contract
C Customer Serv~ce Plan
D Results Rev~ew and Resource Request
E Obl~gat~ng documents not related to one ~nd~v~dual SO (e g I

contracts wh~ch ~nclude act~v~t~es for two or more obJect~ves)

F Congress~onal Presentat~on

G Aud~ts

H Performance Mon~tor~ng Plan (may be for the overall strateg~c

plan not Just spec~f~c obJect~ves)
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•

202 6 Supplementary References (202 6 1 - 202 6 6 are reserved )

202 6 1 Team Development

202 6 2 Implementat~on Letters

202 6 3 Statutory Checkl~st Cr~ter~a

202 6 4 Analyses

202 6 4a F~nanc~al Analys~s

202 6 4b Econom~c Analys~s

202 6 4c Soc~al Soundness Analys~s

202 6 4d Adm~n~strat~ve Analys~s

202 6 4e Env~ronmental Analys~s

202 6 4f Techn~cal Analys~s

202 6 5 Develop~ng and Mon~tor~ng Act~vJ..t~es

202 6 6 Congress~onal Not~f~cat~on

202 6 7 Character~st~cs of Results Packages

Strateg~c obJect~ve teams create, modJ..fy and termJ..nate results packages
as requJ..red to meet chang~ng c~rcumstances pursuant to the achJ..evement
of the strateg~c obJectJ..ve Thus, typJ..cally a results package w~ll be
of shorter duratJ..on than J..ts assoc~ated strategJ..c obJect~ve Some of
the character~st~cs of results packages ~nclude specJ..fJ..cat~on of

One or more results from the results framework whJ..ch
personnel ass~gned to the results package are tasked w~th

produc~ng,

The set of act*v~t~es and the~r respectJ..ve agreements w~th

USAID development partners and customers des~gned to ach~eve one
or more results from the results framework,

How act~v~tJ..es wJ..ll achJ..eve the J..ntended results J..ncludJ..ng
lJ..nkages between USAID, J..ntermedJ..arJ..es and ultJ..mate customers

Personnel, J..ncludJ..ng approprJ..ate USAID staff and
representatJ..ves of partners and customers, wJ..th the knowledge and
capacJ..ty needed to delJ..ver the specJ..fJ..ed result(s}

Respons~b~lJ..tJ..es and author~tJ..es clearly def~ned w~th

respect to the personnel assJ..gned to the results pac~age
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Fund~ng from USAID and partner organ~zat~ons suff~c~ent to
carry out the act~v~t1es requ~red to del~ver the spec~f1ed

results, and,

Informat1on on the elements ~dent~f1ed above as well as how
performance w~ll be mon~tored and measured, current plans and
status of act~v~t1es and results ach~evement, agreements s1gned,
~mplementat~on letters and other relevant correspondence, any
analys~s performed preced~ng, dur~ng or after complet~on of
act~v~t~es, and other documents related to key dec~s~ons the
ass~gned personnel make ~n carry~ng out the~r respons~b~l~t~es
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•
MaJor Funct~onal Ser~es 200 Program Ass~stance

Chapter 203 Manag~ng for Results Mon~tor~ng and Evaluat~ng Performance

203 1 Author~ty

203 2 ObJect~ve

203 3 Respons~b~l~t~es

1 Bureau for Pol~cy and Program Coord~nat~on (PPC)
2 Bureau for Management (M)
3 Off~ce of General Counsel
4 Reg~onal Bureau
5 Global Bureau (G)
6 Bureau for Human~tar~an Response (BHR)
7 Operat~ng Un~ts

8 Strateg~c ObJect~ve Team

201 4 Def~n~t~ons

203 5 Pol~cy & E203 5 Essent~al Procedures

203 5 1
203 5 1a
203 5 1b
203 5 1c

203 5 2

• 203 5 3
203 5 3a
203 5 3b

203 5 4
E203 5 4

203 5 5
203 5 Sa
203 5 5b
203 5 5c
203 5 5d
203 5 5e
E203 5 5
E203 5 5(1)
E203 5 5(2)
E203 5 5(3)
E203 5 5(4)
E203 5 5(5)

Core Mon~tor~ng and Evaluat~on Pol~cy

Performance Mon~tor~ng

Evaluat~on

Other Sources of Informat~on

Us~ng Informat~on to Manage for Results

Part~c~pat~on ~n Performance Mon~tor~ng and Evaluat~on

Bu~ld~ng Performance Mon~tor~ng and Evalua~on Capac~ty

Informat~on Shar~ng

Resources for Performance Mon~tor~ng and Evaluat~on

Performance Mon~tor~ng

Operat~ng un~t Results Framework-Level Performance Mon~tor~ng

Operat~ng Un~t Spec~al ObJect~ves, Except~ons and Spec~al Cases
Operat~ng Un~t Act~v~ty-Level Mon~tor~ng

Development Mon~tor~ng at the Overall Agency Level
Qual~ty of Performance Data
Performance Mon~tor~ng

Performance Ind~cators

Performance Mon~tor~ng Plans
Establ~sh~ng Performance Basel~nes

Collect~on of Performance Data Frequency and Standards
Data Qual~ty

•
203 5 6 Evaluat~on

203 5 6a Plann~ng and Conduct~ng Evaluat~ons

E203 5 6a Plann~ng and Conduct~ng Evaluat~ons

E203 5 6a(1) The Dec~s~on to Evaluate at the Operat~ng Un~t

E203 5 6a(2) Plann~ng and Conduct~ng Evaluat~ons at the Overall Agency
Level

E203 5 6a(3) The Focus and Purpose of Evaluat~ons
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203 5 6b
E203 5 6b
E203 5 6b (1)

E203 5 6b(2)
E203 5 6b(3)

Evaluat~on Follow-up and Documentat~on

Evaluat~on Reports
Electron~c Subm~ss~ons of Evaluat~on Documentat~on

Translat~ng an Evaluat~on Report

•
203 5 7
E203 5 7

203 5 S
203 5 Sa
203 5 Sa (1)

203 5 Sa(2)
203 5 Sa(3)
203 5 Sb
203 5 Sc

203 5 9
E203 5 9
203 5 9a
203 5 9b
E203 5 9b
203 5 9c
E203 5 9c
203 5 9d
203 5 ge

203 6

Other Sources of Informat~on for Manag1ng for Results

ReV1ew of Performance Informat~on

Operat~ng Un~t Internal ReV1ews
Results Framework-Level Rev~ews

Act~v1ty-Level Rev~ew

Part~c~pat1on 1n Rev1ews
Bureau ReV1ews of Operat1ng Un1ts
ReV1ew of Overall Agency Performance

Report1ng and D1ssem1nat1ng Performance Informat10n

Operat1ng Un1t R4 Report
Report1ng on Agency Performance

Meet1ng Other External Report~ng Requ1rements

D1ssem1nat10n of Performance F1nd~ngs

Spec1al Requests for Performance Informat10n

Supplementary References (Reserved)
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•

203 ~ Author~t~es

~ The Fore~gn Ass~stance Act (FAA) of ~96~, as amended

2 The Government Performance and Results Act of ~993, Publ~c Law
~02-62 (GPRA)

3 Ch~ef F~nanc~al Off~cers Act of ~990, Publ~c Law ~01-S76

(November ~S, 1990)

4 Government Management Reform Act of ~994, Publ~c Law 103-356
(October 13, 1994)

5 Agr~cultural Trade and Development and Ass~stance Act of 1954, as
amended (P L 480)

6 SEED Act of 1989

7 Federal Manager's F~nanc~al Integr~ty Act of 1982

203 2 ObJect~ve

To establ~sh the framework for mon~tor~ng and evaluat~ng overall Agency
and operat~ng un~t performance Towards th~s end, to ~nsure that the
Agency and ~ts operat~ng un~ts regularly collect and rev~ew data and
~nformat~on related to performance ~n order to cont~nuously ~rnprove

the plann~ng and ~mplementat~on of development ass~stance,

the effect~veness of management dec~s~ons and processes,

the means by wh~ch the Agency learns through ~ts exper~ence,

the ab~l~ty of the Agency to meet accountab~l~ty and
report~ng requ~rements

203 3 Respons~b~l~t~es

1 Bureau for pol~cy and Program Coord~nat~on (PPC)
respons~ble for

PPC ~s

a) establ~sh~ng Agency pol~cy regard~ng strateg~c plann~ng

requ~rements,

b) develop~ng and art~culat~ng the Agency's strateg~c plan and
framework,

c) ~ssu~ng annual plann~ng gu~dance to ~nclude resource
parameters and program pr~or~t~es ~n a t~mely manner,

• d) prov~d~ng gu~dance on any spec~al leg~slat~on wh~ch affects
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strateg~c plann~ng,

e) rev~ew~ng and approv~ng supplemental plann~ng gu~dance

~ssued by the operat~ng bureaus,

f) rev~ew~ng and concurr~ng w~th operat~ng un~t strateg~c plans
for conformance w~th Agency goals and program pol~c~es,

g) conduct~ng the Agency rev~ew of bureau budget subm~ss~ons

w~th the M Bureau,

h) establ~sh~ng and ma~nta~n~ng a mon~tor~ng system for Agency
goals and obJect~ves,

~} coord~nat1ng the rev~ew of Agency performance, and report~ng

on that performance,

J) prov1d~ng techn1cal leadersh1p ~n develop~ng Agency and
operat~ng un~t performance mon~tor~ng and evaluat~on systems,

k) evaluat~ng the effect1veness of Agency program strateg1es
and other strateg~es used by operat~ng un~ts to ach~eve

obJect~ves,

1) conduct~ng evaluat~ons on ~ssues related to the de11very of
development ass~stance of ~nterest to the Agency or ~ts

stakeholders,

m) ma1nta1n~ng the Agency's database of development 1nformat~on

and development exper1ence and act~ng as a repos1tory for Agency
lessons learned, and

n) support~ng ~ts operat1ng un1tS ~n ach1ev~ng approved
obJect1ves, and rev1ew~ng annually those un1tS' performance 1n
ach~ev1ng the1r obJect~ves

•

•

2 Bureau for Management (M) M 1S respons1ble for

a) analyz~ng the resource requ1rements necessary to meet Agency
goals,

b) estab11sh1ng 1nd1cat1ve budget plann1ng levels for operat1ng
bureaus 1n a t1me1y manner,

c) rev~ew~ng and concurr1ng w~th operat~ng un~t strateg1c plans
for cons1stency w~th ant~c~pated resource ava~lab1l~ty,

d) conduct~ng the Agency rev~ew of bureau budget subm~ss10ns

w~th PPC,

e) ensur1ng that performance and results 1nformat10n are used
1n ~gency resource allocat1on dec1s~on mak~ng,

4
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• f) prepar~ng the Agency's annual budget request for OMB and
Congress,

g) mon~tor~ng budget ~mplementat~on, and

h) ass~st~ng PPC w~th establ~sh~ng and ma~nta~n~ng the
mon~tor~ng system for Agency goals and obJect~ves, and rev~ew~ng

and report~ng on overall Agency performance

3 Off~ce of General Counsel (GC) GC ~s respons~ble for

a) assur~ng that proposed act~v~t~es are ~n compl~ance w~th all
legal requ~rements,

b} assur~ng that such act~v~t~es and the~r ~mplementat~onwere
not ~n v~olat~on of any proh~b~t~ons aga~nst ass~stance, and

c} assur~ng that agreements w~th host countr~es, and other
agreements as appropr~ate, meet the agency's requ~rements

4 Reg~onal Bureau Each reg~onal bureau ~s respons~ble for

•

•

a) prov~d~ng overs~ght and support to operat~ng un~ts ~n the
strateg~c plann~ng process, ensur~ng that strateg~c plans are ~n

place for each operat~ng un~t,

b) prov~d~ng supplemental pol~cy gu~dance address~ng concerns
un~que to the reg~on as necessary,

c) establ~sh~ng ~nd~cat~ve country levels for budget plann~ng

pr~or to the ~n~t~at~on of the strateg~c plann~ng process and the
annual results rev~ew and resource request (R4) subm~ss~on,

d) manag~ng the Agency rev~ew of strateg~c plans for operat~ng

un~ts under ~ts author~ty,

e) rev~ew~ng strateg~c plans from ~ts operat~ng un~ts as well
as those from Global Bureau (G) and Bureau for Human~tar~an

Response (EHR) operat~ng un~ts for cons~stency w~th reg~onal

pr~or~t~es and geopol~t~cal cons~derat~ons,

f) approv~ng country and reg~onal strateg~c plans under ~ts

purv~ew w~th concurrence from Management (M), Pol~cy and Program
Coord~nat~on (PPC), General Counsel (GC), EHR (as appropr~ate),

and G,

g) prov~d~ng an analyt~c overv~ew of results ~n the reg~on ~n

conJunct~on w~th the annual bureau budget subm~ss~on,

h) support~ng ~ts respect~ve operat~ng un~ts overseas and, ~n

USAID Wash~ngton (USAID!W), ~n ach~ev~ng approved obJect~ves,

pursuant to the management contracts establ~shed follow~ng the
rev~ew and approval of strateg~c plans,
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~) rev~ew~ng and assess~ng the performance of each of ~ts

operat~ng un~ts ~n ach~ev~ng that un~t's obJect~ves,

J) coord~nat~ng the part~c~pat~on ~n these rev~ews of PPC, M,
G, and ERR, and

k) part~c~pat~ng ~n the rev~ew of overall Agency performance

5 Global Eureau (G) G ~s respons~ble for

a) ass~st~ng overseas and USAID/W operat~ng un~ts by prov~d~ng

techn~cal leadersh~p and gu~dance ~n the development and rev~ew of
strateg~c plans,

b) organ~z~ng the prov~s~on to all operat~ng un~ts of central
techn~cal resources wh~ch are relevant to ~mplementat~on of
strateg~c plans,

c) prov~d~ng ass~stance to PPC ~n establ~sh~ng and ma~nta~n~ng

the mon~tor~ng system for Agency goals and obJect~ves,

d} part~c~pat~ng ~n reg~onal bureau rev~ews of f~eld m~ss~on

performance, and ~n the rev~ew of overall Agency performance,

e) prov~d~ng overs~ght and support to ~ts own operat~ng un~ts

~n develop~ng the~r strateg~c plans, ensur~ng appropr~ate

consultat~on ~n th~s process w~th operat~ng un~ts ~n the f~eld,

manag~ng the Agency rev~ew of those plans, and approv~ng the plans
w~th concurrence from M, PPC, GC, EHR (as appropr~ate) and
reg~onal bureaus, and

f) support~ng ~ts operat~ng un~ts ~n ach~ev~ng approved
obJect~ves, and rev~ew~ng (~n consultat~on w~th PPC, M, EHR and
reg~onal bureaus) and report~ng annually those un~ts' performance
~n ach~ev~ng the~r obJect~ves

•

6 Bureau for Human~tar~an Response (EHR) EHR ~s respons~ble for

a) prov~d~ng techn~cal leadersh~p and gu~dance ~n plann~ng and
~mplementat~on to all operat~ng un~ts ~n the area of human~tar~an

ass~stance, food a~d, and programs wh~ch are ~n trans~t~on from
rel~ef to development as appropr~ate,

b) rev~ew~ng operat~ng un~t strateg~c plans to assure
human~tar~an d~saster rel~ef, food a~d, and trans~t~onal concerns
are appropr~ately addressed, and part~c~pat~ng ~n other bureau
rev~ews of the~r respect~ve operat~ng un~ts' performance,

c) organ~z~ng the prov~s~on of resources under ~ts purv~ew

relevant to ~mplement~ng strateg~c plans

d) prov~d~ng overs~ght and support to ~ts own operat~ng un~ts

~n develop~ng the~r strateg~c plans,

6
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• e) ensur~ng appropr~ate consultat~on w~th operat~ng un~ts ~n

the f~eld,

f) manag~ng the rev~ew and approval of strateg~c plans for
operat~ng un~ts under ~ts author~ty, w~th concurrence from M, PPC,
GC, reg~onal bureaus, and G, and

g) prov~d~ng an analyt~c overv~ew of results ~n ~ts programs ~n

conJunct~on w~th the annual bureau budget subm~ss~on

7 Operat~ng Un~ts Operat~ng un~ts are respons~ble for

•

a) develop~ng strateg~c plans for program funds for wh~ch they
have respons~b~l~ty and author~ty,

b) ensur~ng the part~c~pat~on of other ~nterested USAID off~ces,

partners and customers throughout plann~ng, ach~ev~ng and
performance mon~tor~ng and evaluat~ng,

c) w~th~n the scope of ~ts management contract, delegated
author~t~es, and Agency d~rect~ves, manag~ng the ~mplementat~on of
the strateg~c plan, ~nclud~ng establ~sh~ng and def~n~ng

author~t~es for strateg~c obJect~ve teams, ach~ev~ng the
obJect~ve(s) set forth ~n the plan, and rev~ew~ng performance and
report~ng annually on that performance to the~r respect~ve

bureaus,

d) dur~ng the course of ~mplementat~on, ensur~ng that the~r

strateg~c obJect~ve teams gather and use performance ~nformat~on

to manage for results, and that adequate resources are programmed
for performance mon~tor~ng and evaluat~on

8 Strateg~c ObJect~ve Team A strateg~c obJect~ve (SO) team ~s

respons~ble for manag~ng to ach~eve a spec~f~c strateg~c obJect~ve under
the d~rect~on of an operat~ng un~t The SO team's spec~f~c

respons~b~l~t~es ~nclude

a) establ~sh~ng ~ts ~nternal operat~ng rules and procedures
(cons~stent w~th ~ts delegated author~t~es) ,

b) ~nvolv~ng customers and partners ~n collect~ng, rev~ew~ng

and ~nterpret~ng performance ~nformat~on and assur~ng that
agreed-to customer needs are addressed through act~v~t~es be~ng

J.mplemented

d) allocat~ng resources assoc~ated w~th ach~ev~ng the
obJect~ve,

c) group~ng, as appropr~ate, results and assoc~ated act~vJ.tJ.es

from the sa's results framework J.nto results packages (and
regroupJ.ng as necessary),

• e) develop~ng and ~mplement~ng (w~th~n subteams ~f appropr~ate)
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necessary and effect~ve act~v~t~es, contracts, grants and other
agreements,

f) mon~tor~ng, analyz~ng and report~ng on performance aga~nst

establ~shed performance cr~ter~a, and tak~ng correct~ve act~on as
necessary,

g) us~ng evaluat~ve act~v~t~es to determ~ne why ass~stance ~s

or ~s not ach~ev~ng ~ntended results,

h) recommend~ng to the operat~ng un~t any changes to an
obJect~ve or the strateg~c plan,

~) prepar~ng appropr~ate close-out reports, ~nclud~ng resources
expended, accompl~shments ach~eved and lessons learned,

J) w~th respect to the strateg~c obJect~ve team leader,
organ~z~ng, coord~nat~ng, coach~ng and ~nsp~r~ng the team to
ach~eve the set of results lead~ng to the strateg~c obJect~ve, and

k) w~th respect to each strateg~c obJect~ve team member,
advanc~ng a common team effort to ach~eve the strateg~c obJect~ve

ass~gned to the team, and ~mplement~ng h~s or her spec~f~c

respons~b~l~t~es and author~t~es on that team

203 4 Def~n~t~ons

1 Act~v~ty An act~on undertaken e~ther to help ach~eve a program
result or set of results, or to support the funct~on~ng of the Agency or
one of ~ts operat~ng un~ts In a program context, ~ e , ~n the context
of results frameworks and strateg~c obJect~ves, an act~v~ty may ~nclude

any act~on used to advance the ach~evement of a g~ven result or
obJect~ve, whether f~nanc~al resources are used or not E 9 , an
act~v~ty could be def~ned around the work of a USAID staff member
d~rectly negot~at~ng pol~cy change w~th a host country government, or ~t

could ~nvolve the use of one or more grants or contracts to prov~de

techn~cal ass~stance and commod~t~es ~n a part~cular area (Also w~th~n

th~s context, for the purposes of the New Management Systems [see
def~n~t~on], lIact~v~tyll ~ncludes the strateg~c obJect~ve ~tself as an
~n~t~al budget~ng and account~ng element to be used before any spec~f~c

act~ons requ~r~ng obl~gat~ons are def~ned) In an operat~ng expense
context, an act~v~ty may ~nclude any act~on undertaken to meet the
operat~ng requ~rements of any organ~zat~onal un~t of the Agency

2 Act~v~ty Manager That member of the strateg~c obJect~ve or
results package team des~gnated by the team to manage a g~ven act~v~ty

or set of act~v~t~es

•

•

3 Agency Goal
wh~ch USAID programs
spec~f~c goal by the

The ult~mate purpose of the Agency's programs, ~t4

A long-term development result ~n a spec~f~c

contr~bute and wh~ch has been ~dent~f~ed as
Agency (See also Operat~ng Un~t Goal )

Agency M~ss~on

area to
a

8
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• ~s the un~que contr~but~on of USAID to our nat~onal ~nterests

one Agency m~ss~on

There ~s

S Agency ObJect~ve A s~gn~f~cant development result that USAID
contr~butes to, and wh~ch contr~butes to the ach~evement of an Agency
goal Several ~gency obJect~ves contr~bute to each Agency goal
Changes ~n Agency obJect~ves are typ~cally observable only every few
years

6 Agency Program Approach A program or tact~c ~dent~f~ed by the
Agency as commonly used to ach~eve a part~cular obJect~ve Several
program approaches are assoc~ated w~th each Agency obJect~ve

7 Agency Strateg~c Plan
development ass~stance, the
m~ss~on, goals, obJect~ves,

The Agency's plan for prov~d~ng

strateg~c plan art~culates the Agency's
and program approaches

8 Agency Strateg~c Framework A graph~cal

representat~on of the Agency's strateg~c plan,
for commun~cat~ngUSAID's development strategy
establ~shes an organ~z~ng bas~s for measur~ng,

results of Agency programs

or narrat~ve

the framework ~s a tool
The framework also

analyz~ng, and report~ng

10 Agreement An agreement ~s the formal mutual consent of two or
more part~es The Agency employs a var~ety of agreements to formally
record understand~ngs w~th other part~es, ~nclud~ng grant agreements,
cooperat~ve agreements, strateg~c obJect~ve agreements, memorandum of
understand~ng, contracts and l~m~ted scope grant agreements In most
cases, the agreement ~dent~f~es the results to be ach~eved, respect~ve

roles and contr~but~ons to resource requ~rements ~n pursu~t of a shared
obJect~ve w~th~n a g~ven t~me frame

•
9 Agent An ~nd~v~dual or organ~zat~on under contract w~th USAID

11 Ass~stance Mechan~sm A spec~f~c mode of ass~stance chosen to
address an ~ntended development result Examples of mechan~sms ~nclude

food a~d, hous~ng guarant~es, debt-for-nature swaps, endowments, cash
transfers, etc

12 Basel~ne See Performance Basel~ne

•

13 Causal Relat~onsh~p A plaus~ble cause and effect l~nkage, ~ e
the log~cal connect~on between the ach~evement of related,
~nterdependent results

14 Cr~t~cal Assumpt~on In the context of develop~ng a results
framework cr~t~cal assumpt~ons refer to general cond~t~ons under wh~ch

a development hypothes~s N~ll hold true or cond~t~ons wh~ch are outs~de

of the control or ~nfluence of USAID, and wh~ch are l~kely to affect the
ach~evement of results ~n the results framework Examples m~ght be the
ab~l~ty to avert a cr~s~s caused by drought, the outcome of a nat~onal

elect~on, or b~rth rates cont~nu~ng to decl~ne as ~t relates to an
educat~on program A cr~t~cal assumpt~on d~ffers from an ~ntermed~ate

9



result ~n the results framework ~n the sense that the ~ntermed~ate

result represents a focused and d~screte outcome wh~ch spec~f~cally

contr~butes to the ach~evement of the SO

15 Customer An ~nd~v~dual or organ~zat~on who rece~ves USAID
serv~ces or products, benef~ts from USAID programs or who ~s affected by
USAID act~ons

15a Intermed~ate Customer A person or organ~zat~on, ~nternal or
external to USAID, who uses USAID serv~ces, products, or resources to
serve ~nd~rectly or d~rectly the needs of the ult~mate customers

15b Ult~mate Customer Host country people who are end users or
benef~c~ar~es of USAID ass~stance and whose part~c~pat~on ~s essent~al

to ach~ev~ng susta~nable development results

16 Customer Representat~ve Any ~nd~v~dual or organ~zat~on that
represents the ~nterests of those ~nd~v~duals, commun~t~es, groups or
organ~zat~ons targeted for USAID ass~stance

17 Customer Serv~ce Plan A document wh~ch presents the operat~ng

un~tls v~s~on for ~nclud~ng customers and partners to ach~eve ~ts

obJect~ves Th~s document also art~culates the act~ons necessary to
engage part~c~pat~on of ~ts customers and partners ~n plann~ng,

~mplementat~on and evaluat~on of USAID programs and obJect~ves

18 Customer Surveys Surveys (or other strateg~es) des~gned to
el~c~t ~nformat~on about the needs, preferences, or react~ons of
customers regard~ng an ex~st~ng or planned act~v~ty, result or strateg~c

obJect~ve

19 Development Exper~ence The cumulat~ve knowledge der~ved from
~mplement~ng and evaluat~ng development ass~stance programs
Development exper~ence ~s broader ~n scope than "lessons learned", and
~ncludes research f~nd~ngs, appl~cat~ons of technolog~es and development
methods, program strateg~es and ass~stance mechan~sms, etc

20 Development Informat~on The body of l~terature and stat~st~cal

data wh~ch documents and descr~bes the methods, technolog~es, status and
results of development pract~ces and act~v~t~es and measures levels of
development on a var~ety of d~mens~ons

21 Evaluat~on A relat~vely structured, analyt~c effort undertaken
select~vely to answer spec~f~c management quest~ons regard~ng USAID­
funded ass~stance programs or act~v~t~es In contrast to performance
mon~tor~ng, wh~ch prov~des ongo~ng structured ~nformat~on, evaluat~on ~s

occas~onal Evaluat~on focuses on why results are or are not be~ng

ach~eved, on un~ntended consequences, or on ~ssues of ~nterpretat~on,

relevance, effect~veness, eff~c~ency ~mpact, or susta~nab~l~ty It
addresses the val~d~ty of the causal hypotheses underly~ng strateg~c

obJect~ves and embedded ~n results frameworks Evaluat~ve act~v~t~es

may use d~fferent methodolog~es or take many d~fferent forms, e g ,
rang~ng from h~ghly part~c~patory rev~ew workshops to h~ghly focused

10
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• assessments rely~ng on techn2cal experts

22 Global Programs or Act~v~t~es Global programs or act~v~t~es

refer to USAID programs or act~v~t2es wh~ch take place across var20US
reg~ons, (2 e they are trans-reg2onal ~n nature) These types of
programs are most often managed by central operat~ng bureaus such as BHR
or the G Bureau

23 Goal See Operat2ng Un~t Goal or Agency Goal

24 Implementat~on Letters Formal correspondence, numbered
sequent~ally, between USAID and publ~c sector ent~t~es pursuant to a
dUly s~gned agreement

25 Ind~cator See Performance Ind~cator

•

26 Input The prov~s2on of techn2cal ass2stance, commod2t2es,
cap2tal or tra2n2ng 2n address2ng development or human2tar2an needs

27 Inter~m Performance Target A target value wh2ch app12es to a
t2me per20d less than the overall t~me per~od related to the respect~ve

performance 2nd2cator and performance target

28 Intermed~ate Result A key result wh2ch must occur 2n order to
ach~eve a strateg~c obJect~ve

29 Jo~nt Plann~ng A process by wh2ch an operat2ng un2t act2vely
engages and consults w2th other relevant and 2nterested USAID off2ces 2n
an open and transparent manner Th2s may occur through part2c2pat2on on
teams or through other forms of consultat2on

30 Lesson Learned The concluS2ons extracted from rev2ew2ng a
development program or act2v2ty by part2c2pants, managers, customers or
evaluators w2th 2mpl~cat2ons for effect2vely address2ng s2m2lar
2ssues/problems 2n another sett2ng

31 L2m2ted Scope Grant Agreement The L2ffi2ted Scope Grant
Agreement (LSGA) ~s s2m2lar to the Strateg~c ObJect2ve Agreement but 25
shorter ~n length It 2S used for ob12gat2ng funds for a small act2v2ty
or 2ntervent2on, e g , part2c2pant tra2n2ng or PD&S Model agreements,
~nclud2ng the LSGA, can be found 2n the Ser2es 300 d2rect2ves

32 Manageable Interest See Respons2b2l2ty

33 Management Contract The management contract cons2sts of the
strateg2c plan (2nclud2ng a strateg2c obJect2ves and support2ng results
frameworks) together w2th off2c2al record of the gu2dance emerg~ng from
the rev~ew of the plan The management contract prov2des, a summary of
agreements on a set of strateg2c and other obJect2ves, conf2rmat2on of
est2mated resources over the strategy per20d delegat~ons of author~ty

and an overv2ew of any spec~al management concerns• 34 Memorandum or Letter of Understand~ng A memorandum of
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understand~ng or letter of understand~ng (not used for obl~gat~ng funds)
sets forth the understand~ngs of the part~es regard~ng the obJect~ve,

results to be ach~eved and the respect~ve roles and respons~b~l~t~es of
each party ~n contr~but~ng toward the ach~evement of a g~ven result or
obJect~ve It 2S part~cularly useful when USAID w~shes to obl~gate

through 2nd2v~dual grants and contracts, w~thout host government
part~c~pat~on ~n those act~ons, but st2ll w~shes to make the host
government a partner ~n wr~t~ng to the program or act~v~ty and each
party's obl~gat~ons It spec2f~cally prov~des for USAID ~mplementat~on

~n the manner noted above

35 New Management Systems The set of management software developed
to support Agency funct~ons ~n the areas of account~ng, budget~ng,

plann~ng, ach~ev~ng, performance mon~tor~ng and evaluat~on, ass~stance

and acgu~s~t20n, human resource management and property management

36 ObJect2ve See Agency ObJect~ves

37 Ob12gat2on In the event of a strateg~c obJect~ve agreement w~th

a host country government, that agreement 2S normally the obl~gat~ng

agreement (unless a non-obl~gat~ng MOU ~s used) and all grants to and
contracts w~th pr~vate ent~t~es thereunder are subobl~gat~ng agreements
If there ~s no strateg~c obJect~ve agreement, whether or not a non­
obl~gat~ng MOU ~s used, all grants to and contracts w2th pr2vate
ent~t~es become obl2gat~ng agreements

38 Operat2ng Un2t USAID f2eld m2ss~on or USAID/W off2ce or h2gher
level organ~zat~onal un~t wh~ch expends program funds to ach~eve a
strateg2c obJect~ve, strateg~c support obJect~ve, or spec2al obJect~ve

and wh~ch has a clearly def~ned set of respons2b2l~tLes focussed on the
development and execut~on of a strateg2c plan

39 Operat2ng Un~t Goal A h~gher level development result to Wh2Ch
an operat2ng un2t contr2butes, but wh~ch l2es beyond the un2t'S level of
respons2b2l~ty An operat2ng un2t goal 2S a longer term development
result that represents the reason for ach2ev2ng one or more obJect2ves
~n an operat2ng un2t strateg2c plan An operat2ng un2t goal may be
~dent2cal to an Agency goal, but ~s normally d2st~ngu2shed from ~t 2n
several key ways An Agency goal ~s a long-term general development
obJect2ve, ~n a spec2f~c strateg2c sector, that USAID works toward, and
represents the contr2but2on of Agency programs work2ng ~n that sector
An operat~ng un~t goal ~s opt~onal and represents a long-term result ~n

a spec2f2c country or program to wh2ch an operat2ng un2t's programs
contr~bute, and may cross sector boundar~es

40 Output The product of a spec2f2c act20n, e 9 , number of people
tra~ned, number of vaCC2nat~ons adm2n~stered

41 Parameter A g2ven framework or cond~t~on w2th2n wh~ch dec2s~on

mak~ng takes place (~e Agency Goals, earmarks leg2slat~on, etc)

42 Part2c~pat~on The act2ve engagement of partners and customers ~n

shar2ng ~deas, comm~tt2ng t~me and resources, mak~ng dec2s~ons, and

12

•

•



• tak~ng act~on to br~ng about a des~red development obJect~ve

43 Partner An organ~zat~on or customer representat~ve w~th

wh~ch/whom USAID works cooperat~vely to ach~eve mutually agreed upon
obJect~ves and ~ntermed~ate results, and to secure customer
part~c~pat~on Partners ~nclude pr~vate voluntary organ~zat~ons,

~nd~genous and other ~nternat~onal non-government organ~zat~ons,

un~vers~t~es, other USG agenc~es, U N and other mult~lateral

organ~zat~ons, profess~onal and bus~ness assoc~at~ons, pr~vate

bus~nesses (as for example under the U S -As~a Env~ronmental

Partnersh~p), and host country governments at all levels

44 Partner Representat~ve

organ~zat~on w~th wh~ch USAID
agreed upon obJect~ves

An ~nd~v~dual that represents an
works cooperat~vely to ach~eve mutually

•

•

4S Partnersh~p An assoc~at~on between USAID, ~ts partners and
customers based upon mutual respect complementary strengths, and shared
comm~tment to ach~eve mutually agreed upon obJect~ves

46 Performance Basel~ne The value of a performance ~nd~cator at the
beg~nn~ng of a plann~ng and/or performance per~od A performance
basel~ne ~s the po~nt used for compar~son when measur~ng progress toward
a spec~f~c result or obJect~ve Ideally, a performance basel~ne w~ll be
the value of a performance ~nd~cator Just pr~or to the ~mplementat~on of
the act~v~ty or act~v~t~es ~dent~f~ed as support~ng the obJect~ve wh~ch

the ~nd~cator ~s meant to measure

47 Performance Ind~cator A part~cular character~st~c or d~mens~on

used to measure ~ntended changes def~ned by an organ~zat~onal un~t's

results framework Performance ~nd~cators are used to observe progress
and to measure actual results compared to expected results Performance
~nd~cators serve to answer "whether" a un~t ~s progress~ng towards ~ts

obJect~ve, rather than why/why not such progress ~s be~ng made
Performance ~nd~cators are usually expressed ~n quant~f~able terms, and
should be obJect~ve and measurable (numer~c values, percentages, scores
and ~nd~ces) Quant~tat~ve ~nd~cators are preferred ~n most cases,
although ~n certa~n c~rcumstances qual~tat~ve ~nd~cators are
appropr~ate

48 Performance Informat~on The body of ~nformat~on and stat~st~cal

data that d~rectly relates to performance towards overall USAID goals
and oDJect~ves, as well as operat~ng un~t strateg~c obJect~ves,

strateg~c support obJect~ves and spec~al obJect~ves Performance
~nformat~on ~s a product of formal performance mon~tor~ng systems,
evaluat~ve act~v~t~es, customer assessments and surveys, Agency research
and ~nformal feedback from partners and customers

49 Performance Mon~tor~ng A process of collect~ng and analyz~ng

data to measure the performance of a program, process, or act~v~ty

aga~nst expected results A def~ned set of ~nd~cators ~s constructed to
regularly track the key aspects of performance Performance reflects
effect~veness ~n convert~ng ~nputs to outputs, outcomes and ~mpacts

13



(~ e , results)

50 Performance Mon~tor~ng Plan A deta~led plan for manag~ng the
collect~on of data ~n order to mon~tor performance It ~dent~f~es the
1nd~cators to be tracked, spec~f~es the source, method of collect~on,

and schedule of collect~on for each p1ece of datum requ~red, and ass~gns

respons~b~l~ty for collect~on to a spec~f~c off~ce, team, or ~nd~v~dual

At the Agency level, ~t ~s the plan for gather~ng data on Agency goals
and obJect~ves At the Operat~ng Un~t level, the performance mon~tor~ng

plan conta~ns ~nformat~on for gather~ng data on the strateg~c

obJect~ves, ~ntermed~ate results and cr1t1cal assumpt10ns ~ncluded 1n an
operat~ng un~t's results frameworks

51 Performance Mon~tor1ng System An organ~zed approach or process
for systemat~callymon~tor~ng the performance of a program, process or
act~v~ty towards 1ts obJect~ves over t~me Performance mon~tor1ng

systems at USAID cons~st of, 1nter al~a performance ~nd~cators,

performance basel~nes and performance targets for all strateg~c

obJect1ves, strateg~c support obJect~ves, spec~al obJect~ves and
~ntermed1ate results presented ~n a results framework, means for
track~ng cr~t~cal assumpt~ons, performance mon~tor~ng plans to ass~st ~n

manag~ng the data collect~on process, and, the regular collect~on of
actual results data

52 Performance Target The spec~f~c and ~ntended result to be
ach~eved w1th~n an exp11c~t t~meframe and aga~nst wh~ch actual results •
are compared and assessed A performance target ~s to be def1ned for
each performance ~nd~cator In add~t~on to f~nal targets, ~nter~m

targets also may be def1ned

53 Portfol~o The sum of USAID-funded programs be~ng managed by a
s1ngle operat~ng un~t

54 Rap1d, Low-cost Evaluat10ns Analyt~c or problem-solv1ng efforts
wh1ch emphas1ze the gather~ng of emp~r~cal data ~n ways that are low­
cost, t~mely, and pract~cal for management dec~s~on mak~ng

Methoaolog1cal approaches ~nclude m~n~-surveys, rap1d appra~sals, focus
groups, key ~nformant ~nterv~ews, observat~on, and purpos~ve sampl~ng,

among others

55 Respons~b~11ty In the context of sett~ng strateg~c obJect~ves,

respons1b11~ty refers to a gu1d~ng concept wh~ch ass1sts an operat~ng

un~t 1n determ~n~ng the h~ghest level result that ~t bel~eves 1t can
mater1ally affect (us1ng 1tS resources 1n concert w1th 1tS development
partners) and that 1t 1S w1ll1ng to use as the standard for the
Judgement of progress Th1s has also been referred to as "manageable
1nterest "

56 Result A change 1n the cond~t~on of a customer or a change ~n

the host country cond1t10n wh~ch has a relat1onsh~p to the customer
result 1S brought about by the 1ntervent~on of USAID 1n concert w~th

development partners Results are 11nked by causal relat~onsh~ps, 1
a result 15 ach1eved because related, 1nterdependent result(s) were

A
~ts •e
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ach~eved Strateg~c obJect~ves are the h~ghest level result for wh~ch

an operat~ng un~t ~s held accountable, ~ntermed~ate results are those
results wh~ch contr~bute to the ach~evement of a strateg~c obJect~ve

57 Results Framework The results framework represents the
development hypothes1s ~nclud~ng those results necessary to achleve a
strateg~c obJect~ve and the~r causal relat~onsh~ps and underly~ng

assumpt~ons The framework also establ~shes an organ~z~ng bas~s for
measur~ng, analyz~ng, and report~ng results of the operat~ng un~t It
typ~cally ~s presented both ~n narrat~ve form and as a graph~cal

representat~on

58 Results Package A results package (RP) cons~sts of people,
fund~ng, author~t~es, act~v~t~es and assoc~ated documentat~on requ~red

to ach~eve a spec~f~ed result(s) w~th~n an establ~shed t~me frame An RP
~s managed by a strateg~c obJect~ve team (or a results package team ~f

establ~shed) wh~ch coord~nates the development, negot~at~on, management,
mon~tor~ng and evaluat~on of act~v~t~es des~gned cons~stent w~th (1)
the pr~nc~ples for develop~ng and manag~ng act~v~t~es, and (2)
ach~evement of one or more results ~dent~f~ed ~n the approved results
framework The purpose of a results package ~s to del~ver a g~ven

result or set of results contr~but~ng to the ach~evement of the
strateg~c obJect~ve

The strateg~c obJect~ve team w~ll def~ne one or more RPs to support
spec~f~c results from the results framework The SO team may elect to
manage the package or packages ~tself, or may create one or more
subteams to manage RPs In add~t~on, strateg~c obJect~ve teams create,
mod~fy and term~nate results packages as requ~red to meet chang~ng

c~rcumstances pursuant to the ach~evement of the strateg~c obJect~ve

Thus, typ~cally a results package w~ll be of shorter durat~on than ~ts

assoc~ated strateg~c obJect~ve

59 Results Package Data Base A results package data base cons~sts

of the data and ~nformat~on related to the act~ons, dec~s~ons, events,
and performance of act~v~t~es under a results package

60 Results Rev~ew and Resource Request (R4) The document wh~ch ~s

rev~ewed ~nternally and subm~tted to USAID/W by the operat~ng un~t on an
annual bas~s The R4 conta~ns two components the results rev~ew and
the resource request Judgement of progress w~ll be based on a
comb~nat~on of data and analys~s and w~ll be used to ~nform budget
dec~s~on mak~ng

61 Rev~ew Workshops workshops wh~ch ~nvolve key part~c~pants ~n an
SO/RP or even a part~cular element of an RP ~n collect~vely evaluat~ng

performance dur~ng the prev~ous ~mplementat~on per~od and plann~ng for
the forthcom~ng per~od Part~c~pants are normally representat~ves of
partners, customers, counterparts, other donors, stakeholders, and
USAID Successful workshops are often fac~l~tated to assure that all
perspect~ves are heard and that key f~nd~ngs and conclus~ons and
consensus on mod~f~cat~ons and plans ~s documented and d~str~buted
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62 Spec~al ObJect~ve The result of an act~v~ty or act~v~t~es wh~ch

do not qual~fy as a strateg~c obJect~ve, but support other US government
ass~stance obJect~ves A spec~al obJect~ve ~s expected to be small ~n

scope relat~ve to the portfol~o as a whole

63 Stakeholders Ind~v~duals and/or groups who have an ~nterest ~n

and ~nfluence USAID act~v~t~es, programs and obJect~ves

64 Strateg~c ObJect~ve The most amb~t~ous result (~ntended

measurable change) that a USAID operat~onal un~t, along w~th ~ts

partners, can mater~ally affect and for wh~ch ~t ~s w~ll~ng to be held
respons~ble The strateg~c obJect~ve forms the standard by wh~ch the
operat~onal un~t ~s w~ll~ng to be Judged ~n terms of ~ts performance
The t~me-frame of a strateg~c obJect~ve ~s typ~cally 5-8 years for
susta~nable development programs, but may be shorter for programs
operat~ng under short term trans~t~onal c~rcumstances or under
cond~t~ons of uncerta~nty

65 Strateg~c ObJect~ve Agreement A formal agreement that obl~gates

funds between USAID and the host government or other part~es, sett~ng

forth a mutually agreed upon understand~ng of the t~me frame results
expected to be ach~eved, means of measur~ng those results, resources,
respons~b~l~t~es, and contr~but~ons of part~c~pat~ng ent~t~es for
ach~ev~ng a clearly def~ned strateg~c obJect~ve Such an agreement
bet#een USAID and the host government may allow for th~rd part~es (e g ,
NGOs) to enter ~nto sub-agreements w~th e~ther USAID or the host
government or both to carry out some or all of the act~v~t~es requ~red

to ach~eve the obJect~ve (Deta~ls ~n Ser~es 300 )

66 Strateg~c Plan The framework wh~ch an operat~ng un~t uses to
art~culate the organ~zat~on's pr~or~t~es, to manage for results, and to
t~e the organ~zat~on's results to the customer/benef~c~ary The
strateg~c plan ~s a comprehens~ve plan wh~ch ~ncludes the del~m~tat~on

of strateg~c obJect~ves and a descr~pt~on of how ~t plans to deploy
resources to accompl~sh them A strateg~c plan ~s prepared for each
portfol~o whether ~t ~s managed at a country level, reg~onally, or
centrally

67 Strateg~c support ObJect~ve Strateg~c support obJect~ves are
~ntended to capture and measure a reg~onal or global development
obJect~ve wh~ch ~s dependent on the results of other USAID operat~ng

un~ts to ach~eve the obJect~ve but to wh~ch a global or reg~onal program
makes an ~mportant contr~but~on Therefore, the key d~fferent~at~on

from a strateg~c obJect~ve, as def~ned above, ~s that there ~s a
recogn~t~on that the ach~evement of the obJect~ve ~s accompl~shed and
measured, ~n part, through the act~v~t~es and results at the f~eld

m~ss~on level

68 Subgoal A h~gher level obJect~ve wh~ch ~s beyond of the
operat~ng un~t's respons~b~l~ty but wh~ch prov~des a l~nk between the
strateg~c obJect~ve and the operat~ng un~t goal Inclus~on ~n operat~ng

un~t plans ~s opt~onal
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• 69 Strateg~c ObJect~ve Team In general, a team ~s a group of people
comm~tted to a common performance goal for wh~ch they hold themselves
~nd~v~dually and collect~vely accountable Teams can ~nclude USAID
employees exclus~vely or USAID and partner and customer representat~ves

An SO team ~s a group of people who are comm~tted to ach~ev~ng a
spec~f~c strateg~c obJect~ve and are w~ll~ng to be held accountable for
the results necessary to ach~eve that obJect~ve The SO team can
establ~sh subs~d~ary teams for a subset of results or to manage a
results package

69a Core Team U S government employees and others who may be
author~zed to carry out ~nherently U S governmental funct~ons such as
procurement act~ons or obl~gat~ons For example, only members of the
core team would manage procurement sens~t~ve mater~als or negot~ate

formal agreements

69b Expanded Team U S government employees and partner and customer
representat~ves comm~tted to ach~ev~ng the strateg~c obJect~ve

69c V~rtual Team Members of a team who are not collocated and
therefore part~c~pate pr~mar_ly through telecommun~cat~on systems

71 U S Nat~onal Interest A pol~t~cal/strateg~c ~nterest of the
Un~ted States that gu~des the ~dent~f~cat~on of rec~p~ents of fore~gn

ass~stance and the fundamental character~st~cs of development
ass~stance•
70 Target See Performance Target

72 Value Eng~neer~ng A management techn~que us~ng a systemat~zed

approach to seek out the best funct~onal balance between the cost,
rel~ab~l~ty, and performance of an act~v~ty or process, w~th a
part~cular focus on the ~dent~f~cat~on and el~m~nat~on of unnecessary
costs VE/VA can be used both ~n the des~gn stage and as an evaluat~on

tool

203 5 Pol~cy & E203 5 Essent~al Procedures

203 5 1 Core Mon~tor~ng and Evaluat~on Pol~cy

In order to effect~vely manage for results, the Agency shall regularly
collect, rev~ew and use ~nformat~on on ~ts performance At both the
overall Agency and operat~ng un~t level, th~s ~nformat~on shall playa
cr~t~cal role ~n plann~ng and management dec~s~ons and w~ll be der~ved

from formal performance mon~tor~ng systems, evaluat~ve act~v~t~es and
other relevant sources

Performance mon~tor~ng shall focus on whether and to what extent
obJect~ves at both the operat~ng un~t and Agency level are be~ng

ach~eved At the operat~ng un~t, strateg~c obJect~ve teams shall
establ~sh performance mon~tor~ng systems to regularly collect and•

203 5 1a Performance Mon~tor~ng
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analyze data wh~ch w~ll enable them to track performance and obJect~vely

report on the~r progress ~n ach~ev~ng strateg~c obJect~ves and
~ntermed~ate results SO teams and act~v~ty managers shall also track
~nputs, outputs and processes to ~nsure act~v~t~es are proceed~ng as
expected and are contr~but~ng to ~ntermed~ate results and strateg~c

obJect~ves as ant~c~pated (refer to Supplementary Reference 203 6 6 for
further d~scuss~on on des~gn~ng performance mon~tor~ng systems)

The Agency shall establ~sh performance mon~tor~ng systems at the Agency
level wh~ch enable ~t to track, rev~ew and report on overall progress
toward the Agency's goals and obJect~ves outl~ned ~n the Agency
strateg~c framework (See also, 203 5 5 through 203 5 Sd for more
~nformat~on on performance mon~tor~ng )

•

203 5 1b Evaluat~on

Evaluat~on shall be used to ascerta~n why unexpected progress, pos~t~ve

or negat~ve, ~s be~ng made towards a planned result When performance
mon~tor~ng systems or other feedback mechan~sms at the operat~ng un~t

~nd~cate that expected results are not be~ng ach~eved, SO teams shall
seek to determ~ne the reason, usually through the use of one or more
evaluat~ve act~v~t~es Evaluat~on shall also be used to explore ~ssues

related to susta~nab~l~ty and customer focus

At the Agency level, evaluat~on shall be a pr~nc~pal veh~cle for
extract~ng cross-cutt~ng lessons from operat~ng un~t exper~ences and
determ~n~ng the need for mod~f~cat~ons to the Agency strateg~c

framework (See also, 203 5 6 through 203 5 6b for more ~nformat~on on
evaluat~ons )

(Refer to Supplementary Reference 203 6 18 for further d~scuss~on

regard~ng the use of evaluat~on ~n USAID )

•
203 5 1c Other Sources of Informat~on

The Agency and ~ts operat~ng un~ts shall seek and use other relevant
sources of ~nformat~on to ~mprove the~r understand~ng of performance and
to ~nform plann~ng and management dec~s~ons Both formal (Agency
research f~nd~ngs, customer surveys, exper~ence of other development
organ~zat~ons) and ~nformal (unstructured feedback from customers and
partners, s~te v~s~ts) sources shall be cons~dered (See also,
203 5 7 )

E203 5 1

203 5 2

Core Mon~tor~ng and Evaluat~on Pol~cy - N/A

Us~ng Informat~on to Manage for Results

The Agency, operat~ng un~ts and SO teams must rema~n ~nformed of all
aspects of performance relat~ng to USAID-funded ass~stance ~n order to
effect~vely manage for results Performance mon~tor~ng ~nformat~on

evaluat~on f~nd~ngs and ~nformat~on from add~t~onal formal and ~nformal

sources shall be used regularly throughout plann~ng and management
processes Spec~f~cally, operat~ng un~ts and SO teams shall use such
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• ~nformat~on to

~mprove the performance, effect~veness, and des~gn of
ex~st~ng development ass~stance act~v~t~es,

rev1se Agency or operat1ng un~t strateg~es where necessary,

plan new strateg~c obJect~ves, results packages and/or
act~v~t~es,

~nform dec~s~ons whether to abandon Agency program
strateg~es, strateg~c obJect~ves or results packages wh1ch are not
ach~ev~ng ~ntended results, and,

document f~nd1ngs on the ~rnpact of development ass~stance

(Refer to Supplementary Reference 203 6 3l)

E203 5 2

203 5 3

Us~ng Informat~on to Manage for Results - N/A

Part~c~pat10n ~n Performance Mon~tor~ng and Evaluat~on

•
Operat1ng un1ts and SO teams shall ~nvolve USAID customers and partners
~n plann~ng approaches to mon~tor~ng performance, ~n plann1ng and
conduct~ng evaluat~ve act~v~t~es, as well as ~n collect~ng, rev~ew~ng

and ~nterpret~ng performance ~nformat~on

At the agency level, USAID shall ~nvolve stakeholders and partner
development organ~zat~ons ~n the exam1nat~on of overall agency
performance and development ~nformat1on

203 5 3a BU1ld~ng Performance Mon~tor~ng and Evaluat~on Capac~ty

The Agency and ~ts operat~ng un~ts shall attempt to bU1ld performance
mon~tor~ng and evaluat10n capac~ty w1th~n rec1p1ent develop~ng

countr~es Operat1ng un~ts shall 1ntegrate, wherever feas~ble,

performance mon~tor~ng and evaluat10n act~v~t~es w1th s1m~lar processes
of host countr~es and other donors

203 5 3b Informat~on Shar~ng

Whenever feas~ble and appropr~ate the Agency and ~ts operat~ng un1tS
shall part1c1pate ~n networks for exchange and shar~ng of development
exper1ence and development 1nformat10n resources w1th development
partners, host country development pract1t10ners, researchers and other
donors

(Refer to Supplementary Reference 203 6 4 for add1t~onal 1nforrnat1on on
partner and customer part1c1pat10n)

• E203 5 3

203 5 4

Part~c~pat10n 1n Performance Mon1tor1ng and Evaluat~on - N/A

Resources for Performance Mon1tor1ng and Evaluat10n
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Operat~ng un~ts and SO teams, when budget~ng for strateg~c obJect~ves

and/or results packages, shall ~nsure that suff~c~ent and adequate
resources (fund~ng and personnel) are allocated to performance
mon~tor~ng and evaluat~on act~v~t~es The Agency shall ~nsure that
adequate resources are allocated to and used ~n performance mon~tor~ng

and evaluat~on funct~ons (See also E203 5 4)

•
E203 5 4 Resources for Performance Mon~tor~ng and Evaluat~on

When budget~ng for strateg~c obJect~ve and results packages, teams must
allow adequate funds for performance mon~tor~ng and evaluat~on A
target range for resource levels ded~cated to mon~tor~ng and evaluat~on

funct~ons ~n SOs and RPs ~s 3% to 10% of the overall budget However,
factors un~que to each SOjRP may lead to a dec~s~on to budget above or
below that range

Operat~ng un~ts and strateg~c obJect~ve teams are respons~ble for
collect~ng ~nformat~on for manag~ng for results ~n a cost-effect~ve

manner (cons~derat~on of cost-effect~veness ~ssues related to data
collect~on shall beg~n dur~ng the strateg~c plann~ng process) If
ant~c~pated costs appear proh~b~t~ve, cons~derat~on shall be g~ven to

mod~fy~ng performance ~nd~cators to perm~t less expens~ve

approaches to regular data collect~on,

mod~fy~ng the approach/des~gn of evaluat~ve act~v~t~es,

cons~der~ng rap~d, low cost alternat~ves, or,

mod~fy~ng the relevant strateg~c obJect~ve or ~ntermed~ate

result, s~nce ~t ~s not poss~ble to Judge progress at reasonable
costs

(Refer to Supplementary Reference 203 6 5 for add~t~onal ~nformat~on on
resources for performance mon~tor~ng and evaluat~on)

•
203 5 5 Performance Mon~tor~ng

The Agency and ~ts operat~ng un~ts shall establ~sh and ma~nta~n

performance mon~tor~ng systems that regularly collect data wh~ch enable
the assessment of progress towards ach~ev~ng results Operat~ng un~t

performance mon~tor~ng systems shall track performance at both the
results framework level and the act~v~ty level Performance mon~tor~ng

systems at the Agency level shall track progress towards overall Agency
goals and obJect~ves (See also, E203 S 5 )

(Refer to Supplementary Reference 203 6 6 for further d~scuss~on on
des~gn~ng performance rnon~tor~ng systems )

The development of performance mon~tor~ng systems at the results
framework level beg~ns dur~ng the strateg~c plann~ng process At that
t~me operat~ng un~ts shall spec~fy prel~m~nary performance ~nd~cators

203 5 Sa Operat~ng un~t Results Framework-Level Performance Mon~tor~ng

•
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•

and performance targets for the strateg~c obJect~ves, strateg~c support
obJect~ves and ~ntermed~ate results presented ~n the~r results
frameworks (see also Strateg~c Plann~ng E201 5 10, Part II,C{7))
Follow~ng approval of the~r strateg~c plans, operat~ng un~ts and SO
teams shall complete and operat~onal~ze the~r performance mon~tor~ng

systems by do~ng the follow~ng

Conf~rm and/or mod~fy the set of performance ~n~cators

~n~t~ally def~ned ~n the operat~ng un~t's strateg~c plan
Performance ~nd~cators must be def~ned for all strateg~c

obJect~ves, strateg~c support obJect~ves and ~ntermed~ate results
~n the results framework that are d~rectly supported by USAID
funds A f~nal work~ng set of performance ~nd~cators must be
def~ned pr~or to subm~ss~on of the R4 that ~mmed~ately follows
approval of a strateg~c plan (for subsequent mod~f~cat~on of
performance ~nd~cators refer to Strateg~c Plann~ng, essent~al

procedures E201 5 14 and E201 5 15),

Val~date and/or mod~fy the performance basel~nes and targets
~n~t~ally def~ned ~n the operat~ng un~t's strateg~c plan
Performance basel~nes and targets shall be establ~shed for each
performance ~nd~cator A f~nal work~ng set of performance
basel~nes and targets must be def~ned pr~or to subm~ss~on of the
R4 that ~mmed~ately follows approval of a strateg~c plan (for
subsequent mod~f~cat~on of basel~nes and targets, refer to
Strateg~c Plann~ng, essent~al procedures E201 5 14 and E201 5 15
and, for gu~dance on performance basel~nes and ~nter~m and f~nal

performance targets, see Supplementary References 203 6 8 and
203 6 9, respect~vely),

Def~ne means or approach to be used ~n mon~tor~ng both the
results supported by development partners and cr~t~cal assumpt~ons

~dent~f~ed ~n the results framework (refer to Supplementary
Reference 203 6 10),

Complete and per~od~cally update a performance mon~tor~ng

plan that prov~des deta~ls necessary for collect~ng relevant
performance data and ~nformat~on (see also, Strateg~c Plann~ng

201 5 7),

Collect "actual results" data for each performance ~nd~cator

on a regular bas~s (refer to Supplementary Reference 203 6 13 for
add~t~onal ~nformat~on on performance mon~tor~ng data collect~on)

Collect ~nformat~on on both the results supported by
development partners and the status of cr~t~cal assumpt~ons on a
regular bas~s

(See also, E203 5 5 through E203 5 5(4) )

Operat~ng un~t performance mon~tor~ng systems shall address spec~al• 203 5 5b Operat~ng Un~t Spec~al ObJect~ves, Except~ons and Spec~al Cases



obJect~ves as well as spec~al or except~onal programs, ~nclud~ng

emergency programs, small country programs and spec~al fore~gn pol~cy

programs (see also, Strateg~c Plann~ng 201 5 3e) To the extent
poss~ble, performance mon~tor~ng gu~del~nes establ~shed for strateg~c

obJect~ves, strateg~c support obJect~ves, ~ntermed~ate results and
act~v~t~es shall be followed (see also, 203 5 Sa and 203 5 5c) If ~t

~s ~mpract~cal or ~nappropr~ate to follow these gu~del~nes, operat~ng

un~ts shall develop alternat~ve approaches to mon~tor~ng the performance
of these programs and present them to the~r respect~ve bureaus for
approval

•

203 5 Sc Operat~ng Un~t Act~v~ty-Level Mon~tor~ng

SO teams and/or act~v~ty managers shall regularly collect data on
~nputs, outputs and processes to ~nsure that act~v~t~es are proceed1ng
as expected and are contr1but~ng to relevant ~ntermed~ate results,
strateg1c obJect~ves and strateg~c support obJect~ves as ant~c1pated

Act1v~ty level data shall be collected at 1ntervals cons~stent w~th the
management needs of the SO team and/or act~v~ty manager (refer to
Supplementary Reference 203 6 16 for add~t~onal ~nformat~on on act~v~ti

mon~tor~ng)

The Agency shall mon~tor Agency performance by track~ng progress towards
Agency goals and obJect~ves, and by analyz~ng operat~ng un~t performance
1nformat~on w~th~n the context of the Agency strateg~c framework PPC,
~n conJunct~on w~th other bureaus and operat~ng un~ts, as appropr~ate,

shall ~nsure that progress towards Agency goals and obJect~ves ~s

mon~tored regularly by

203 5 5d Development Mon~tor~ng at the Overall Agency Level

•
develop~ng performance ~nd~cators, 1nclud~ng Agency-w~de

common ~nd~cators, for each Agency goal and obJect~ve and
val~dat~ng the ut~l~ty and appropr~ateness of these ~nd~cators

per~od~cally,

prepar~ng and updat~ng a performance mon~tor~ng plan that
prov~des ~nformat~on necessary for regularly collect~ng data on
the performance ~nd~cators ~dent~f~ed for each Agency goal and
obJect~ve,

collect~ng data for each performance 1nd~cator of Agency
goals and obJect~ves on a regular baS1S

(See also, E203 5 5 through E203 5 5(4) )

203 5 5e Qual~ty of Performance Data

The Agency and 1tS operat1ng un1ts shall, at regular 1ntervals,
cr~t1cally assess the data they are US1ng to mon1tor performance to
1nsure they are of reasonable qua11ty and accurately reflect the process
or phenomenon they are be1ng used to measure (See also, E203 5 5(5) )
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The Agency and ~ts operat~ng un~ts shall estab11sh performance
mon~tor~ng systems wh~ch meet Agency standards for develop~ng

performance ~nd1cators and basel1nes, manag1ng and document~ng the data
collect~on process and ensur~ng the qual~ty of performance data

• E203 5 5 Performance Mon~tor~ng

E203 5 5(l) Performance Ind~cators

The Agency and 1ts operat~ng un~ts shall def~ne performance ~nd~cators

for wh~ch qual~ty data are ava~lable at ~ntervals cons~stent w~th

management needs and that are d~rect, obJect~ve, pract~cal and
un~d~mens~onal (refer to Supplementary Reference 203 6 7 for def~n~t~ons

of these attr~butes and more 1nformat~on on performance ~nd~cators)

Quant~tat~ve performance ~nd~cators are preferred and shall be used ~n

most cases If qual~tat~ve ~nd~cators are used, they must be def~ned so
as to perm~t regular, systemat~c and relat~vely obJect~ve Judgement
regard~ng change ~n the "value" or status of the ~nd1cator

Performance mon~tor~ng plans shall be prepared for the Agency strateg~c

framework and for each operat~ng un~t's strateg~c plan Informat~on

~ncluded ~n a performance mon1tor~ng plan shall enable comparable
performance data to be collected over t1me, even 1n the event of staff
turnover, and shall clearly art1culate expectat~ons ~n terms of schedule
and respons1b1l~ty Spec~f~cally, performance mon~tor1ng plans shall
prov1de a deta~led def1n~t~on of the performance ~nd~cators that w~ll be
tracked, spec~fy the source, method of collect~on and schedule of
collect~on for all requlred data, and ass1gn respons1b1l~ty for
collect10n to a spec1f1c off1ce, team or 1nd1v1dual (refer to
Supplementary Reference 203 6 II for Agency guldellnes on the
development of performance mon1tor1ng plans)

•
When ~dent~fy~ng performance ~nd~cators, operat~ng un~ts w~ll

"common" ~nd1cators that have been ~dent~f~ed for each sector
have been der1ved from Agency exper~ence and best pract~ces

these "common" ~nd~cators by operat~ng un~ts ~s not requ~red

E203 5 5(2) Performance Mon~tor~ng Plans

cons~der

and that
Use of

•

Performance monltor1ng plans are one element of a performance monltor1ng
system and functlon as crltlcal tools for managlng and document~ng the
data collect10n process The reV1ew of operat1ng un1t performance
mon1tor1ng plans by central or reg10nal bureaus 1S not requ1red

(See also Strateg1c Plann1ng 201 5 13 )

E203 5 5(3) Estab11sh1ng Performance Base11nes

To the extent poss1ble, performance base11ne data should be 1ncluded
w1th an operat1ng un1t'S strateg1c plan when 1t 1S subm1tted for reV1ew
If 1t 1S not poss1ble, pract1cal or cost effect1ve to do so operat1ng
un1tS w111 have unt1l subm~ss1on of the1r next ~4 to estab11sh a
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basel~ne If data for a performance ~nd~cator prove to be unava~lable

or too costly to collect, the ~nd~cator may need to be changed

Performance basel~nes w~ll reflect, as near as poss~ble, the value of
each performance ~nd~cator at the commencement of USAID-supported
act~v~t~es that contr~bute to the ach~evement of the relevant strateg~c

element (~ e , Agency goal or obJect~ve, strateg~c obJect~ve, strateg~c

support obJect~ve or ~ntermed~ate result) Th~s ~s cons~stent w~th the
purpose and process of performance mon~tor~ng, both of wh~ch focus on
performance over a very spec~f~c plann~ng or performance per~od (refer
to Supplementary Reference 203 6 8 for a d~scuss~on of related top~cs,

~nclud~ng the ut~l~ty of h~stor~cal data that predate a performance
basel~ne)

•

E203 5 5(4) Collect~on of Performance Data Frequency and Standards

Spec~f~c t~meframes and standards shall be appl~ed when collect~ng

performance data

a) For performance ~nd~cators Comparable data for all
performance ~nd~cators of strateg~c obJect~ves and USAID-funded
~ntermed~ate results, as well as for strateg~c support obJect~ves,

shall be collected and rev~ewed on a regular bas~s (comparab~l~ty

refers to track~ng a performance ~nd~cator over t~me, not to
compar~son across strateg~c obJect~ves or operat~ng un~ts)

To the extent poss~ble, some comparable data for each
strateg~c obJect~ve, strateg~c support obJect~ve and spec~al

obJect~ve shall be collected annually That ~s, where poss~ble,

data for at least one performance ~nd~cator (the same ~nd~cator)

shall be collected every year for each strateg~c obJect~ve,

strateg~c support obJect~ve and spec~al obJect~ve

To the extent poss~ble, some comparable data for each USAID­
funded ~ntermed~ate result shall also be collected annually
However, annual collect~on ~s not requ~red unt~l the po~nt ~n t~me

at wh~ch progress towards the ~ntermed~ate result ~s ant~c~pated

to beg~n

For performance ~nd~cators for wh~ch annual data collect~on

~s not pract~cal, operat~ng un~ts w~ll collect data regularly, but
at longer t~me ~ntervals

To the extent poss~ble, the pr~nc~ples descr~bed for
performance ~nd~cators at the operat~ng un~t level shall be
appl~ed to the performance ~nd~cators of Agency goals and
obJect~ves

(Refer to Supplementary Reference 203 6 13 for add~t~onal

~nformat~on on collect~ng performance mon~tor~ng data )

b) For cr~t~cal assumpt~ons and results supported by development
partners The frequency of data collect~on, as well as the level
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•

•

of deta~l and degree of comparab~l~ty of the data collected, shall
be determ~ned by the SO team The data collect~on process for
mon~tor~ng cr~t~cal assumpt~ons and results supported by
development partners ~s generally not expected to be as r~gorous

or systemat~c as the data collect~on process for mon~tor~ng

performance ~nd~cators of SOs and USAID-funded results However,
the ~nformat~on collected must be at a level of deta~l and qual~ty

that ~nsures the SO Team has an accurate understand~ng of the
progress be~ng made toward each partner-supported ~ntermed~ate

result and whether each cr~t~cal assumpt~on cont~nues to hold
(refer to Supplementary Reference 203 6 10 for add~t~onal

~nformat~on on mon~tor~ng cr~t~cal assumpt~ons and non-USAID
funded ~ntermed~ate results)

c) For mult~-country strateg~c obJect~ves To the extent
poss~ble, comparable data for all strateg~c obJect~ves that
encompass more than one country shall be collected and rev~ewed on
a regular bas~s Where poss~ble, data for at least one
performance ~nd~cator (the same ~nd~cator) at the strateg~c

obJect~ve level shall be collected across all countr~es

represented by the SO To the extent poss~ble, data shall also be
collected for all performance ~nd~cators of USAID-funded
~ntermed~ate results ~n every country w~th act~v~t~es relevant to
the g~ven ~ntermed~ate result

Data shall be collected for performance ~nd~cators of mult~­

country strateg~c obJect~ves and USAID-funded ~ntermed~ate results
at a frequency that ~s determ~ned by management needs and
pract~cal cons~derat~ons Annual collect~on of some comparable
data for both strateg~c obJect~ves and ~ntermed~ate results ~s

~deal, although ~t may only be pract~cal to collect such data at
longer ~ntervals

d) For spec~al obJect~ves, except~ons and spec~al cases When
collect~ng data on the performance of spec~al obJect~ves or
spec~al or except~onal programs (see Strateg~c Plann~ng, 201 5 Sd,
Except~ons and Spec~al Cases, and 201 5 laC, Spec~al ObJect~ves),

operat~ng un~ts shall attempt to follow gu~del~nes relat~ng to
per~od~c~ty and comparab~l~ty that have been establ~shed for
performance ~nd~cators (see (a) above) If ~t ~s ~mpract~cal or
~nappropr~ate to follow these gu~del~nes, operat~ng un~ts shall
develop alternat~ves that w~ll ~nsure they have an accurate
understand~ng of the performance of these spec~al obJect~ves and
programs

E203 5 5(5) Data Qual~ty

Data qual~ty w~ll be assessed as part of the process of establ~sh~ng

performance ~nd~cators and choos~ng data collect~on sources and methods
Data qual~ty w~ll be reassessed as ~s necessary, but at ~ntervals of no
greater than three years Whenever poss~ble reasonable standards of
stat~st~cal rel~ab~l~ty and val~d~ty should be appl~ed, although ~n many
cases ~t w~ll not be appropr~ate or poss~ble to meet these standards
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(refer to Supplementary Reference 203 6 ~4 for add~t~onal ~nformat~on on
means to ensure data qual~ty) •

203 5 6 Evaluat~on

As an ongo~ng part of plann~ng and manag~ng development ass~stance, the
Agency, ~ts operat~ng un~ts, and the teams manag~ng development
ass~stance shall use evaluat~ve act~v~t~es as needed Evaluat~on

act~v~t~es shall be ut~l~zed, when ~nformat~on from other sources ~s

~nsuff~c~ent to prov~de the needed ~ns~ght, to

assess Why unexpected progress, e~ther pos~t~ve or negat~ve,

towards planned results ~s occurr~ng,

determ~ne whether cond~t~ons for susta~nab~l~ty related to
USAID ass~stance ex~st,

re-exam~ne or test, when necessary, the val~d~ty of
hypotheses and assumpt~ons embedded ~n strateg~c obJect~ves and
results frameworks,

determ~ne whether the needs of ~ntended customers are be~ng

served,

~dent~fy, probe, and understand pos~t~ve and negat~ve

un~ntended consequences or ~mpacts of ass~stance programs,

d~st~ll "lessons learned" wh~ch may be useful elsewhere ~n

the ~gency, and,

assess the effect~veness of Agency strateg~es across
countr~es and w~th~n sectors (See also, 203 5 lb )

•
E203 5 6

203 5 6a

Evaluat~on - NjA

Plann~ng and Conduct~ng Evaluat~ons

A dec~s~on to carry out an evaluat~ve act~v~ty shall be dr~ven pr~mar~ly

by management need Evaluat~ons are not requ~red as a matter of
formal~ty If they w~ll serve no management need and w~ll not be used
evaluat~ons shall not be conducted

When plann~ng an evaluat~on at any level, the cost of evaluat~on must be
Just~f~ed by the management value of the ~nformat~on ~t w~ll generate
If the ~nformat~on an evaluat~on ~s ~ntended to produce ~s not cr~t~cal,

an expens~ve evaluat~on ~s not Just~f~ed Alternat~ves shall be
cons~dered, such as low-cost methods, narrow~ng the scope, or
reassess~ng the need for the evaluat~on

so Teams shall ~nclude customers and partners ~n plann~ng and conduct~ng

evaluat~ve act~v~t~es Cons~derat~on shall be g~ven to ut~l~z~ng

evaluat~on methodolog~es and data collect~on methods wh~ch allow for
max~mum part~c~pat~on (See also 203 5 3, Part~c~pat~on ~n Performance
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• Mon~tor~ng and Evaluat~on, refer to Supplementary References 203 6 4,
203 6 21 and 203 6 22 for more ~nformat~on on part~c~pat~on ~n

evaluat~ons )

The Agency shall ~nclude d~rect-h~re employees ~n evaluat~ons, where
feas~ble and where operat~ng expense resources are ava~lable, to
max~m~ze the Agency's learn~ng from ~ts own exper~ence Care must be
taken ~n select~ng e~ther Agency d~rect-h~re employees or contractors as
evaluat~on team members to avo~d any confl~ct of ~nterest related to the
purpose of the evaluat~on

(See also, E203 5 6a through E203 5 6a(3)

E203 5 6a Plann~ng and Conduct~ng Evaluat~ons

The Agency and ~ts operat~ng un~ts shall seek to address spec~f~c

quest~ons and ~ssues when plann~ng and conduct~ng evaluat~ons

E203 5 6a(1) The Dec~s~on to Evaluate at the Operat~ng Un~t

•
Strateg~c ObJect~ve Teams shall dec~de whether/when an evaluat~ve

act~v~ty ~s needed, ~n consultat~on w~th other partners and customers,
as well as sen~or management of the operat~ng un~t The follow~ng

events or s~tuat~ons, among others, shall tr~gger a cons~derat~on of
whether an evaluat~on ~s needed

performance mon~tor~ng ~nd~cates an unexpected (pos~t~ve or
negat~ve) result on a cr~t~cal measure,

a key management dec~s~on must be
an act~v~ty, ~ntermed~ate result or SO
~nformat~on for mak~ng the dec~s~on,

made about d~rect~ons ~n

but there ~s ~nadequate

•

annual (or per~od~c) rev~ews ~n the operat~ng un~t or w~th

the host country ~dent~fy key quest~ons to be resolved or
quest~ons on wh~ch consensus must be developed,

formal or ~nformal feedback from part~c~pants, partners,
customers, or other ~nformed observers suggests that
~mplementat~on ~s noe go~ng well or ~s not meet~ng the needs of
~ntended customers,

there ~s a breakdown ~n a cr~t~cal assumpt~on or
~ntermed~ate result supported by another donor thus chal1eng~ng

the val~d~ty of the strategy to ach~eve the SO, or

an operat~ng un~t bel~eves extract~ng key "lessons learned"
or document~ng exper~ence ~s ~mportant for the benef~t of other
operat~ng un~ts or for future programm~ng ~n the same country

(Refer to Supplementary Reference 203 6 19 for add~t~onal

~nformat~on )
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E203 5 6a(2) Plann~ng and Conduct~ng Evaluat~ons at the Overall Agency
Level •

Central evaluat~ons shall be conducted to meet Agency management and
plann~ng needs PPC/CDIE shall conduct and coord~nate part~c~pat~on ~n

these evaluat~ons, work~ng ~n cooperat~on w~th other appropr~ate

bureaus Agency sen~or management, as well as relevant stakeholders and
partner development organ~zat~ons, as appropr~ate, shall be consulted to
determ~ne central evaluat~on needs and areas of focus The follow~ng

concerns, among others, shall be cons~dered ~n determ~n~ng the focus of
central evaluat~ons and the areas to be assessed

~ssues related to the effect~veness of Agency program
strateg~es ~n contr~but~ng to overall Agency goals and obJect~ves,

~ssues related to the effect~veness of strateg~es commonly
or exper~mentallyused by operat~ng un~ts to ach~eve strateg~c

obJect~ves w~th~n part~cular sectors,

E203 5 6a(3) The Focus and Purpose of Evaluat~ons

maJor ~ssues wh~ch may be of concern to the Adm~n~strator or
Agency stakeholders

other ~mportant ~ssues

development ass~stance (~ e
consequences or ~mpacts from

related to the del~very of
unexpected, pos~t~ve or negat~ve,

var~ous programs or act~v~t~es), and

•
For any evaluat~ve act~v~ty, a clear purpose must be art~culated, along
w~th a small number of key quest~ons on wh~ch the evaluat~on w~ll focus
A clear Scope of Work (SOW) ~s cruc~al to conduct~ng a useful evaluat~on

and shall be prepared (See Supplementary Reference 203 6 30 for
standard Agency gu~del~nes on prepar~ng Scopes of Work (SOWs) for formal
evaluat~ons )

The follow~ng factors, among others, shall be cons~dered when plann~ng

the type of evaluat~ve act~v~ty to be undertaken

the nature of the ~nformat~on/analys~s/feedbackneeded,

cost-effect~veness,

t~me-frame of the management need for ~nformat~on

the t~me and resources ava~lable, and

the level of accuracy requ~red

(See Supplementary Reference 203 6 20 for add~t~onal ~nformat~on on
evaluat~on des~gn and 203 6 22 for suggest~ons on alternat~ve evaluat~on

methodolog~es )

203 5 6b Evaluat~on Follow-up and Documentat~on
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•

At all levels, the f~nd~ngs, conclus~ons, and recommendat~ons of
evaluat~ve act~v~t~es shall be openly shared and d~scussed w~th relevant
customers and partners, as well as other donors or stakeholders, unless
there are unusual and compell~ng reasons not to do so

The SO team has ~n~t~al and pr~mary respons~b~l~ty for respond~ng to and
us~ng an evaluat~on, once completed, of a strateg~c obJect~ve, a results
package, or a related act~v~ty They must

Systemat~cally rev~ew the key f~nd~ngs, conclus~ons, and
recommendat~ons,

Ident~fy wh~ch f~nd~ngs, conclus~ons, or recommendat~ons the
team(s) accept/support and wh~ch they d~sagree w~th,

Ident~fy the management/program act~ons proposed to be taken
as an outcome of the evaluat~on and ass~gn clear respons~b~l~ty

for undertak~ng them, and

Determ~ne whether any rev~s~on ~s necessary ~n strategy, the
results framework, or the act~v~ty, g~ven all ~nformat~on then
ava~lable to the team (If s~gn~f~cant rev~s~on ~s necessary,
refer to Strateg~c Plann~ng, E201 5 8 and E201 5 9 )

The pr~mary overs~ght and rev~ew of an SO level evaluat~on shall be by
the head of the operat~ng un~t (The respons~b~l~ty for overs~ght and
rev~ew of evaluat~ons ~s generally at the next level ~n the d~rect

program management l~ne In general, an evaluat~on of a strateg~c

obJect~ve or results package ~s not formally rev~ewed and responded to
above the operat~ng un~t level) (See also, E203 5 6b through
E203 5 6b(3) )

(Refer to Supplementary ~eference 203 6 27 for add~t~onal ~nformat~on on
present~ng evaluat~on f~nd~ngs and recommendat~ons and 203 6 29 for
~nformat~on on act~ng on evaluat~on f~nd~ngs )

E203 5 6b Evaluat~on Follow-up and Documentat~on

•

At the conclus~on of any evaluat~ve act~v~ty, documentat~on shall be
prepared to, at a m~n~mum, h~ghl~ght ~mportant f~nd~ngs, conclus~ons and
recommendat~ons The nature of the documentat~on w~ll vary
cons~derably, depend~ng on the type, formal~ty, ~mportance,

breadth/scope and resources comm~tted to the evaluat~ve act~v~ty The
rev~ew of such doc~mentat~on by reg~onal or central bureaus ~s not
requ~red

E203 5 6b{1) Evaluat~on ~eports

Evaluat~on reports shall be prepared for more formal and cr~t~cal

evaluat~ve act~v~t~es These reports must be wr~tten to be useful and
read~ly understood Key f~nd~ngs, conclus~ons, and recommendat~onsmust
be succ~nct, clearly d~st~ngu~shed from each other, and clearly
~dent~f~ed ~n the report
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For contracted evaluat~ons and assessments, the report format shall be
spec~f~ed ~n the evaluat~on scope of work and must adhere to the
Agency's requ~red format (for Agency gu~del1nes on evaluat10n report
formats, refer to Supplementary Reference 203 6 28)

An execut~ve summary shall be prepared for each evaluat10n report The
execut1ve summary shall present a conc~se and accurate summary of the
most cr1t~cal elements of the larger report and should adhere to Agency
gu1del1nes for prepar1ng execut1ve summar1es (for Agency gu1de11nes,
refer to Supplementary Reference 203 6 28)

E203 5 6b(2) Electron1c Subm~ss10ns of Evaluat10n Documentat10n

The follow1ng shall be subm1tted, 1n electron1c form, to PPC/CDIE for
entry 1nto the Agency's automated development 1nformat1on system

full evaluat10n reports

execut1ve summar1es of evaluat10n reports

other documentat1on prepared at the conclus10n of an
evaluat1ve act1v1ty

response of the SO teams (and/or Operat1ng Un1t or
Counterpart Agency) to evaluat10n reports, when appropr1ate

act10n dec1s1ons ar1s1ng from evaluat1ve act1v~t1es

E203 5 6b(3) Translat1ng an Evaluat10n Report

If an evaluat10n report (or other documentat10n prepared at the
conclus10n of an evaluat1ve act1v1ty) 1S wr1tten 1n Eng11sh and key
proJect counterparts or part1c1pants do not speak Eng11sh, the SO team
shall arrange for translat10n of at least the exec~t1ve summary 1nto the
local wr1tten language(s)

•

•

203 5 7 Other Sources of Informat10n for Manag1ng for Results

In add1t1on to 1nformat1on from performance mon1tor1ng and evaluat1ve
act1v1t~es, the Agency, SO teams and act1v1ty managers shall, to the
extent poss1ble, use the follow1ng other sources of 1nformat10n for
manag1ng for results

Agency research and other state-of-the-art f1nd1ngs 1n the
Agency's techn~cal areas,

documented exper1ences of other donors and development
agenc1es,

development exper1ence, 1nclud1ng Agency "lessons learned"
(see Def1n1t1ons) ,

development 1nformat1on (see Def1n1t1ons) I
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• knowledge ga~ned from assess~ng customer needs,

analyses and assessments of relevant countr~es and sectors,
and,

~nformal feedback from counterparts, partners, customers, or
other ~nformed observers, or from f~eld v~s~ts or other d~rect

contact

(See also, E203 5 7 )

E203 5 7

The Agency shall, to the extent feas~ble and pract~cal, establ~sh and
ma~nta~n databases and ~nformat~on systems wh~ch perm~t Agency-w~de

access to the formal sources of ~nformat~on for manag~ng for results
l~sted ~n pol~cy 203 5 7

Operat~ng un~ts and SO teams shall regularly rev~ew and analyze
performance ~nformat~on to assess progress towards ach~ev~ng the~r

obJect~ves and ~ntermed~ate results

The Agency, ~ts operat~ng un~ts, and SO teams shall conduct rev~ews and
analyses of performance ~nformat~on at regular ~ntervals to assess
progress aga~nst expected results and to determ~ne ~f cr~t~cal

assumpt~ons cont~nue to hold

•

203 5 8

203 5 8a

Rev~ew of Performance Informat~on

Operat~ng Un~t Internal Rev~ews

•

203 5 8a(l) Results Framework-Level Rev~ews

Operat~ng un~ts and SO teams shall conduct rev~ews, as often as
necessary but at least once a year, to assess progress towards ach~ev~ng

the~r strateg~c obJect~ves, strateg~c support obJect~ves, spec~al

obJect~ves and USAID-funded ~ntermed~ate results ~n the results
framework These rev~ews shall serve operat~ng un~t ~nternal management
and plann~ng needs At least one of these rev~ews, however, must
prov~de analys~s for the aNnual R4 report (see 203 5 9 and 203 5 9a)
and, therefore, must address the follow~ng

progress made towards the ach~evement of strateg~c

obJect~ves strateg~c support obJect~ves and spec~al obJect~ves

over the past f~scal year as well as expectat~ons for future
results,

status of cr~t~cal assumpt~ons (~e whether they cont~nue

to hold) and causal relat~onsh~ps def~ned ~n the results framework
and the related ~mpl~cat~ons for strateg~c obJect~ve and
~ntermed~ate results performance

status of the operat~ng un~t's "management contract" and the
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need for any changes to the approved strateg~c plan (refer to
Strateg~c Plann~ng, E201 5 9), and,

future resource requ~rements (see also, Strateg~c Plann~g,

E201 5 9)

The follow~ng ~nformat~on shall be used to conduct the "R4" results
rev~ew

data on the performance ~nd~cators of strateg~c obJect~ves,

strateg~c support obJect~ves, spec~al obJect~ves and USAID-funded
~ntermed~ate results,

~nformat~on regard~ng cr~t~cal assumpt~ons ~n the strateg~c

plan and ~ntermed~ate results supported by other donors,

~nformat~on from any relevant evaluat~ve act~v~t~es

completed dur~ng the per~od under rev~ew, and,

any other relevant ~nformat~on

(Refer to Supplementary References 203 6 15 and 203 6 26 for ~nformat~on

concern~ng the analys~s of performance mon~tor~ng and evaluat~on data )

203 5 8a(2) Act~v~ty-Level Rev~ew

SO teams and/or act~v~ty managers shall regularly rev~ew ana analyze
~nputs, outputs, and processes to ~nsure act~v~t~es are support~ng the
relevant ~ntermed~ate result(s), and, ult~mately, are contr~but~ng to
the ach~evement of the strateg~c obJect~ve (refer to Supplementary
Reference 203 6 16)

203 5 8a(3) Part~c~pat~on ~n Rev~ews

Operat~ng un~ts and SO teams shall conduct the~r rev~ews w~th relevant
customers (~nclud~ng ~nternal Agency customers, e g Global Bureau
Centers prov~d~ng techn~cal support to f~eld m~ss~ons) and pr~nc~pal

partners, when appropr~ate, to obta1n the~r ~nput

•

•

203 5 8b Bureau Rev~ews of Operat~ng Un1ts

Agency bureaus shall conduct annual rev~ews of any and all operat~ng

un~ts under the respect~ve bureau's purv~ew (~ e , reg~onal bureaus w~ll

conduct annual rev~ews for each of the1r f1eld m1ss~on operat~ng un1tS
Global bureau w~ll conduct annual rev~ews for each of ~t's

Centers/Off~ces funct~on~ng as operat1ng un1tS, BHR w1l1 conduct annual
rev~ews of each of the1r operat1ng un~ts, etc ) to

assess progress towards the ach1evement of strateg~c

obJect~ve(s), strateg~c support obJect~ves and spec~al obJect~ves

exam~ne areas where expected results are not be~ng met
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• rev~ew the "management contract" and the need for any
changes or ref~nements to the approved strateg~c plan, and,

rev~ew resource requ~rements (see strateg~c plann~ng)

PPC, M, G, BER, and reg~onal bureaus shall each part~c~pate ~n the
bureau rev~ews as deemed appropr~ate by the conduct~ng and part~c~pat~ng

bureaus The R4 report shall be used as the bas~s of these rev~ews (see
also Strateg~c Plann~ng, E201 5 9) The bureau rev~ew of operat~ng un~t

results may be conducted ~n conJunct~on w~th or separately from the
annual budget rev~ews, prov~ded that the results rev~ew ~s used as a
bas~s to ~nform dec~s~ons regard~ng the budget These bureau rev~ews

may prov~de summary operat~ng un~t performance ~nformat~on for use ~n

the annual rev~ew of overall Agency performance

203 5 Bc Rev~ew of Overall Agency Performance

•

The Agency shall conduct a rev~ew of ~ts performance on an annual bas~s

by assess~ng progress towards Agency goals and obJect~ves and by
analyz~ng operat~ng un~t performance w~th~n the context of the Agency
strateg~c framework The rev~ew shall focus on the ~mmed~ate past
f~scal year, but may also rev~ew performance for pr~or years Th~s

annual rev~ew shall serve overall Agency plann~ng and management needs
and form the bas~s of the GPRA report (see E203 5 9b) In add~t~on to
rev~ew~ng progress towaras ach~ev~ng Agency obJect~ves, the rev~ew shall
exam~ne areas ~n wh~ch expected results are not be~ng met

The Agency rev~ew shall be coord~nated and conducted by PPC w~th the
ass~stance of M and G, as appropr~ate PPC shall be respons~ble for
coord~nat~ng and des~gnat~ng appropr~ate roles for other Agency bureaus,
off~ces, and f~eld m~ss~ons ~n comp~l~ng and analyz~ng ~nformat~on for
and part~c~pat~ng ~n the rev~ew PPC shall establ~sh a schedule for the
rev~ew, w~th the part~c~pat~on of other relevant Agency organ~zat~onal

un~ts, ~n order to coord~nate Agency ~nformat~on and meet spec~f~c

report~ng deadl~nes

The rev~ew shall use ~nformat~on from Agency and operat~ng un~t

performance mon~tor~ng systems, ~nformat~on from operat~ng un~t

performance rev~ews, relevant evaluat~on and research f~nd~ngs, and
other ava~lable ~nformat~on as necessary

E203 5 8

203 5 9

Rev~ew of Performance Informat~on - N/A

Report~ng and D~ssem~nat~ng Performance Informat~on

•

The Agency and ~ts operat~ng un~ts shall report and d~ssem~nate f~nd~ngs

on ~gency and operat~ng un~t performance The Agency shall be open and
d~rect ~n report~ng and d~ssem~nat~ng f~nd~ngs on performance, and shall
report on both successes and fa~lures Informat~on from Agency
performance mon~tor~ng systems evaluat~ve act~v~t~es, and other
relevant ~nformat~on, both quant~tat~ve and qual~tat~ve, as appropr~ate,

shall be used ~n report~~g and ~n d~ssem~nat~ng f~nd~ngs on performance
(See also, E203 59)
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E203 5 9 Report~ng and D~ssem~nat~ng Performance Informat~on •Formal reports st~pulated ~n pol~cy 203 5 9a and essent~al procedures
E203 5 9b and E203 5 9c shall be subm~tted to and collected by PPC/COIE
for purposes of prov~d~ng broad access to th~s ~nformat~on and of
arch~v~ng Agency records

203 5 9a Operat~ng Un~t R4 Report

Operat~ng un~ts shall report annually to the~r respect~ve bureaus
through the Results Rev~ew and Resource Request (R4) report The
results rev~ew sect~on(s) of the R4 report must address the operat~ng

un~t's performance for the ~rnmed~ate past f~scal year focus~ng on
progress made towards ach~evement of the strateg~c obJect~ves, strateg~c

support obJect~ves, and spec~al obJect~ves The R4 ~s also to be used
for reval~dat~ng the operat~ng un~t's strategy based on progress and
ref~n~ng ~nd~cators and targets

Informat~on from the R4 shall be used, as appropr~ate, for ~nternal

Agency analyses, respond~ng to external ~nqu~r~es, and Agency results
report~ng (see Strateg~c Plann~ng, 201 5 9 and E201 5 9 for other
purposes of the R4 report as well as the requ~red content of the R4
report)

The operat~ng un~t annual rev~ew st~pulated ~n pol~cy 203 5 8a(1) ~s to
prov~de the analys~s and ~nformat~on for the results rev~ew sect~on(s)

~n the R4 report The deadl~nes for subm~ss~on of the R4 report shall
be determ~ned by the relevant Agency bureaus and shall take ~nto account
Agency needs for the use of th~s ~nformat~on for Agency report~ng

requ_rements and for the annual budget cycle

•
E203 5 9a

203 5 9b

Operat~ng Un~t ~4 Report - N/A

Report~ng on Agency Performance

As requ~red by leg~slat~on (GPRA of 1993) and Execut~ve Orders, the
Agency shall annually report on ~ts performance to Congress and the
Execut~ve Branch (See also, E203 5 9b )

E203 5 9b Report~ng on Agency Performance

Cons~stent w~th the Government Performance and Results Act (GPRA) of
1993, the Agency shall prepare and subm~t, by March 31 of each year or
another date allowed for by Congress and the Execut~ve Branch, a report
to the Pres~dent and Congress on the Agency's program performance for
the prev~ous f~scal year The report must

rev~ew progress towards obJect~ves over the past f~scal

year,

exam~ne Agency plans for the current f~scal year relat~ve to
the performance ach~eved ~n the f~scal year covered by the report
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• where obJect~ves are not be~ng met, expla~n and descr~be why
the obJect~ve was not met, plans and schedules for ~mprov~ng

progress towards the establ~shed obJect~ve, and, ~f the obJect~ve

~s determ~ned to be ~mpract~cal or not feas~ble, why that ~s the
case and what act~on ~s recommended,

descr~be the use and assess the effect~veness ~n ach~ev~ng

obJect~ves of any wa~ver under sect~on 9703 of the GPRA, and,

~nclude summary f~nd~ngs of evaluat~ons, as deemed
appropr~ate, completed dur~ng the f~scal year covered by the
report (see GPRA of 1993)

The rev~ew of overall Agency performance st~pulated ~n pol~cy 203 5 8c
~s to prov~de ~nformat~on for the GPRA report PPC shall be respons~ble

for coord~nat~ng and comp~l~ng th~s report, ~nclud~ng coord~nat~ng

~nformat~on from other Agency bureaus, off~ces, and f~eld m~ss~ons as
appropr~ate

The Agency shall, where appropr~ate, use ~nformat~on on ~ts performance
to meet other external report~ng requ~rements (beyond those descr~bed ~n

pol~cy 203 5 9b and essent~al procedure E203 5 9b) and to ~nform Agency
stakeholders (See also, E203 5 9c )

The performance ~nformat~on result~ng from the preparat~on of the above
annual Agency performance report may be used to meet the report~ng

requ~rements for the appropr~ate sect~ons of f~nanc~al statements
subm~tted under the Ch~ef F~nanc~al Off~cers Act (CFO) of 1990

•
203 5 9c

E203 5 9c

Meet~ng Other External Report~ng Requ~rements

Meet~ng Other External Report~ng Requ~rements

Performance ~nformat~on shall be used, as necessary, ~n the Agency
Congress~onal Presentat~on subm~tted each year to Congress Performance
~nformat~on shall also be used, as needed, to respond to other Agency
report~ng requ~rements

203 5 9d D~ssem~nat~on of Performance F~nd~ngs

The Agency and ~ts operat~ng un~ts shall d~ssem~nate and d~scuss

f~nd~ngs on performance w~th relevant customers and pr~nc~ple partners
(refer to Supplementary Reference 203 6 32 for add~t~onal ~nformat~on on
commun~cat~ng and d~ssem~nat~ng performance f~nd~ngs)

Agency bureaus and off~ces shall not make spec~al requests for
performance ~nformat~on from operat~ng un~ts unless the ~nformat~on ~s

unava~lable from R4 reports or Agency ~nformat~on systems•
E203 5 9d

203 5 ge

D~ssem~nat~on of Performance F~nd~ngs - N/A

Spec~al Requests for Performance Informat~on
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203 6 Supplementary References

E203 5 ge Spec~al Requests for Performance Informat~on - N/A •
[Th~s sect~on reserved for the follow~ng references]

Overv~ew of Performance Mon~tor~ng and Evaluat~on

Performance Mon~tor~ng

203 6 ~

203 6 2

203 6 3

203 6 4

203 6 5

203 6 6

203 6 7

203 6 8

203 6 9

203 6 ~o

203 6 n

203 6 12

203 6 ~3

203 6 14

203 6 15

203 6 16

203 6 17

Evaluat~on

How to Use These Supplementary Reference Mater~als

Purpose of and Relat~onsh~p Between Performance Mon~tor~ng and
Evaluat~on

Roles and Respons~b~l~t~es ~n Performance Mon~tor~ng and
Evaluat~on

Partner and Customer Part~c~pat~on ~n Performance Mon~tor~ng and
Evaluat~on

What Resources are Needed for Performance Mon~tor~ng and
Evaluat~on

Des~gn~ng a Performance Mon~tor~ng System for use at USAID
[Establ~sh~ng Strateg~c ObJect~ves and Intermed~ate Results - see
Plann~ng Supplementary References]

Select~ng Appropr~ate and Useful Performance Ind~cators

Establ~sh~ng Performance Basel~nes

Def~n~ng Performance Targets

Mon~tor~ng Cr~t~cal Assumpt~ons and Intermed~ate Results Supported
by Partners

Develop~ng a Performance Mon~tor~ng Plan

Sampl~ng for Performsnce Mon~tor~ng Data Collect~on

Collect~ng Performance Mon~tor~ng Data

Ensur~ng Data Qual~ty

Analyz~ng Performance Mon~tor~ng Data

Mon~tor~ng Act~v~t~es Inputs, Outputs and Processes

Prepar~ng a Scope of Work for Var~ous Mon~tor~ng Tasks
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Performance Informat~on from Mon~tor~ng and Evaluat~on

•

•

•

203 6 18

203 6 19

203 6 20

203 6 21

203 6 22

203 6 23

203 6 24

203 6 2S

203 6 26

203 6 27

203 6 28

203 6 29

203 6 30

203 6 31

203 6 32

Us~ng Evaluat~on ~n USAID

When ~s an Evaluat~on Needed

Des~gn~ng an Evaluat~on Ask~ng the Cr~t~cal Quest~ons

Bu~ld~ng an Evaluat~on Team

Select~ng the Appropr~ate Evaluat~on Methodology

Sampl~ng for Data Collect~on

Collect~ng Evaluat~on Data Instruments and Log~st~cs

Ensur~ng Data Qual~ty

Analyz~ng Evaluat~on Data

Present~ng Evaluat~on F~nd~ngs, Conclus~ons and Recommendat~ons

Prepar~ng Evaluat~on Reports and Documentat~on

Rev~ew, Follow-up and Act~on Plan for Improvement w~th Partners
and Customers

Prepar~ng an Evaluat~on Scope of Work

Us~ng Performance Informat~on to Improve Effect~veness

Commun~cat~ng and D~ssern~nat~ng Performance Informat~on
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GUIDELINES FOR DEVELOPING CUSTOMER SERVICE PLANS

H S Plunkett, M/ROR/Customer Serv1ce

Apr11 ~995

Th1S document prov1des po11c1es, procedures, gu1de11nes,
1nforrnat1on, and contacts to ass1st USAID operat1ng un1tS (OU)1n
develop1ng Customer Serv1ce Plans as part of the1r Strateg1c
Plans Cons1stent w1th the Adm1n1strator's Statement of
Pr1nc1ples on part1c1patory development, the reeng1neer1ng team's
BUS1ness Area Analys1s of USAID operat1ons h1ghl1ghts the fact
that part1c1patory approaches and close attent10n to customer
serv1ce 1ssues are cr1t1cal elements 1n develop1ng and execut1ng
effect1ve, susta1nable programs Develop1ng and 1mplement1ng
effect1ve Customer Serv1ce Plans w111 ass1st M1SS10ns and off1ces
1n reduc1ng transact10n costs assoc1ated w1th de11ver1ng program
resources to our partners and customers By 1dent1fy1ng probable
customers and assess1ng the1r needs as we determ1ne country and
sector strateg1es, and engag1ng potent1al customers, partners,
and stakeholders to part1c1pate as we des1gn, 1mp1ement, and
evaluate act1v1t1es to ach1eve susta1nable results, we w111
obta1n greater support and comm1tment from our customers and
encourage more effect1ve and susta1nable outcomes for USAID
programs.

WHAT SHOULD THE CUSTOMER SERVICE PLAN CONTAIN?

The Customer Serv1ce Plan (CSP) 1S 1ntended to serve as a
pract1cal management tool for the operat1ng un1t. Each plan
should be des1gned to meet the spec1f1c 1nforrnat1on needs of the
operat1ng un1t, to enable 1t to better determ1ne what 1tS
customers and partners are th1nk1ng about 1t and 1tS serv1cesi
allow the un1t to develop performance measurements wh1ch may
result 1n 1mprovements 1n 1tS programs, assess the un1t's
comparat1ve strengths 1n 1tS operat1ng enV1ronment and 1dent1fy
weaknesses wh1ch can then be addressed systemat1cally, establ1sh
1nternal commun1cat1ons tools w1th1n the un1t, and prov1de for
respons1ve commun1cat1ons between the un1t and 1tS partners and
customers, and allow the un1t to establ1sh ach1evable serv1ce
standards and demonstrate 1tS comm1tment to qua11ty serv1ce, as
well as to agency goals and values

A Customer Serv1ce P~an -- the f1nal product -- should

a Present and exp~a1n the un1t's "V1S10n" for ach1ev1ng 1tS
Ob]ect1ves V1a 1tS reeng1neer1ng efforts,

b Ident1fy who the un1t's customers and partners are, what
types of serv1ce de11very relat10ns they reflect, and how they
are l1nked both to USAID and to each other,



c Ident~fy and descr~be the serv~ces be~ng! or planned to be,
prov~ded by the un~t to ~ts customers and partners! and ~nd~cate •
the po~nts of contact for each serv~ce!

d. Expla~n how customers have been or w~ll be surveyed to
determ~ne the~r needs and the~r percept~ons of the serv~ces be~ng

prov~ded by the operat~ng un~t! and when they w~ll be surveyed
aga~n so that the~r feedback becomes an ~mportant source of
~nformat~on gu~d~ng the un~t's operat~ons,

e Present the areas ~dent~f~ed by customer surveys for
~mprov~ng serv~ce prov~s~on and serv~ce qual~ty, and expla~n the
act~ons the operat~ng un~t ~ntends to take to address these
~ssues,

f. Ident~fy the un~tls key customer serv~ce pr~nc~ples and
standards -- regard~ng rel~ab~l~ty (the ab~l~ty to perform
dependably and accurately)! respons~veness (w~111ngness to act
effect1vely, appropr~ately! and promptly ~n response to a
proposal, s~tuat10n, or concern)! courtesy, assurance (ab~l~ty to
convey trust and conf~dence)! empathy (ab~l~ty to demonstrate
car~ng and concern for ~nd~v~dual customers), and phys~cal

arrangements wh~ch fac~l~tate effect~ve customer contacts -­
wh~ch the operat~ng un~t ~ntends to develop and to wh~ch ~t w~ll

comm~t,

g Expla~n how customer survey f~nd~ngs, and customer serv~ce

standards, w~ll be commun~cated to partners and customers, and

h. Note operat~ng un~t po~nts of contact for customer serv~ces

~ssues -- names, t~tles! respons1b~1~t~es, addresses, telephone!
fax, and ema~l ~nformat~on

The Customer Serv~ce Plan should be ~n a form wh~ch can be w~dely

d~str1buted and shared w~th customers, partners, and
stakeholders The operat~ng un~t may w~sh to ~nd~cate that ~ts

plan ~s an evolv~ng, ~terat~ve document, wh~ch w~ll benef~t from
feedback from customers! partners, and others, and ~s subJect to
per~od~c rev~ew and rev~s~on The Customer Serv~ce Plan ~s an
~ntegral element ~n the operat~ng un~tls Strateg~c Plann1ng
process, helps to 1dent~fy potent~al members of Strateg~c

ObJect~ve and Results Package teams, prov~des d~rect~on ~n the
def~n~t~on of approaches to ach~ev~ng effect~ve and susta1nable
results! and encourages a un~tls or~entat~on toward part~c~patory

approaches to development

3 Def~n~t1ons

•

a Customer serv~ce plan A document wh~ch presents the
operat~ng un~t's proposed act~ons for ~dent~fy~ng and engag~ng

the part~c~pat~on of ~ts customer groups and partners ~n

plann~ng, ~mplementat~on, and evaluat~on of programs The
Customer Serv~ce Plan enables the operat~ng un~t to use customer •
~nput to ~mprove plann~ng! encourage part~c~pat~on, sharpen



•

•

•

dec~s~on mak~ng, enhance serv~ce qual~ty, and ~ncrease customer
sat~sfact~on

B Ult~mate customers The Nat~onal Performance Rev~ew def~nes

"customer ll as lIan ~ndJ.vJ.dual or ent~ty who ~s dJ.rectly served by
a department or agency II USAID's ult~mate customers are those
host country people, espec~ally the soc~ally and econom~cally

d~sadvantaged, who are end users of USAID assJ.stance and whose
part~c~patJ.on ~s essentJ.al to ach~ev~ng sustaJ.nable development
results

B ~ Intermed~ate customers Many USAID act~v~t~es are med~ated

through other organ~zatJ.ons, who serve as partners to the extent
that they share obJect~ves and prov~de resources toward the
ach~evement of results or obJect~ves to wh~ch USAID ~s also
comm~tted The effectJ.ve del~very of serv~ces to ult~mate

customers ~n such ~nstances requJ.res that the needs and
capab~l~tJ.es of J.ntermedJ.ate customers be assessed, and the l~nk

relat~ons between the ~ntermed~ate customer and the ult~mate

customer, as well as those between the J.ntermed~ary and USAID, be
analyzed

C Customer network The relatJ.onsh~ps that IJ.nk USAID w~th ~ts

ult~mate customers through J.ts partners, who as J.ntermed~arJ.es

are themselves customers for USAID servJ.ces of varJ.ous kJ.nds

D Partner An organ~zat~on or customer representatJ.ve w~th

whJ.chjwhom USAID collaborates to ach~eve mutually agreed upon
obJectJ.ves and to ensure customer partJ.cJ.patJ.on Partners
J.nclude U S. prJ.vate voluntary organJ.zatJ.ons, J.ndJ.genous and
other J.nternatJ.onal non-governmental organJ.zatJ.ons, unJ.versJ.tJ.es,
other USG agencJ.es, host country governments at all levels, U.N
and other multJ.lateral organJ.zatJ.ons, professJ.onal and busJ.ness
assocJ.at~ons, and pr~vate bus~nesses

E USAID Contractor An organJ.zatJ.on or ~nd~vJ.dual actJ.ng as an
agent of USAID and carry~ng out a scope of work fJ.nanced by
USAID

F Stakeholder Part~es whose support or acquJ.escence J.S
necessary for USAID program success and achJ.evement of polJ.t~cal,

developmental, and/or humanJ.tar~an ass~stance goals (host country
persons or groups, the US Congress and executJ.ve branch, US
taxpayers, PVOs, unJ.versJ.tJ.es, and prJ.vate f~rms, other donors,
etc) In the sense that USAID J.S accountable to J.ts
stakeholders for the effectJ.ve prov~s~on of the servJ.ces mandated
by ~ts foreJ.gn assJ.stance m~ssJ.on obJect~ve, these groups may
also be consJ.dered a form of customer for some operatJ.ng unJ.ts

G PartJ.c~patJ.on The actJ.ve engagement of partners and
customers ~n formulatJ.ng ~deas, commJ.ttJ.ng t~me and resources,
Jo~ntly mak~ng dec~s~ons, and takJ.ng actJ.on to brJ.ng about a
desJ.red development obJectJ.ve



H Survey~ng A "cover term ll for a w~de range of methods and
techn~ques used to obta~n quant~tat~ve and qual~tat~ve ~nput from
customers It can ~nclude -- s~ngly and ~n comb~nat~on -- focus
groups, consultat~ons, rap~d appra~sals, m~n~-surveys, formal
large scale surveys, ~nd~v~dual and group ~nterv~ews Dec~s~ons

on what methods to use must be based on assessment of the k~nds

of ~nformat~on needed as well as other cons~derat~ons (t~me

l~m~tat~ons, f~nances, techn~cal resources/expert~seava~lable,

log~st~cs, etc )

I Operat~ng Un~t. A M~ss~on, USAID Affa~rs Off~ce, or AID/W
Off~ce w~th funct~onal respons~b~l~t~es for the prov~s~on of
serv~ces related to the ach~evement of Agency goals

4 STEPS IN EXECUTING A CUSTOMER SERVICE PLAN

S~nce each un~t operates 1n a un1que organ~zat~onal and cultural
as well as developmental context, ~t 1S most appropr~ate to offer
broad suggest~ons (based on s1m1lar types of efforts 1n the past)
as gu~dance USAID shall prov~de respons~ve backstopp1ng
ass~stance to operat~ng un~ts, e~ther V1a ema~l/fax to the
operat~ng un~t, or V1a on-the-ground techn~cal support by staff
fam~l~ar w~th customer serv~ce plann~ng

•

A Des~gnate staff to coord~nate customer serv~ce plann~ng

efforts and to serve as 11a1son for customer serv1ce 1ssues w1th
AID/Was part of the operat1ng un1t'S team, and act as customer •
serv1ce lchamp10n" for the un~t. He/she should have some
fam111ar~ty w1th evaluat1on/mon1tor1ng methods and exper1ence
w1th soc1al soundness or 1nst1tut1onal assessments/survey1ng
techn1ques One or more add1t1onal staff should backstop the
Customer Serv1ce Plan (CSP) act1v1t1es In f1eld M1ss1ons, FSN
staff 1n th1s role may have spec1al capab1l1ty for prov~d~ng

1ns1ght 1nto local factors and/or cond1t10ns wh~ch could affect
the CSP, as well as long-term cont1nu1ty for manag1ng customer
serv1ces 1n the future The des1gnated staff also serve as
contact p01nts for customer serv1ces backstopp1ng from the
reg10nal bureau and the reeng~neer~ng task force CSP act1v1t1es
may be ~ntens~ve at t~mes, and should be 1ncorporated 1nto the
des1gnated 1nd1v1duals' work plans

B As a prel1m1nary to des1gn1ng customer surveys, the operat1ng
un1t should develop 1nformat1on regard1ng current and potent1al
customers, l1nkages through 1ntermed~ar1es to ult~mate customers,
customer networks, and appropr1ate customer surveys for ~ts

programs The 1nformat10n should 1nclude:

1 The un~t's ult1mate customers -- def1ned accord~ng to the
strateg1c focus of the operat1ng un1t program, and segmented
accord~ng to 1mportant d1fferent1at~ng cr1ter~a

2 The l1nkages between the un1t, 1tS partners and 1ntermed1ate
customers, and ~ts ult1mate customers -- a descr1pt~on or "mapll •
or I1flowchart l1 of the un1t'S customer network
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3 The actual contact po~nts between the un~t, ~ts partners, and
~ts customers, and the frequency of such contacts

4 Prel~m~nary ~deas regard~ng what customers and partners
expect from the un~tls program, and how they perce~ve current
performance Is what the un~t prov~des l~kely to be seen as
~mportant by ~ts customers?

5 In~t~al assessments of what customers and partners may see as
most sat~sfactory, and what ~s least sat~sfactory, about the
operat~ng un~t's program What ~s known about how customers
assess the un~t's performance ~n prov~d~ng serv~ces? How do
these serv~ces compare to those wh~ch may be prov~ded by others?

6 The key stakeholders of the operat~ng un~t's program, and
the~r ~nfluence and relat~ons w~th customers and partners Are
they ~n some ~nstances also partners -- or customers?

e Through focused ~n-house d~scuss~on of these quest~ons, and
others that w~ll emerge, the operat~ng un~t should reach a
work~ng consensus on who ~ts customers and partners are, current
pract~ces regard~ng customer relat~ons, and the maJor ~ssues

affect~ng customer serv~ce relat~onsh~ps w~th~n the context of
proposed exper~mental act~v~t~es Th~s ~nformat~on may be
developed through lIbra~nstorm~ngll, document rev~ew, focus groups
w~th~n the operat~ng un~t, key ~nformant ~nterv~ews, etc

Th~s ~nformat~on should prov~de the esp leader and other
operat~ng un~t staff w~th a bas~s for develop~ng plans, survey
hypotheses, and ~nstruments for survey~ng. Plann~ng should be
based on the def~n~t~ons of customers, partners, customer
networks, etc., outl~ned above If the un~t ~s develop~ng a
country strategy, the k~nds of ~nformat~on ~t needs, the range of
customers, and the types of surveys the operat~ng un~t w~shes to
execute may be very d~fferent from what ~t may need to assess
customers from the act~v~ty des~gn or ~mplementat~on perspect~ve

D. The operat~ng un~t w~ll also need to determ~ne the resources
ava~lable for survey~ng to gather ~nformat~on for the development
of ~ts esp, the t~me-frame for execut~ng the esp so that ~t can
~nform the overall operat~ng un~t effort, sources of local
ass~stance (consultants, un~vers~t~es, pr~vate f~rms), and
mechan~sms (such as local purchase orders) wh~ch the operat~ng

un~t may use. Based on the operat~ng un~tls determ~nat~on of
what ~nformat~on ~s needed from customers and what makes
techn~cal, f~nanc~al, and log~st~cal sense, the operat~ng un~t

team must dec~de wh~ch methods can be most effect~vely used
These m~ght ~nclude fac~l~tated focus group d~scuss~ons, key
~nformant and other ~nterv~ews, consultat~ons, formal
quest~onna~res, m~n~-surveys, and/or rap~d appra~sals They
should a~m at el~c~t~ng rap~d, t~mely, and rel~able ~nformat~on

w~th~n the context of your soc~ocultural sett~ng and log~st~cal

constra~nts



The operat~ng un~tls f~nal Customer Serv~ce Plan should be
closely ~ntegrated w~th the other aspects of ~ts strateg~c •
plann~ng efforts It should also conform to the requ~rements for
consultat~on and part~c~pat~on set forth ~n Agency d~rect~ves on
plann~ng, ach~ev~ng, and Judg~ng program strateg~es The CSP
must reflect the operat~ng un~tls core values and v~s~on ~n order
to be effect~ve and useful to the un~t over the long term, and
not "Just another exerc~se for AID/W consumpt~on" It should be
based on f~nd~ngs from customer surveys, and ~nclude customers
and partners ~n ~ts preparat~on The plan should state what w~ll

be done more effect~vely to del~ver USAID resources and to
~mprove program-level ~mpact related to operat~ng un~t strateg~c

obJect~ves, what k~nds of measurable customer serv~ce standards
would ~mprove program ~mpact and customer serv~ce qual~ty and
sat~sfact~on, and what are the best ways to commun~cate customer
survey f~nd~ngs and standards, and obta~n feedback, from
customers and partners In add~t~on, the operat~ng un~t should
work w~th ~ts partners to ass~st them ~n prepar~ng s~m~lar

customer serv~ce plans, and execut~ng the~r own customer surveys

As part of long-term plann~ng for susta~nable results, the un~t

may w~sh to establ~sh a cont~nu~ng ~nternal capab~l~ty for
execut~ng per~od~c customer serv~ce assessments related to
strateg~c obJect~ves and program portfol~o, and w~th~n staff and
resource l~m~tat~ons

5 Tools and techn~cal ass~stance for customer serv~ce plans

a. Survey software' operat~ng un~ts w~ll have access to RAOSOFT
Survey, a computer program wh~ch can be used to des~gn forms,
enter data and analyze results of surveys The software package
allows the user to des~gn quest~ons (yes/no, mult~ple cho~ce,

open ended comment, we~ghted score, date, t~me or numer~c

format), does automat~c data tabulat~on by frequency and
percentage; and creates bar and p~e charts ~nstantly from
analys~s, or allows you to create your own charts

B Techn~cal ass~stance from contractors contractors w~ll be
selected to prov~de tra~n~ng support for the operat~ng un~ts

The contractors w~ll have exper~ence ~n work~ng w~th other
government agenc~es and the pr~vate sector on customer serv~ce

~ssues. If operat~ng un~ts request, the contractors can hold a
workshop wh~ch w~ll go through the steps for do~ng a customer
serv~ce plan or prov~de ass~stance on one or more elements of the
plan (such as exam~n~ng opt~ons for survey methods), etc
Operat~ng un~ts may want to use these contractors for a general
operat~ng un~t workshop on customer serv~ce If they w~sh,

operat~ng un~ts may then choose to look for local expert~se to
ta~lor the pr~nc~ples of customer serv~ce to the spec~f~cs of the
soc~ocultural env~ronment ~n-country and have the local f~rms do
the actual survey~ng

•

C Part~c~pat~on v~deo to ~n~t~ate exchange of part~c~pat~on •
relevant lessons and exper~ences among operat~ng un~ts, a v~deo
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w~ll be made ava~lable to all operat~ng un~ts The v~deo poses
and d~scusses key quest~ons about part~c~pat~on and customer­
focused act~v~t~es, and ~s ~ntended to el~c~t feedback from
operat~ng un~ts regard~ng part~c~pat~on ~ssues

D. ROR/operat~ng un~ts backstopp~ng the ROR/operat~ng un~t

team w~ll be send~ng operat~ng un~ts add~t~onal background
mater~als on customer serv~ce from the Nat~onal Performance
Rev~ew and other sources Quest~ons from operat~ng un~ts

regard~ng customer serv~ce ~ssues w~ll be handled w~th~n the
ROR/operat~ng un~t team by H S (Sher) Plunkett (phone 202-663­
3390, fax 202-663-339~), or El~zabeth Balt~more (phone. 202­
663-3602, fax 202-663-3391) They w~ll work ~n close
coord~nat~on w~th reg~onal bureaus and other AID/W un~ts, w~th

PPC/CDIE and PPC's Sen~or Pol~cy Adv~sor for part~c~pat~on

development, and w~th M/IRM

u \splunket\docs\csplan1.hsp 06/06/95
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PHASE II - USAID'S CUSTOMER SERVICE PLAN

QUALITY SERVICE STANDARDS FOR WORKING WITH USAID'S
CUSTOMERS AND PARTNERS

PUTTING CUSTOMERS FIRST

The Nat~onal Performance Rev~ew NPR) recommended maJor reforms ~n

the way government does bus~ness One reform proposed ~s a new
customer serv~ce contract as an essent~al part of the
government's ~ss~on Execut~ve Order 12862, "Sett~ng Customer
Serv~ce Standards" calls on U S government agenc~es to ~dent~fy

the~r customers, address the~r needs through regular ~nteract~on,

and develop standards for serv~ng them based on the~r pr~or~t~es

WHO ARE WE?

The Un~ted States Agency for Internat~onal Development (USAID) ~s

the ~ndependent federal Agency that manages U S. fore~gn econo~c

and human~tar~an ass~stance programs around the world

G~ven the d~vers~ty of places, people and cultures addressed by
the U S Agency for Internat~onal Development human~tar~an

ass~stance and development programs, putt~ng customers f~rst

presents an enormous challenge Unl~ke most U S government
agenc~es, USAID's ult~mate customers are outs~de our borders
They are the people ~n develop~ng countr~es whose qual~ty of l~fe

we work to ~mprove as an ~ntegral part of Amer~ca's fore~gn

pol~cy.

USAID's ass~stance to our overseas customers ~s del~vered through
a var~ety of development partners ~nd~v~duals or organ~zat~ons

who work closely w~th USAID to prov~de our products and serv~ces

to our ult~mate customers For USAID and our development
partners to serve our customers more effect~vely and ach~eve

results, we are reeng~neer~ng our focus, systems and procedures
to meet the challenges of the post-Cold War world

Th~s Phase II Customer Serv~ce Plan addresses concerns that our
customers and partners have ~dent~f~ed for qual~ty customer
serv~ce. It presents standards for serv~ng our ult~mate

customers ~n the countr~es we work ~n overseas

WHAT IS USAID's MISSION?

Our M~ss~on ~s to promote susta~nable development worldw~de

Susta~nable development ~s econo~c and soc~al growth that does
not exhaust local resources or damage the econom~c, cultural or
natural env~ronment



USAID works w~th ~ts partners to support susta~nable development, •
focus~ng on f~ve cr~t~cal areas

• Env~ronment
• Populat~on and Health
• Democracy
• Broad-based Econom~c Growth
• Human~tar~an Ass~stance and Support for Post-Cr~s~s Trans~t~ons

WHO ARE USAID' S CO'STOMERS AND PARTNERS?

USAID's ult~te customers are the people ~n develop~ng countr~es

who benef~t from USAID's serv~ces and products They are men,
women and ch~ldren of ~nd~genous commun~t~es, m~croentrepreneurs,

exporters, small farmers and others who rece~ve the development
ass~stance prov~ded through USAID programs overseas The act~ve

part~c~pat~on of our ult~mate customers ~s ~ntegral to USAID's
strateg~c plann~ng process and del~very of susta~nable

development programs

USAID rel~es on the act~ve part~c~pat~on of ~ts partners to
promote susta~nable development and del~ver human~tar~an

ass~stance USAID'S partners ~nclude pr~vate voluntary
organ~zat~ons, non-governmental organ~zat~ons, un~vers~t~es,

commun~ty colleges, other U.S government agenc~es, host country
governments at all levels, mult~lateral organ~zat~ons,

profess~onal and bus~ness assoc~at~ons, pr~vate bus~nesses and
other donors Partners are also customers when they d~rectly

rece~ve USAID's products and serv~ces that enable them to del~ver

effect~ve serv~ces to our ult~mate customers

The last~ng ~mpact of our development ~nvestments and the
benef~ts of our overseas programs to the Amer~can people can be
ach~eved only ~f we ach~eve spec~f~c strateg~c obJect~ves, and ~f

our overseas customers cont~nue act~v~t~es after USAID fund~ng

ends For th~s to happen, development efforts funded by USAID
must serve customer needs and have partners' co~tment and
support To ach~eve th~s, we focus on our customers' needs,
through surveys, focus groups, conferences and other
part~c~patorymethods

USAID'S QUALITY SERVICE

USAID's d~verse relat~onsh~ps w~th our customers and partners
suggest d~fferent expectat~ons and standards of performance to
prov~de qual~ty serv~ce for each customer group

•

•



•
But some concerns are common to all groups USAID ma~nta~ns an
open d~alogue w~th ~ts customers and partners We encourage
consultat~on to ~dent~fy problems, needs and poss~ble solut~ons

Collaborat~on w~th our customers and partners, ~nclud~ng

InterAct~on, the Adv~sory Comm~ttee on Voluntary Fore~gn A~d,

local governments and others have made the follow~ng poss~ble

• ~mproved qual~ty ~n USAID procedures,

• ~mproved t~mel~ness ~n USAID process~ng, and

• greater access and transparency

BENCBMA1UtING

The ma~n purpose of our re~nvent~on efforts ~s to ~mprove USAID's
systems and procedures Many of the ~ssues ra~sed by our
customers, partners and stakeholders are be~ng addressed ~n

~nternal work~ng groups reeng~neer~ng our procurement, budget,
personnel and operat~ng systems These groups have used and w~ll

cont~nue to use the benchmark~ng process, f~nd~ng the best
pract~ces used ~n bus~ness or government and then adapt~ng them
to ~mprove our own operat~ons Our goal ~s for USAID's
reeng~neered systems to equal or exceed the "best ~n bus~ness, I'

prov~d~ng us w~th the most eff~c~ent and effect~ve way to prov1de
susta1nable development and human~tar~an ass~stance

• OUR PLEDGE

We w1ll cont~nue to develop Customer Serv~ce Plans 1n our
overseas m1SS10nS, rout1nely rev~ew these standards w~th our
customers and development partners and update them as necessary
to 1dent~fy the concerns of other customers and partners We
w~ll create new standards based on new processes be~ng developed
as part of our re~nvent~on efforts

We w1l1 cont~nue to focus on customer serv~ce and ach~eve

results Our customers w~ll part~c~pate more ~n plann~ng and
ach~ev~ng the Agency's obJect~ves and ~n evaluat~ng results to
meet customer needs As part of th~s effort, we are cont~nu1ng

formal and ~nformal consultat~ons w~th our customers and
partners

We w~ll reV1ew our customer serv~ce standards annually, and
per~od~cally publ~sh an Agency Customer Sat1sfact~on Report We
w1ll cont~nue to encourage our partners to cons~der s~m11ar

"customer sat~sfact~onll standards for serv~ces they del~ver to
the people of develop~ng countr~es

•



I. QUALITY STANDARDS FOR USAID' S OVERSEAS CUSTOMERS

USAID'S overseas m~ss~ons carry out programs to ach~eve the
Agency's strateg~c obJect~ves to foster econo~c growth, reduce
populat~on, encourage part~c~pat~on ~n democrat~c government and
protect the global env~ronment Through a var~ety of formal and
~nformal methods, both our customers and ~ntermed~ar~es ~n

develop~ng countr~es have told us how we have performed ~n

serv~ce del~very, human~tar~an ass~stance and susta~nable

development

Country exper~mental "laborator~es" have used systemat~c and
part~c~patory methods to assess and ~mprove the qual~ty of
serv~ce to our ult~mate customers They have developed CUstomer
Serv~ce Plans to assure more customer ~nvolvement ~n plann~ng,

ach~ev~ng and evaluat~ng the Agency's obJect~ves to manage for
results

W~th ~ncreased part~c~pat~on and enhanced survey~ng of our
customers ~n develop~ng countr~es, we have ~dent~f~ed performance
standards USAID ~s co~tted to prov~d~ng

1. QUALITY

On a regular bas~s, we w~ll commun~cate w~th our customers to
~mprove the qual~ty of USAID's human~tar~an ass~stance,

development and customer sat~sfact~on.

• Each overseas ~ss~on w~ll develop and ma~nta~n a CUstomer
Serv~ce Plan Wh1Ch w~ll state how customers and partners are to
be 1ncluded 1n determ1n~ng customer needs and ach~ev~ng

obJect1ves, expla1n how customer feedback w~ll be regularly
1ncorporated 1nto work processes, and 1dent~fy key customer
serv1ce pr1nc1ples and standards

• We w1l1 1mprove part1c1pat1on 1n overseas ~ss~ons to ~nclude

our customers ~n plann1ng and 1mplement~ng USAID's work, and ~n

plann1ng and conduct1ng per1od1c surveys to determ1ne ~f serv1ces
are be1ng de11vered 1n a sat1sfactory manner

• We w1l1 per~od1cally survey our customers to assess the1r
expectat10ns, determ1ne the1r needs based upon USAID's programs
and report customer sat1sfact10n

• We w1l1 assure USAID's programs prov~de h1gh qua11ty techn1cal
serv1ces that are ta110red to our customers' needs

• We w111 d1rectly 1nvolve customers 1n def1n1ng plans and
act1v1t1es to ensure results and cont1nuous 1mprovements ~n

USAID's programs

•

•

•
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• We w~ll cont~nue to collaborate w~th customers, local partners
and stakeholders to ensure serv~ce del~very meets the needs of
our customers and serves Amer~ca/s long range Fore~gh Pol~cy

~nterests

2 • TDmL:INESS

We w~ll ~mprove the turnaround t~me for serv~ce to our customers.

• Prov~de an ~n~t~al response to ~nqu~r~es w~th~n 24 hours,
wr~tten ~nqu~r~es w~ll be answered w~th~n 5 work~ng days from
rece~pt If a full response ~s not poss~ble w~th~n these
per~ods, we w~ll ~nd~cate a probable t~meframe for resolut~on.

• We w~ll d~sburse funds ~n t~me to allow for ~mplementat~on of
act~v~t~es on schedule.

3 • ACCESS TO INFORHATJ:ON

USAID w~ll offer greater access and more transparency to Agency
act~v~t~es and ~nformat~on

• Prov~de per~od~c customer ~nformat~on gu~des to act~v~t~es,

processes and procedures

• We w~ll hold se~annual meet~ngs w~th customers and partners to
prov~de ~nformat~on and fac~l~tate an open d~alogue regard~ng

USAID programs

QUALJ:TY STANDARDS FOR DOMESTJ:C DEVELOPMENT PARTNERS

Phase I of USAID's Customer Serv~ce Plan outl~ned what our
development partners told us about the~r concerns and presented a
set of ~n~t~al standards to address them In work~ng w~th PVOS,
un~vers~t~es and pr~vate bus~nesses, our goal ~s to el~~nate

burdensome a~n~strat~ve and procurement requ~rements and become
"user-fr~endly" to our current and future development partners.
As part of th~s ongo~ng effort, procurement pol~cy changes have
s~mpl~f~ed the a~n~strat~on of grants and cooperat~ve

agreements by mod~fy~ng requ~rements ~n the follow~ng areas
tr~p reports, salary approvals, number of key personnel, approval
of consultants, budget flex~b~l~ty and systems approvals

USAID has made s.J.gni.£.icant 'i;mpro-vements l.U i.t..s 'Work processeS /to
meet and exceed our standards for worki:ng' w.1.th 'pVOs¥ uni.versi.ti.es
and. pr.:Lvate bus.inesses. We have ex.ceeded Olrr standa-rds 'for t1'1e
PVO reg:istratJ..on process by e1.inunat:t.ng ~Z documents '.for sa. J?VO
regi.st~ts whi.ch. -reduced. the number of documents from 1'8 to 6 ...
Three documents were el.iUlinated from the annual reqw..rement for
PVO -registrants which redu.ced the number of documents from ~ to
three~ The reV1sion and s~mp1.~cat~on of USAID Form ~550-2 whi.oh



.:LS used t.o compute a PVO' s =pr:t:vateness percentageIf was
-completed.~ A 11Gtrlde for Doing :Bus:tness W3.th USAID'" has been •
published and di.stribu.ted w Tlus guidebook provi.des det.au.ed
:t.nfo:nnatJ.on to the U. S w business community on how to do business
with USAW sust~nab~e deVelopment programs w wit.hJ.n three days
of an. organi.zation~ s requests for funds under a letter of cre:Ch.t t

funds- are deposited in the organi.zatJ.on~ s bank account ~ an
el..e:ctronic f1mds transfer. OUtside -vendors are able to get an
ilmlediate -response by ehecking an. eleetron1.C bulJ.etin hoard :fO'1:
the status -of al.l invoJ.ces and payments. v A new USAID Worldwide
Web Rome Page Iwww.J.nfo.USAID-gov] is- avaUab1e to access USAID
info:rmation at worldwide web S2.tes.. A number of redundant
procurement procedures an!1 p.r:ocesst:;$ have been eliminateo. ana
there- is increased access to procurement infonnatiou_

Based on ~ssues and concerns ra~sed ~n numerous forums, USAID has
developed these standards to address our domest~c partners
concerns They represent the way USAID w~ll work toward secur~ng

a more eff~c:tent relat:tonsh:tp w:tth our development partners and
serv~ce prov:tders USAID:ts comm:ttted to prov:td:tng

J. • QtJALJ:TY

On a regular bas:ts, we w:tll commun:tcate w:tth our customers to
:tmprove our processes and s:tmpl:tfy our bus:tness pract:tces

• We w111 1nclude our customers and partners :tn an ongo:tng,
consultat:tve process on pol:tcy, programmat:tc and procedural
matters

-- We w:tll hold sem:tannual vendor meet:tngs for serv1ce
prov:tders and partners

-- We w:tll per10d~cally survey customers and partners to see :tf
the changes ~n our pol:tc:tes and procedures are work1ng to
e11m:tnate the :tmped:tments you have :tdent:tf:ted and report
customer sat:tsfact:ton

• If USAID :tssues a grant, cooperat1ve agreement or contract, an
Agency proJect off~cer w:tll be ass:tgned to fac:tl:ttate our
relat:tonsh:tp The proJect off:tcer w:tll prov:tde h:ts/her phone
number, address, E-ma:tl address and fax number

• To s1mpl:tfy the PVO reg:tstrat:ton process, we have, :tn
collaborat:ton w:tth our PVO partners

-- Reduced the number of documents requ:tred from new PVO
reg:tstrants from ~8 to 6,

-- Reduced the number of documents requ:tred annually from PVO
reg:tstrants from 6 to three, and,

•

•
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•
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-- Rev1sed and s~11f1ed USAID Form 1550-2 used to compute a
PVO's I1pr~vateness percentage"

• To be more cons~stent ~n apply~ng USAID pol~c~es and
procedures, our contract~ng and grants off~cers

-- Cons1stently 1nterpret and apply po11c1es and regulat~ons ~n

award~ng grants and contracts,

-- El~nated redundant procurement processes, procedures and
report1ng requ1rements by December 1994, and

-- Pub11shed and made ava1lable by September 30, 1994, "A Gu~de

to Do~ng Bus~ness w~th the U S Agency for Internat~onal

Development," Wh1Ch clearly and conc1sely descr1bes USAID's
pol~c~es and procedures

2. TIMELINESS

We w~ll ~mprove the turnaround t~me for our processes

• We w~ll answer your quest~ons ~n a courteous, prompt, and
profess~onal manner

-- You w~ll rece~ve an ~n~t~al response to calls and E-ma~ls

w~th~n 24 hours, wr~tten ~nqu~r~es w~ll be answered w~th1n 10
work~ng days from rece~pt If a full response ~s not poss1ble
w1th~n these per~ods, we w~ll ~nd1cate a probable t~meframe for
resolut~on

• USAID's Off~ce of Procurement w11l make non-compet~t~ve awards
w1th~n 90 days, and compet1t~ve awards w1th~n 150 days We w111
mod~fy contracts and amend grants w~th~n 90 days of rece~pt of
requests for act~on from l~ne off~ces

• PVOs seek~ng reg~strat~on and el~g~b~l~ty requ~rements to
compete for development ass~stance grant funds are sent a
complete reg~strat~on packet w~th~n f~ve days from the rece~pt of
~nqu~ry

• Appl~cat~ons to reg~ster new PVOs are rev~ewed and formal
not~ce of acceptance or den~al 1S ma~led w~th~n 8 weeks of
rece1pt of fully completed appl1cat~on packages

• W1th~n three days of an organ1zat~on/s request for funds under
a letter of cred~t, payment 1S depos~ted ~n ~ts bank account v~a

electron~c funds transfer



3 ACCESS TO INFORMATION

USAID w~ll offer greater access and more transparency to Agency
act~v~t~es and ~nforrnat~on

• Outs1de vendors can d1al-1n to an electron~c bullet~n board
and check the status of all ~nvo~ces and payments

• Ass1stance and acqu~s~t~on ~nformat~on relevant to PVOS, NGOS,
un~vers~t~es and pr1vate bus1nesses are ava1lable on USAID's
gopher [gopher 1nfo@usa~d gov] and USAID's new worldw1de web heme
page [www.1nfo.USAID.gov] These ~nclude

General 1nformat10n on USAID-funded programs,

Country strateg1es and 1mplementat10n gu1de11nes,

USAID publ1cat1ons,

All USAID!W so11c1tation documents,

•

USAID procurement po11c1es and procurement opportun~t~es,

All procurement award not~ces, posted w~th~n f1ve work~ng

days of approval,

-- All USAID Commerce Bus1ness Da~ly not~ces, posted w1th~n 24 •
hours of appear1ng ~n the Commerce Bus1ness Da~ly,

Center for Trade and Investment Serv1ces (CTIS) ~nformat10n

on bus1ness opportun1t1es, and

Off~ce of Small and D~sadvantaged Bus~ness Ut111zat1on
(OSDBU) ~nformat~on on bus1ness opportun1t~es

•
I {~ (
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USAID CONTACTS

Publ~c Inqu~r~es (202)647-1850

Procurement (703)875-1204

Pr~vate Voluntary Organ~zat~ons (703)35~-0222

Bus~ness Opportun~t~es

--Center for Trade and Investment Serv~ces (CTIS) (202)663-2660
or ~-800-872-4348

Bus~ness Opportun~t~es and Counsel~ng

--Off~ce of Small and D~sadvantaged Bus~ness Ut~l~zat~on

(202) 875-1551

For Improv~ng Customer Serv~ce through Reeng~neer~ng

--Off~ce of Results-Or~entedReeng~neer~ng

(202)663-3602 or (202)663-3390

--USAID's Qual~ty Counc~l (202)736-4014 or (202) 663-3602

You can get a copy of Phase I and II of USAID's Customer Serv1ce
Plan by call~ng the general ~nqu~ry l~ne, us~ng the INTERNET or
the WORLDWIDE WEB HOME PAGE addresses or by wr~t~ng to

USAID Off~ce of Publ~c Inqu~r~es

320 21st Street, N W , SU1te 2895
Wash~ngton, DC 20523

WORLDWIDE WEB HOME PAGE

•
INTERNET ADDRESS [gopher ~nfo usa~d gov]

[www • ~nfo USAID gov]

•

The same process can be used to address comments and ~nqu1r1es

about the qua11ty of our serv~ces or USAID's Customer Serv~ce

Plan

ebalt1more/splunkett phasella.csp\8\4\95
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USAIn/JAMAICA

COMMITTED TO CONTINUOUSLY BETTER SERVICE



USAID/JAMAICA CUSTOMER SERVICE PLAN

MISSION GOAL STATEMENT AND STRATEGIC OBJECTIVES

USAID/Jama~ca a~ms to reduce the prevalence of poverty and ~ncrease

broad-based susta~nable econom~c growth through the promot~on of
the follow~ng strateg~c obJect~ves

SOl ~ncreased part~c~pat~on ~n econom~c growth,

S02 ~mproved env~ronmental qual~ty and natural
resource protect~on,

S03 smaller, better educated fam~l~es

MISSION'S SERVICES

We str~ve to ~ncrease part~c~pat~on ~n econom~c growth through
m~croenterpr~seand ~nfrastructuredevelopment, technology transfer
and ~mproved markets for export growth for all entrepreneurs ~n

~ndustry and agr~culture.

•

We are comm~tted to ~mprov~ng env~ronmental qual~ty and natural
resource protect~on by bu~ld~ng capac~ty of local env~ronmental •
management organ~zat~ons to respond to these ~ssues Also, we
prov~de techn~cal ass~stance to develop env~ronmentally sound and
cost-effect~ve on-s~te sewage d~sposal solut~ons for squatter
settlements

Our fam~ly plann~ng ~n~t~at~ves, AIDS/STD prevent~on and control
act~v~t~es as well as our educat~on ass~stance that target pr~mary,

all age and un~vers~ty level teachers and students all serve to
create smaller, better educated fam~l~es.

UNDERSTANDING THE NEEDS OF OUR CUSTOMERS

Our customers are pr~mar~ly the soc~ally and econom~cally

d~sadvantaged Jama~cans who are the benef~c~ar~es of USAID' s
ass~stance Under our obJect~ve to ~ncrease part~c~pat~on ~n

econom~c growth, we prov~de ass~stance to m~croentrepreneurs, poor
~nner c~ty res~dents, exporters, small farmers, bus~ness execut~ves

and f~nanc~al operators Under our obJect~ve to ~mprove

env~ronmental qual~ty and natural resource protect~on, we serve
small farmers, f~shermen, hotel~ers, squattors and low ~ncome urban
and rural commun~t~es Under the obJect~ve to create smaller and
better educated fam~l~es, we work w~th at r~sk youth and
adolescents, commerc~al sex workers, publ~c sector health workers, •
~mpover~shed parents as well as educators and students from
pr~mary, all age and un~vers~ty levels



•

•

•

We reach our customers through collaborat~on w~th partner
organ~zat~ons such as host country government ~nst~tut~ons, NGOs,
PVOs, un~vers~t~es, bus~ness assoc1at10ns, U S government
agenc1es, and other donors

S1nce our presence ~n Jama~ca, we have used a var~ety of methods to
understand the needs of our customers dur1ng conceptua11zat1on and
throughout 1mplementat10n and evaluat10n of our act1v~t1es These
methods ~nclude household surveys, benef~c~ary surveys, s1te
V1S1tS, counterpart meet1ngs, J01nt sem1-annual reV1ews and
evaluat~ons

For example, under our ob] ect1ve to 1ncrease part~c~pat~on ~n

econom1C growth we have done a basel1ne survey on the small and
m~cro bus1ness sector collect~ng ~nformat~on on number of f1rms,
types of act1v~ty, number of employees, breakdown of male and
female owned bus~nesses and ~nformat10n to track the l~fe cycle of
bus1nesses In add~t10n, ~n certa~n subsectors such as 1n the
garment and furn1ture manufactur1ng sector, we have conducted
1nterv1ews W1th the entrepreneurs to understand the character1st~cs

of the enterpr1ses 1n more depth and to understand the~r needs for
ass1stance.

Among small, med1urn and large enterpr~seswe have conducted several
bus1ness behav10ur surveys to understand the v~ews of the bus1ness
commun1ty on econom~c and trade pol~c1es and assess the ~mpact of
econom1C 11beral1zat1on measures Under our urban development
1n1t1at1ves, we have led ] o~nt plann~ng sess~ons to develop
bus1ness plans for the bus1ness commun1ty and conducted per~od1c

surveys Under the squatter upgrad1ng act~v1ty, we have conducted
benef1c1ary surveys w1th the 1nner C1ty res~dents to respond to
the1r needs more effect1vely

Under our ob]ect~ve to ~mprove the qual1ty of the env~ronment and
natural resource protect10n, we have ma1nta1ned our d1alogue w1th
customers through per~od~c publ~c awareness surveys and
evaluat1ons.

Under our fam~ly plann~ng 1n~t~at1ves to create smaller fam~11es,

we have conducted several surveys on contracept~ve prevalence,
reproduct~ve health and consumer att~tudes regard1ng contracept~ve

methods To battle better aga~nst AIDS and sexually transm1tted
d~seases (STD), we undertook a KABP survey on HIV/AIDS among
Jama~can adolescents, a KAP study among female commerc~al sex
workers and yearly Knowledge, Att~tude, Behav~our and Pract~ce

stud~es on AIDS/STD w~th a cross sect~on of the populat~on

Dur~ng our new Upl~ft~ng Adolescents pro) ect des~gn, we have
conducted an ethnograph~c and demograph~c study to understand the
character~st~cs and needs of the "at r~sk" youth as well as an
1nst~tut~onal assessment to evaluate the capab~11t~es of the NGOs
to respond to these needs effect~vely



To enhance our collaborat~onw~th customers, we plan to expand the
use of focus group and roundtable d~scuss~ons w~th our partners and
customers to share strateg~c obJect~ves and sector pr~or~t~es as
well as develop Jo~nt act~v~ty descr~pt~ons and bus~ness plans w~th

mutually agreed upon results We w~ll also engage ~n some customer
assessments and gap ana:ys~s through surveys and rap~d appra~sals

to ensure that the v~ews and needs of our end-user benef~c~ar~es

are ~ncorporated ~nto act~v~ty obJect~ves and result packages

PRINCIPLES OF CUSTOMER SERVICE

To serve our customers ~n a more eff~c~ent and effect~ve way, we
are comm~tted to the follow~ng pr~nc~ples

* We w~ll always treat our customers w~th respect,

* We w~ll use language that our customers can eas~ly understand,

* We w~ll ~nvolve customers, partners and stakeholders ~n the host
country ~n conceptual~zat~on and des~gn and throughout
the l~fe of our act~v~t~es,

* We w~ll d~sburse funds on a t~mely bas~s,

* We w~ll m~n~m1ze report1ng requ1rements,

* We w~ll promptly respond to customers on problems and quest1ons,

* We w~ll prov~de educat~onal 1nformat~on to our customers about
resources we manage, the1r use, and the laws and regulat~ons

govern1ng the~r use,

* We w~ll s~rnpl~fy processes and procedures and make them
customer-fr~endly

COSTOMER SERVICE STANDARDS

We are comm~tted to prov~de cont~nously better serv~ce to our
partners and customers through meet~ng and, whenever poss~ble,

exceed~ng the follow~ng standards of serv1ce

* We w~ll d~sburse funds ~n t1me to allow for 1mplementat10n of
act1v1t~es on schedule,

* We w~ll ensure that all vendors w~ll rece~ve the1r re~mbursement

w1th~n th~rty days,

•

•

•
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* We w~ll answer the phone ~n three r~ngs The f~rst person who
gets a call w~ll take d~rect respons~b~l~ty to resolve
customer's problem exped~t~ously,

* We w~ll respond to all wr~tten commun~cat~on from partners and
customers w~th~n seven work~ng days We w~ll respond to all
phone messages w~th~n twenty four hours,

* We w~ll ensure cont~nu~ty of contact for any maJor program
act~v~ty dur~ng per~ods of staff turnover,

* We w~ll hold quarterly meet~ngs w~th the Government's plann~ng

arm, the PIOJ I and ma~nta~n frequent contact w~th our partners
to ensure an act~ve d~alogue on our development ass~stance,

* We w~ll cons~der local expert~se f~rst ~n select~ng techn~cal

ass~stance prov~ders/contractors,

* We w~ll prov~de bu~ld~ng access and contact person w~th~n f~ve

m~nutes;

* We w~ll have twenty four hour phone and fax access~b~l~ty

OUR. NEW OPERATING SYSTEM

In order to be respons~ve to ~nput rece~ved from our customer
outreach ~n~t~at~ves and to del~ver on our comm~tment to prov~de

cont~nuouslybetter serv~ce to our partners, ~ntermed~ate customers
and end-user benef~c~ar~esI we have developed a new operat~ng

system wh~ch concurrently pursues the follow~ng three
transformat~ons

~ TRANSFORMING LEADERSHIP:

Our new management style ~s sh~ft~ng from the
class~cal pract~ces of organ~z~ng and
manag~ng employees and the~r work I to the
faster and less costly pract~ces of develop~ng

and empower~ng employees to organ~ze and
manage the~r own work It ~s a d~ff~cult but
a necessary transformat~on from command and
control to mot~vat~on and teamwork and from
rev~ew and approval to trust and empowerment
It ~ncludes mov~ng from the vert~cal h~erarchy

of bureaucrat~c controls to the flatter and
more eff~c~ent hor~zantal structure of
strateg~c obJect~ve and results teams

tCD1



2 TRANSFORMING THE WORKFORCE CULTURE:

Our new management structure by strateg1c
obJect1ve and advanced management techn1ques
are des1gned to effect1vely transform the
workforce 1nto more cr1t1cally th1nk1ng,
mult1funct1onal and 1nnovat1ve employees who
are trust1ng, empowered and reenerg1zed to
1mprove themselves, the1r work and the1r
levels of customer serv1ce every day We w1ll
cont1nue to 1dent1fy tra1n1ng needs of
employees to 1mplement our new operat1ng
system and to achl.eve the customer serv1ce
standards and pr1nc1ples

3 TRANSFORMING PROCESSES:

We are systematl.cally 1mprov1ng our operatl.ons
by ell.m1nat1ng non value-added work, pol1c1es
and procedures, streamll.nl.ng processes wh1ch
are fundamentally sound and reengl.neerl.ng
others that requ1re a radl.cal change Our
ultl.mate goal and measurement of success 1S
reduced tl.me and cost, wl.th l.ncreased qual1ty
and better serv1ce.

CUSTOMER CONTACTS

To obtal.n general l.nformat1on about USAID/Jama1ca and 1tS serv1ces
please call or wr1te to Informatl.on Offl.cer

USAID/K1ngston

To obtal.n proJect l.nformatl.on or to prov1de us w1th 1nformat1on
please call or wr1te to ProJect Off1cer

XXXXX ProJect
USAID/K1ngston

•

•

•
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I Introduct~on

USAID's efforts to ~mprove the health status of Guatemalan women
ld young ch~ldren have seen m~xed results ~n the past two decades.
Jtable ~mprovements ~n most health ~nd~cators have been documented

at the nat~onal level and among certa~n subgroups, part~cularly

urban and/or lad~no populat~ons However, results have been
d~sappo~nt~ng among the predom~nantly rural Mayan commun~t~es

Health ~nd~cators for Mayan groups have seen l~ttle or no pos~t~ve

change, and (accord~ng to some sources) ~n some ~nstances may have
worsened

Program evaluat~ons and qual~tat~ve research ~nd~cate that there
are var~ous reasons why health sector act~v~t~es have had poor
performance ~n rural Mayan areas. The pr~nc~ple reason ~s that
most programs have fa~led to ~ncorporate the cl~ent (Mayan women
and ch~ldren and the~r commun~t~es) ~nto the des~gn and del~very of
health serv~ces S~nce the 1970s, donors and the~r partners (the
M~n1stry of Health and NGOs) have acknowledged that commun1ty
knowledge, att~tudes and pract1ces should be taken ~nto

cons1derat~on But, there are few documented examples ~n Guatemala
~n wh~ch programs have actually succeeded ~n operat~onal~z~ng

commun~ty ~nvolvement w~th~n the context of a central~zed,

h~erarch~cal and h~ghly med~cal~zed serv~ce del~very system In
other words, ~t has been d~ff~cult to move beyond s~mply

recogn~z~ng that the role of the commun~ty ~s ~mportant to the
p01nt of 1dent1fy1ng concrete steps or methodolog1es for ~nvolv~ng

commun~t~es ~n health serv~ce del1very

3AID/G-CAP has formed a broad team for re-eng1neer~ng ~n the
nealth sector Part~c~pants 1nclude techn~cal personnel and pol1cy
makers from the publ~c and pr~vate (NGO) sector as well as USAID
grantees and one contractor Two NGOs w~th whom we do not
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currrently have a formal relat~onsh~p were ~nv~ted to part~c~pate

One of them has developed a successful, self-f~nanced model for
rural health serv~ces and the other ~s a totally Mayan
organ~zat~on The organ~zat~ons on the team ~nclude

USAID/G-CAP
M~n~stry of Health
APROFAM
IGSS
INCAP
RaJ~~n T'namet
GuateSalud
CARE
Clapp and Mayne
ProJect HOPE
The Populat~on Counc~l

Partnersh~p for Ch~ld Health (BASICS)

II Enhanc~ng Cl~ent Focus ~n the USAID Health Sector Program

A USAID/G-CAP's Reeng~neer~ng of the Health Sector Program

USAID/G-CAP volunteered to part~c~pate as an exper1mental
laboratory for the Agency's re-eng1neer~ng efforts. Spec~f~cally,

the M1ss~on ~s ref~n~ng J.ts "smaller, healthJ.er famJ.lJ.es" strategJ.c
obJect~ve The re-eng~neer~ng effort focuses on ~mprov~ng results
through a stronger cl~ent focus and teamwork w~th partners By
def~n~ng a results framework based on cl~ent needs and expectat~ons,

USAID/G-CAP hopes to ~mprove program responsJ.veness and effect~veness over
the short term USAID/G-CAP ~s promot~ng organ~zatJ.onal change among ~ts

partners - focusJ.ng on accountabJ.l~ty for results, J.mprov~ng qual~ty of care
based on cl~ent needs, and teamwork

The reengJ.neerJ.ng of USAID/G-CAP's maternal-chJ.ld health program
has as J.ts pOJ.nt of departure the need for rural, predom~nantly

Mayan commun~tJ.es to obtaJ.n adequate health care The most common
problems expressed by communJ.ty res~dents are the long and tJ.me
consumJ.ng dJ.stances to reach servJ.ces, language barr~ers, lJ.mJ.ted
and J.nconvenJ.ent servJ.ce hours, servJ.ces that focus on specJ.f~c
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med~cal problems and the the ~nd~v~dual as a person, no
cons~derat~on of the well-be~ng of the ent~re fam~ly, lack of
med~c~nes, ~nhuman treatment, lack of follow-up and the general
~nab~l~ty of the prov~ders to adequately treat or resolve problems.
There have been no mechan~sms for ~nd~v~duals to express the~r

d~ssat~sfact~on of the med~cal care they are rece~v~ng, and there
are v~rtually no opportun~t~es for commun~ty res~dents to affect
any k~nd of change to make serv~ces more access~ble and appropr~ate

B Cl~ents and Partners

......::lrtners·

USAID/G-CAP has worked w~th a var~ety of Guatemalan and ~nternat~onal

partners ~n ~mplement~ng ~ts health sector program When we talk about
partners ~t ~s ~mportant to d~st~ngu~sh between the "host ~nst~tut~onll such
as the M~n~stry of Health and the actual serv~ce prov~der such as a
phys~c~an or nurse work~ng at a rural health fac~l~ty

USAID/G-CAP's pr~nc~ple ~ns~tut~onal partners for the past two
decades have ~ncluded the M~n~stry of Health, the IPPF aff~l~ate -
APROFAM, the Soc~al Secur~ty Inst~tute (IGSS), a small number of
local NGOs, and a var~ety of US contractors The M~ss~on plans to
cont~nue work~ng w~th these organ~zat~ons and ~s comm~tted to
ass~st~ng them ~n refocus~ng the~r efforts to have greater ~mpact

~n Mayan commun~t~es We are also comm~tted to ~dent~fy~ng and
work~ng w~th a greater number of local NGOs, espec~ally those most
representat~ve of rural ~nd~genous commun~t~es. As a f~rst step ~n

expand~ng the number and type of partners, USAID/G-CAP f~nanced the
Populat~on Counc~l to develop an ~nventory of local NGOs - espec~ally

focus~ng on gender and ethn~c~ty ~ssues and current/potent~al ~nterest

and/or capab~l~ty to del~ver MCH and reproduct~ve health serv~ces ~n the
alt~plano

A second step ~n strengthen~ng partners' ab~l~t~es to meet cl~ent

needs and expectat~ons ~s to understand more spec~f~cally the
oroblems that serv~ce prov~ders confront on the IIfront l~nesll of
ealth serv~ce del~very For example, ~n contrast to the percept~ons from

che commun~ty descr~bed above, prov~ders confront numerous problems, ~e
the~r own percept~ons of the people they serve, and work under establ~shed
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norms and procedures A large number of health care problems ex~st because
of ~ncongruence between cl~ent and prov~der att~tudes, exper~ences and
relat~ve power to affect changes ~n the serv~ce del~very system It ~s not
a s~mple matter of chang~ng e~ther prov~der of care seeker att~tudes, but
~nstead ~t ~s a process of ach~ev~ng accomodat~on

Serv~ce prov~s~on ~s h~ghly med~cal~zed and uses norms that
m~t~gate aga~nst effect~ve serv~ce del~very Dec~s~ons are
generally made by phys~c~ans or nurses, wh~le aux~l~ary nurses and
commun~ty personnel play more m~nro roles desp~te the fact that
they have greater contact w~th the cl~ents. Whenever new programs
or ~nnovat~ons have been proposed, phys~c~ans have generally
opposed any ~ncrease ~n techn~cal tra~n~ng and respons~b~l~t~es to
low level support personnel •
In Guatemala, as ~n many parts of the world, prov~ders generally
feel that care seekers should come to the cl~n~c, and very
fac~l~t~es have effect~ve extens~on programs ~nto the commun~t~es

they serve Many attempts have been made to have prov~ders v~s~t

homes to g~ve ~mmun~zat~ons, treat d~seases and prov~de ~nformat~on

on var~ous health top~cs Most of these efforts have been
abandoned because prov~ders have no real ~ncent~ves to go beyond
the cl~n~c walls, and when they do, transportat~on, per d~em and
t~me constra~nts have made such efforts relat~vely ~neffect~ve

Although some prov~ders feel they have all the knowledge and sk~lls

they need, many prov~ders also feel they need add~t~onal tra~n~ng,

espec~ally ~n the area of reproduct~ve health.

It should be noted that both the publ~c sector and NGOs often work
~n the same areas of the country The serv~ces offered by NGOs and
by ~nd~v~dual health d~str~cts ~n the publ~c sector vary cons~derably ~n

qual~ty, coverage and degree of collaborat~on w~th the commun~t~es ~n the~r

serv~ces areas Collaborat~on between NGOs and the publ~c sector tends to
be m~n~mal, and occas~onally confrontat~onal

Cl~ents

Although the USAID/G-CAP health sector program w~ll cont~nue to
support nat~onal-level ~mpact, the program w~ll target the
~nd~genous The Mayan populat~on compr~ses between f~fty and s~xty •
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percent of the total populat~on and l~ves pr~nc~pally ~n rural
v~llages ~n the western h~ghlands Spec~f~cally, USAID/G-CAP's
cl~ents are women of reproduct~ve age (and secondar~ly the~r male
partners) and ch~ldren under f~ve years of age

C Serv~ces Prov~ded to Cl~ents

The USAID/G-CAP health sector program w~ll strengthen the del~very

of reproduct~ve health serv~ces and of ~ntegrated ch~ld health programs
The program focuses on strengthen~ng the qual~ty, coverage and access~b~l~ty

of an ~ntegrated package of serv~ces that meets cl~ents needs and
~~ectat~ons. The M~ss~on ~s currently ~n the process of def~n~ng cl~ent

leeds and expectat~onsll more spec~f~cally through a ser~es of data
collect~on act~v~t~es As th~s pr~mary and secondary research moves
forward, the health sector strategy and our agreements w~th ~ns~tut~onal

partners w~ll be mod~f~ed to reflect new knowledge and
understand~ng of the ~ssues/problems and the~r potent~al solut~ons.

Based on past exper~ence ~n the health sector, the M~ss~on plans to
emphas~ze certa~n proven techn~cal ~ntervent~ons These ~nclude

fa~ly plann~ng serv~ces, control of sexually transm~tted d~seases,

detect~on and management of obstetr~c compl~cat~ons, control of
ch~ldhood ~llnesses (d~arrheal d~seases and acute resp~ratory

~nfect~ons), promot~on of appropr~ate breast feed~ng pract~ces,

~mmun~zat~ons and health educat~on

S~nce the goal of the USAID/G-CAP reeng~neer~ng effort ~s to
el~m~nate large and h~ghly structured proJects and replace them
w~th results-based agreements w~th our partners, the work of each
~nd~v~dua1. partners w~l1. be des~gned and eva1.uated ~n terms of
coverage, qua1.~ty, access~b~1.~ty and other relevant factors
Proposals on how the commun~ty/cl~ent w~l1. be concretely ~nvolved

~n ~mprov1ng serv~ces and becom~ng-aGt~vepartners w~ll be
developed Real~st~c goals and concrete, measurable results w1ll
be ~ncorporated ~nto each 1nst~tut~onal agreement Serv~ce

prov~s~on strateg~es must be suff~c~ently flex~ble to perm1t
adJustment and restructur~ng ~n response to problems and cumulat~ve

xper~ence USAID/G-CAP w~ll encourage partners to test new and
l~re ~nnovat~ve serv~ce del~very strateg~es and to cont~nually

collect and analyze data on serv~ce prov~s~on, prov~der techn~cal
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competence, and commun~ty/cl~ent sat~sfact~on

D Data Collect~on Strengthen~ng the Cl~ent Focus ~n the USAID/G­
CAP Health Sector Program

USAID/G-CAP ~s undertak~ng several parallel act~ons ~n the area of
data collect~on and analys~s to fac~l~tate a deeper understand~ng

of what type(s) of serv~ce del~very models are best su~ted to the
needs of Mayan women and ch~ldren ~n Guatemala S~nce most of the
health care of Mayan women and ch~ldren takes place outs~de of
health fac~l~t~es, ~t ~s cr~t~cal to look at home-based care and
use of nonformal health serv~ces as well as the more trad~t~onal

rev~ew of formal health serv~ces

D ~. Secondary Data Analys~s

USAID/G-CAP has contracted an anthropolog~st to develop an
annotated b~bl~ography of the ample body of publ~c health and
soc~al sc~ence research that ex~sts on Mayan cultural concepts
related to maternal-ch~ldhealth (pregnancy, ch~ldb~rth,

~llness and fert~l~ty/reproduct~on, etc ) and health seek~ng

behav~or of Mayan fam~l~es and commun~t~es The consultant
w~ll then analyze th~s research to determ~ne how USAID/G-CAP
and ~ts partners can work more effect~vely to promote home­
based care and to strengthen health serv~ces (nonformal,
commun~ty level, publ~c fac~l~t~es and pr~vate sector
fac~l~t~es) to prov~de culturally appropr~ate and techn~cally

sound maternal/ch~ld health serv~ces The consultant w~ll

work closely w~th the re-eng~neer~ng team (USAID/G-CAP and ~ts

partners) to develop a set of recommendat~ons regard~ng how
health serv~ce del~very can be mod~f~ed/strengthenedto
ach~eve max~mum "cl~ent sat~sfact~on" and enhance results of
the USAID program (F~nal Report June, 1995)

•

D 2. Pr~mary Data Collect~on

D 2.1. Quant~tat~ve Research

Dur~ng 1995, USAID/G-CAP and ~ts partners are
~mplement~ng a Demograph~c and Health Survey (DHS) ~n •
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Guatemala Th1S survey w1ll prov~de current data on
health status of women and ch~ldren (maternal/1nfant
mortal~ty, ~mmun1zat~on coverage, treatment of d1arrhea
and acute resp~ratory 1nfect10ns, etc ) and ut~11zat10n

of health serv1ces, 1nclud1ng contracept1ve methods. In
add~t10n to the 1nd1v1dual quest10nna1re for women of
reproduct1ve age and the1r ch1ldren under f1ve, the DRS
w1ll 1nclude stud~es of health serv~ces ava1lab1l1ty and
household expend1ture/demand for health serv1ces The
1995 DRS w111 be the f1rst large nat10nal health survey
to oversample 1n Mayan areas Oversamp11ng w1ll perm1t
deeper understand1ng of health seek1ng behav10r and
outcomes (health status) among 1nd1genous groups The
serv1ce ava1lab1l1ty study w1ll allow us to analyze the
extent to wh1ch serv1ce ava1lab1l1ty/qua11ty 1nfluence
use of health serv1ces among Mayan women. The adaptat10n
of the three 1nstruments (1nd1v1dual women's
quest1onna1re, serv1ce ava1lab1l1ty, and demand study)
was done by USAID/G-CAP and 1tS partners (representat1ves
from the pub11c and pr1vate sector health 1nst1tut1ons,
other donors, the Nat10nal Stat1st1cs Inst~tute, nat~onal

po11cy makers, and USAID Cooperat1ng Agenc1es)
(pre11m1nary results August 1995, f1nal report January
1996)

In add1t10n to the DRS, USAID/G-CAP 1S support1ng the
~mplementat1on of some 25 rap1d health assessments ~n

1994-95 These stud1es are conducted by local health
prov~ders from the publ~c sector and NGOs and are a tool
for analyz1ng bas1c coverage/use of ch1ld surv1val
serv1ces among women w1th ch1ldren under 5 years
Because they are ~mplemented by local teams (at the
health area or d~str1ct level) they serve the dual
funct10n of prov1d1ng rel1able data as well as help~ng

prov1ders determ~ne how successful they are (or are not)
~n ~mprov1ng coverage 1n a g1ven target populat10n. W1th
proper tra1n~ng ~n analys1s and ut1l1zat10n of th1s data,
health serv1ces prov1ders can ~dent1fy problem areas and
take steps to 1mprove serv1ce qual~ty to ach1eve greater
results (ongo~ng)



Page
Date
T~me

Msg#
Date
To
From
Sub]

8
08/02/95
12 11pm

NetForum by NetPro Comput~ng

COUNTRY EXPERIMENTAL LABS Message Text

13 (Unread)
06/19/95 T~me 04 29pm
*@*@AIDW
LPA SENDER@LPA@AIDW
GUATEMALA- CLIENT PLAN

•

D 2 2 D~agnost~c Stud~es/Operat~ons Research and Other
Qual~tat~ve Data Collect~on

Between 1992 and 1996, USAID/G-CAP ~s ~nvest~ng

cons~derable effort ~n des~gn~ng a new strategy for
health serv~ces del~very ~n rural Mayan areas The
Populat~on Counc~l as well as other USAID partners (local
NGOs and anthropolog~sts) are collect~ng bas~c

ethnograph~c ~nformat~on, test~ng new serv~ce del~very

approaches and seek~ng to def~ne more expl~c~tly what
Mayan cl~ents are seek~ng from MCH programs, espec~ally

~n the area of fam~ly plann~ng wh~ch has seen the least
progress of all ~ntervent~ons

A few examples of these stud~es ~nclude

o A study of the ~nvolvement of men ~n reproduct~ve

health dec~s~on-mak~ng ~n the Department of EI
Qu~che (underway). The f~nd~ng wJ.II be used to
des~gn/test a strategy to ~nvolve male leaders ~n

promot~ng fam~ly plannJ.ng as well as other key MCH
~ntervent~ons such as ~mmun~zat~ons, d~arrheal

d~sease prevent~on, ARI control, and prenatal
check-ups They w~ll also promote locally
ava~lable resources such as TBAs, CBD workers and
others who can be tra~ned/supported to prov~de

counsel~ng and serv~ces

•

o An operat~ons research proJect to test the

o A d~agnost~c study of cogn~t~on and speech patterns
of urban and rural ~nd~genous resJ.dents about
reproduct~ve health J.n Quetzaltenango (underway)
Th~s proJect ~s ~nvest~gatJ.ng cogn~t~ve structure
and commun~cat~on about sexual~ty and reproduct~on

among Mayans The f~nd~ngs w~ll fac~l~tate the
development of culturally appropr~ate tra~n~ng

mater~als for TBAs and cl~n~cal prov~ders and to
des~gn other ~ntervent~ons •
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poss~b~l~ty of add~ng reproduct~ve health serv~ces

to the serv~ces prov~ded by a tra~ned network of
TBAs (underway) The model would add fanuly
plann~ng/reproduct~vehealth serv~ces to a
funt~onal referral system ~nvolv~ng MOH prov~ders

and TBAs The bas~c quest~on to be answered ~s

whether TBAs are w~ll~ng to work ~n reproduct~ve

health, and ~f so, can they be effect~ve promoters
and serv~ce prov~ders?

An d~agnost~c study to develop culturally
appropr~ate protocols for reproduct~ve health
serv~ce del~very at the commun~ty and cl~n~cal

levels, followed by an operat~ons research study
to see ~f perce~ved need for fam~ly plann~ng can be
converted to actual demand for serv~ces through the
use of standard~zed protocols, IEC act~v~t~es at
all levels, and commun~ty outreach (underway)

o Reeng~neer~ng of the APROFAM CBD program
(underway) Among ~nd~genous women of reproduct~ve

age ~n Guatemala, contracept~ve prevalence ~s below
10% desp~te the expressed des~re of over half of
these women to space or l~m~t the~r b~rths.

APROFAM ~s commJ.tted to mak~ng ~ts CBD program more
respons~ve to the needs of ~nd~genous women In
partnersh~p wJ.th the Populat~on counc~l, APROFAM J.S
develop~ng and test~ng new servJ.ce del~very and
admJ.nJ.stratJ.ve systems that wJ.Il address growJ.ng
demand J.n rural areas and generate addJ.tJ.onal
demand by convertJ.ng the desJ.re to spacejlJ.mJ.t
bJ.rths J.nto demand for contraceptJ.ve methods.

•
o A study to J.dentJ.fy the key economJ.c, socJ.ocultural

and servJ.ce delJ.very factors that ~nfluence women's
access to and use of contracept~ves and other
reproduct~ve technologJ.es and serv~ces. The study
WJ.II develop recommendat~ons for reducJ.ng the
barrJ.ers women face J.n controllJ.ng theJ.r fertJ.IJ.ty

"'\. \
\
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o An ethnograph~c study on the recogn~t~on,

class~f~cat~on and treatment of acute resp~ratory

~nfect~ons among var~ous Mayan language groups
The results form the foundat~on of a targeted and
culturally relevant commun~cat~ons program to
promote early recogn~t~on and treatment of
pneumon~a

•

E CI~ent Serv~ce Standards

USAID/G-CAP ~s comm~tted to ~mprov~ng cl~ent serv~ce standards
The focus of our efforts ~s on ~mprovJ.ng qualJ.ty of servJ.ces
Together w~th partners and local polJ.cy makers, USAID/G-CAP wJ.II
promote the def~n~t~on and establ~shment of mJ.n~mum standards of
qualJ.ty Serv~ce delJ.very norms are a key element of qualJ.ty,
however, add~t~onal elements J.nclude, but are not IJ.m~ted to

o J.nterpersonal relat~ons (courtesy, empathy, etc)

o mechanJ.sms for follow-up/contJ.nuJ.ty of care

o prov~ders' technJ.cal competence (abJ.IJ.ty to perform
dependably and accurately)

o J.nformat~on g~ven to cl~ents

o (for famJ.ly plannJ.ng programs) choJ.ce of methods

o an appropr~ate constellat~on of servJ.ces

•

Qual1ty standards should be set and evaluated w1th ~nput from both
c11ents and prov~ders A process of research ~ncludJ.ng some of the
stud1es descr~bed above) cornbJ.ned w~th assessments of specJ.f~c

serv1ce del~very pOJ.nts are necessary to answer the followJ.ng key
quest~ons

o

o

What standard of care should programs be prepared to
offer?

What qualJ.ty of care 1S currently offered to clJ.ents? •
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o What qua11ty of care 1S rece1ved by c11ents?

•

•

III USAID/G-CAP Contact

To obta1n general 1nformat10n about USAID/G-CAP, please contact.

Off1ce of Program Development and Management
USAID/G-CAP

~o obta1n 1nformat1on on the health sector program, please contact

Health D1v1s10n Ch1ef
USAID/G-CAP

p \pub11c\docs\c11ent pIn



• Democracy Partnership
CUSTOMER SERVICE PLAN

1. The Partnership: Its Goals and ObjectIves

A partnershIp has been formed among the Umted States Agency for InternatIonal
Development/Bangladesh (USAID/B), The ASIa FoundatIon (TAF), and the Bangladesh Rural
Advancement CommIttee (BRAC) The goal of the partnerslnp IS to broaden partICIpatIon by
the SOCIally and economIcally dIsadvantaged In the democratIc InstItutIons and processes of
Bangladesh The partnershIp has agreed upon two strategIC objectIves whIch, In Its
conSIdered Judgement, will contnbute measurably to the achIevement of Its goal over a five­
year penod from 1995-2000 These are a) enhanced partICIpatIon In local decislOnmakmg,
and b) more accesSIble and eqUItable JustIce, especIally for women

The partnershIp IS based on the pnncipies of customer focus, collaboratIon, empowerment,
and managmg for results Charactenzed by cooperatIon, consensus, and complementanty,
the partnershIp WIll share resources, nsks, and accountablhty m stnVIng to achIeve Its
common goal These pnncipies will gUIde relatIons among the partners, and between
partners and subgrantees (referred to as Implementors)

• 2. Who are the Partnership's Customers?

Th~artnershIp's customers are SOCIally and econOmIcally dIsadvantaged persons of votIng
age In Bangladesh, the dIsadvantaged are typIcally IdentIfied as those who normally
consume fewer than 2,000 calones per day

3. How Will Customers Benefit from the Partnership?

Our customers IdentIfied several condItIons they would bke Improved or changed to enhance
theIr partIClpaUon In local declslonmakmg Program outcomes IdentIfied by the partnershIp
and confirmed WIth Its customers that will help to Improve or change these condluons are

a Advocacy of customer Interests strengthened,

b QualIty of electlons enhanced, and

•
c Competence of local elected bodies to Identlfy and meet customer needs

strengthened

WIth respect to the first of these, the partnershIp Will support actIVItIes to strengthen the role
of local asSOCIatIons m advocatIng customer Interests, and strengthen th~ ability of advocacy
groups to IdentIfy and represent customer Interests WIth respect to the second, It wIll
support actIVItIes to Increase voter awareness of electoral processes, Issues, and votIng nghts,
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and strengthen electIon admimstratIon and momtonng WIth respect to the thIrd, It WIll
support actIvItIes to Improve relatIonshIps between local elected bodIes and customers,
Improve transparency, and 10crease women's representatIon m local elected bodIes

SImIlarly, the partnershIp's customers, especIally Its women customers, IdentIfied several
condItIons concernmg the eqUIty of JUStIce that they beheve could be Improved The
partnershIp has IdentIfied and confirmed WIth Its customers two program outcomes that WIll
help to ensure better access to more eqUItable JustIce They are

a Awareness of legal nghts and obhgaoons Increased, and

b QualIty of alternatIve dIspute resolutIon Improved

WIth respect to the first of these outcomes, the partnershIp WIll support legal awareness
actIVItIes WIth a natIon-WIde focus as well as those whIch target local ehtes who set the tone
for and create an enablmg enVIronment for the eqUItable dIspensatIon of JustIce WIth
respect to the second outcome, It WIll support actIvioes wluch strengthen tradItIonal
mstItutIons of alternate dIspute resolutton, 1 e , the VIllage ShallSh, and Improve the dIspute
resolutIon functIon of local elected bodIes

4. How were Customer Needs Identified and Conimned?

USAID/B used rapId appraIsal techmques to Idenofy the democracy needs of the
partnershIp's customers The partnershIp, after It was formed and had developed prehmmary
StrategIC objectIves and program outcomes, also used rapId appraIsal technIques to confirm
that Its customers thought the objecoves and outcomes addressed theIr needs and were
feaSIble

The field work for IdentIficatIon of needs was conducted 10 Apnl 1995 by a team of
USAID/B staff fluent 10 BangIa, the local language TIns team mcluded 20 mterYlewers,
eleven men and mne women, WIth dIverse educatIonal and profeSSIOnal backgrounds The
team benefitted from mtensive trammg 10 rapId appraIsal methodology (mcludmg field tests)
and team bUIldmg exerCISes ImmedIately pnor to therr work TIns traInIng was proVIded by
an anthropologIst from USAID/Washmgton

•

•

The field work was conducted In three weekly rounds Dunng each week, four teams of
four members traveled to dIfferent areas of the country Each team of four was composed of
two palrs, one female and one male parr Each week, each parr conducted approXImately
five group mtervlews (WIth an average of ten mterYlewees per group) and three IndIVIdual
mterVIews Female palrs mterviewed females and male parrs mterYlewed males The sample •
was purpOSIve, 10 order to capture age and occupaoonal VarIaoon and Include dIfferent ethnIc
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and relIgIOUS groups On the whole, about one-thIrd of the respondents were based In urban
slums, the remamder were from rural VIllages GeographIc coverage was broad and touched
the country's five dIvIsIons

The methodology specIfically called for the full team (all 20 intervIewers) to meet at the end
of the week to compare theIr expenences, and to dISCUSS and dIStill therr most sIgmficant
findings In each subsequent week, the team's dIscussIOns were more intensIve, In order to
clanfy, gIve more depth to, and confrrm preVIOUS weeks' findings

The valIdatIon field work was earned out by a team of USAID/B, TAF, and BRAC
personnel, all BangladeshI natIonals and fluent In BangIa ThIs team mcluded 20
intervIewers, half of them women and half men, WIth dIverse educatIonal and professIOnal
backgrounds The team benefitted from earlIer mtensive trammg m rapid appraIsal
methodology gIven to, and applIed In a detects needs exerCise by, the USAID members, from
BRAC's conSIderable expenence With partICipatory rural appraIsal, and from a further Jomt
traImng, shanng, refimng, onentatIon, SImulatIon, and pre-testIng program undertaken
specIfically WIth valIdatIon In mind

The field work was conducted In August 1995 In three rounds a one-day VISit to Dhaka and
Its surroundmg areas dunng whIch five teams of four members each earned out intervIews,
and two two-day field tnps dunng whIch four teams of four members each were responSible
for the intervIews Each team of four was composed of one female parr and one male parr,
With the former interviewing female respondents only, and the latter males In total about
100 intervIews were earned out, half being With focus groups and half WIth indiVIduals,
makIng a total of between 450 and 500 people interVIewed At the end of each of the three
field tnps, meetIngs were held to dISCUSS and refme the appraIsal methodology and report
and analyze findings

For each of the Intended five program outcomes, the intentIon was to dIscover from the
customers 1) whether the mtended ImtIatIve was Important to them, 11) whether they had Ideas
about Its practIcalIty or feasibility, and m) If they had any suggestIons as to how each of
them ffilght be Implemented

In terms of coverage, all SIX diVISions of the country were mcluded, and m each, VISIts were
paid to both urban and rural areas ApprOXimately 50% of the mterviewees were women and
50% men About one-thIrd were urban and two-thIrds were rural WIthOUt settIng
percentages, mterviews were earned out WIth a cross-sectIon of people who were members
and non-members of major associatIons, and who were under and over 30 years of age
Also m hght of a more specific defimtIon of customers accepted by the partnershIp (whIch IS
based on daIly calone mtake and mcludes the soclo-econoffilcally lower 47% of the

• populatIon), It was decIded to make use of common sense mdicators of very low levels of
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economIc status, such as clothIng, hOUSIng, health, lIteracy, and OCCupatIon, In order to
ensure a contInuous focus on the partnershIp's customers

Dunng the penod July to September 1995, the partnershIp used the mformatIon from Its
customers to understand theIr needs and develop appropnate responses, IncludIng StrategIC
obJectIves, program outcomes, and the set of acnVltIes It will undertake to meet Its
customers' needs The partnershIp will contLnue to gather customer feedback dunng the
ImplementatIon of thIs program to revalIdate the results framework and measure progress 10
achIevmg the IndIcators at the goal, strategIC obJecnve, and program outcome levels

5 How Will the Partnership Interact With Its Customers?

The partnershIp expects to meet customer needs through Implementors whIch will deltver
servIces dIrectly affectLng the partnershIp's customers Apart from 10gIsncal reasons, thIs IS
due to a recogmtIon of the Importance of 10termedlary orgarnzanons In the democranc
process The partnershIp will promote customer focus In all of the acnVInes It supports and
stnve to proVIde connnuously better support to Its Implementors to ensure they are better
able to meet the needs of the partnershIp's customers

The partnerslup expects to mclude governmental, non-governmental, and pnvate
organIZatIons among Its Implementors They WIll be selected on the basIS of therr record In
dehvenng servIces affecnng customers and commumcatIng WIth customers, and therr
commItment to the pnncIples of the partnershIp IncludIng utilizIng customer feedback In the
deSIgn and ImplementatIon of actIVItIeS, and m performance evaluatIon The partnershIp
expects Its govermng pnncipies to govern also the relaoonshIps between Its Implementors and
Its customers

6. How Will the Partnership Interact with Implementors?

The partnershIp IS commItted to supportIng a focus on customer needs among Its..
Implementors To achieve thIs end, It WIll

a Inform them about the partnershIp's basIC customer servIce pnncIples and the role
of customer 1OformatIon In the program,

b ASSISt them to understand customer servIce plan requrrements through meetLngs,
consultatIons, and wntten matenals, and

•

c Encourage sharmg among the Implementors of the results of therr own customer •
consultatIons and customer feedback Informanon

•
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The partnershIp IS also commItted to contInually Improvmg the support servIces It provIdes to
Its Implementors by

a Develop1Og, through a consultatlve process, quahty standards for the
partnershIp's relatIonshIp WIth ItS Implementors,

b Stnv10g to be "user fnendly," e g , contInUIty of agreements for major program
aCtIVItIes, ready access to deSIgnated representatIves of the partnershIp through
frequent contacts and dISCUSSIons, tImely responses to quenes, tImely aVailability
of fundmg, complete sharmg of 1OformatIon on program pnontIes and
regulatlons, and the IdentIficatIon of responSIble "contact pomts" (mcludmg phone
and fax numbers and mail and e-mail addresses) for partners and other
Implementors

c Obtam1Og feedback on partnershIp performance agamst these standards and usmg
the feedback to gUIde Improvements 10 the partnershIp's work processes

7 How Will Implementors Interact With Customers?

The partnershIp will select Implementors, 10 part, on the basIS of theIr commItment to a
"customer focus" and to contlnuously upgradmg the servIces that affect the partnerslup's
customers Accordmgly, agreements between the partnershIp and Its Implementors will
mclude a requIrement that the Implementors develop theIr own mdiVIdual customer servIce
plans These plans WIll 10clude the followmg 1OformatIon

a IdentIficatIon of categones of customers to be mvolved and affected by the
aCtIVIty, mcludmg IllustratIve numbers and the types of lmkages between
actIVItIes and customers

b ServIce qualIty pnncipies and standards, e g

o relIability (ability to perform dependably)
o responSIveness (willmgness to act effectIvely, appropnately, and promptly 10

response to customers' quenes, concerns, etc)
o courtesy
o assurance (ability to convey trust and confidence)
o empathy (ability to demonstrate CarIng and concern for mdiVIdual customers)
o phySIcal arrangements to facilitate effectIve customer contacts
o desIgnatIon of contact persons
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c Schedule for consultatIons WIth customers on theIr perceptIon of the effectIveness
of the actIVItIes In meetIng the needs they were deSIgned to meet and the
customers' assessment of servIces

d How the lmplementors wIll use customer feedback as part of theIr regular
progress reVIews and adjust actIVItIes In response to It

e How the Implementors will share customer feedback With the partnerslup

8 How Will Customers Interact WIth the Partnership?

To supplement customer mformatIon gathered by Implementors, on an annual basIS the
partnershIp WIll consult Its customers drrectly usmg a vanety of formal techmques IncludIng
rapId appraIsals, focus groups, and opimon surveys The purpose of the partnershIp's drrect
consultatIons WIth customers IS to valIdate and test the customer mformatIon obtaIned by
Implementors, and to obtaIn customer feedback on a broader basIS The partnershIp will also
use the mformatlon It obtaIns from these drrect contacts and through Its Implementors to
revalIdate the results framework, and to measure progress m acluevmg the mdicators at the
goal, StrategIC objectlve, and program outcome levels

The partnershIp IS comrmtted to ImplementIng a customer-dnven program that will
measurably enhance the qualIty of democracy and JustIce customers expenence The
partnershIp commIts Itself to regular and frequent VISIts to the homes, places of work, and
centers for mformal gathenngs of Its customers, partIcularly In those commumtles that
become the focus of partnershIp-SUpported actIVItIes

The partnershIp comrmts Itself to lIstenmg attentIvely to Its customers' comments dunng
these VISIts and to allowmg them ample tIme to explam theIr thoughts on the value of
partnershIp-supported aCtlVItIes and the evolVIng nature of theIr needs With respect to
democracy and JUStIce The partnershIp further commIts Itself to approachIng Its customers
In ways that respect theIr nghts as human bemgs and CItIzens of Bangladesh so they beheve
they can and do speak openly and honestly to the partnershIp

9. How Will the Partnership Ensure Contmued Relevance of its Customer Focus?

The customer servIce plan IS a hvmg document The partnership will reVIse It as necessary
based on program expenence and consultatlons With customers and Implementors

•

•
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10 Whom Do I Contact for More InfonnatlOn?

To learn more about the partnershIp and Its plans, please contact

o Karl Schwartz, RablUl Hoque or RIffat SulaIman for USAID/B by mail c/o the
Amencan Embassy, Dhaka, Bangladesh, by telephone at 884700, by fax at
883648, or bye-mail at KSchwartz@uSaId gOY, RHoque@uSaId gOY or
RSulaIman@uSaId gOY

o Nick Langton, KIm McQuay or KIm Hunter for TAF by mail at House No 2,
Road 128, Gulshan Model Town, Dhaka-1212, by telephone at 886941-46, by
fax at 886134, or bye-mail at NICK+aASIAF%675-9805@MCIMAIL COM

o Salehuddm Ahmed, Mohammad Golam Samdam Falar or DIlruba Shahana for
BRAC by maIl at 66 Mohakhah Commercial Area, Dhaka-1212, by telephone at
884180-7, by fax at 883542 or 883614, or bye-mail at BRAC@dnktap tool nl

Orgamzauons mterested m servmg as Implementors should contact The ASia FoundatIon

/September 19, 1995/
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MEMORANDUM

TO:

FROM·

SUBJECT:

DATE

REFERENCES:

Carol1ne D MfGraw, M/MPI/OD

R1chard Brown, D1rector, USAID/Bangladesh

USAID/Bangladesh Democracy Team

Bangladesh Reeng1neer1ng Report 4. Evaluat10n
F1nd1ngs

16 October 1995

(a) Bangladesh Reeng1neer1ng Report 1: The
Exper1ment and Hypotheses

(b) Bangladesh Reeng1neer1ng Report 2: The Model
and Charter

(c) Bangladesh Reeng1neer1ng Report 3 The
Evaluat10n Plan

(d) Mon1tor1ng and Evaluat10n System for
USAIDjBangladesh country Exper1mental Laboratory,
Thomas James Cook and Cam11le Cates Barnett,
Center for Internat10nal Development, Research
Tr1angle Inst1tute (Apr11 1995)

•

I. purpose. Th1S report prov1des the evaluat10n f1nd1ngs of the
USAIDjBangladesh exper1mental approach to program des1gn based on
four of the Agency's new core values; 1.e., (1) customer-focus,
(2) teamwork, (3) empowerment and accountab1l1ty, and (4)
manag1ng for results. It 1S f1nal report of the USAID/Bangladesh
country exper1mental laboratory.

II. Background. In November 1994, USAID/Bangladesh began
exper1ment1ng w1th the app11cat10n of the Agency's core values
and "best pract1ces" to the des1gn and 1mplementat10n of
democracy act1v1t1es G1ven the or1g1nal t1meframe for the
exper1ment, 1 e , to be completed by September 30, 1995, the
m1£S10n was able to experlment w1th des1gn only. However,



1mplementat10n of the program des1gned uS1ng the exper1mental
techn1ques began on September 28, 1995

The exper1ment began w1th a three-day tra1n1ng seSS10n attended
by all m1SS10n profess10nal staff 1n November 1994 Th1s was
followed by an 1ntens1ve two-day seSS10n 'W1th the "Explorat1on"
Team, a group of 17 USAID staff tasked w1th develop1ng a des1gn
approach rooted 1n the Agency's core values and best des1gn
pract1ces.

The "E" Team developed an exper1mental approach to des1gn based
on the core values. Ref (b) descr1bes the exper1mental deslgn
approach In detall; Attachment A summarlzes It. The "E" Team
completed ltS work on schedule. It was dlssolved and the work of
a smaller "Democracy" Team, tasked wlth uSlng the exper1mental
approach to deslgn a new democracy program, began In Apr11 1995
It, too, completed 1ts work on schedule thereby comply1ng wlth
the Adm1n1strator's des1re to go from concept to 1mplementatlon
wIth1n S1X months

III. Evaluat10n Approach.

•

From the beg1nn1ng, the m1SS10n and the teams engaged 1n the
experIment comm1tted themselves to evaluatlng the 1mpact the
Agency's new core values would have on the way des1gn work 1S •
done. To th1s end, the "E" Team 1dent1fIed f1fteen null
hypotheses and reported them to the Agency through Ref (a)

These hypotheses proposed that there would be no dIfference
between the "old" des1gn process and the experImental model In
the degree to wh1ch deslgn was "customer focused;" des1gn teams
were "empowered" and relIed upon nteamwork," and des1gns
emphas1zed "results." The hypotheses tested by the evaluatlon
are presented as Attachment B to thls report

For evaluatlon purposes, the hypotheses were converted to 14
statements Four statements addressed 'customer-focus;" four,
"empowerment," and f1ve, "teamwork." Only one statement
addressed "results," lndIcat1ve, perhaps, of past emphases wlth1n
the Agency on program outcomes rather than proJect Inputs. The
14 statements and the core values they represent appear 1n
Attachment C. Respondents were asked to rate the relevance or
accuracy of these statements for the "old" and "new" deSIgn
processes. A scale of one-to-ten was used for the rat1ng wlth
"one" represent1ng "not relevant/not very accurate" and "ten,"
"very relevant/very accurate.

Basellne data were establIshed by ask1ng liD" Team members to rate
thelr prIor deslgn experlence before they began the1r work w1th
the exper1mental model. There were e1ght respondents at th1S
stage At the end of the exper1ment, "on Team members used the •
same statements to rate the1r experlence w1th the exper1mental
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des1gn approach There were n1ne respondents at the end of the
process due to changes In team membersh1p

The evaluat10n approach also collected 1nformatlon on the tlme lt
took complete the var10US des1gn stages, the types of Sklils
needed for deslgn work, and team member thoughts on what should
be preserved and what should be changed The basel1nes for these
evaluat10n crlter1a were drawn from the M1SS1on's exper1ence w1th
the des1gn of the Agro-based Industrles and Technology
Development ProJect (ATOP), the last maJor deslgn effort
completed by the mlSS10n uSlng the "old" approach. ATOP,
however, was a deslgn and perform (DAP) contract, 1tself a
modlflcat1on of the Agency's trad1tlonal deslgn process because
lt re11es upon the same contractor for both proJect des1gn and
lmplementat1on. The followlng sectlons report the evaluatlon
flnd1ngs.

IV. The Impact of Core Values.

The core values, part1cularly customer-focus and empowerment,
substantlally affected des1gn work. The followlng table presents
the average ratlngs for the cluster of statements around each of
the core values. It also notes the relatlve changes ln the use
of the core values 1n deslgn work Attachment D presents more
detalled lnformat10n on the team members' responses to the 14
statements

Core Value Old Way New Way % Increase

Customer Focus 3 03 9 42 210

Empowerment 4 39 9.67 120

Teamwork 4 76 8 91 87

Results 6.13 9.89 61

Because the exper1mental deslgn model was developed to take
advantage of the core values, 1t 1S not surprlslng 1t d1d better
across the board on these values than the "old" way. The most
notable changes are the lncreased emphasls on customers and sense
of empowerment held by the "0" Team. Teamwork and managlng for
results also lncreased, but less so, posslbly reflectlng the
Agency's greater experlence wlth proJect deslgn teams and a focus
on proJect outcomes rather than 1nputs. Not captured by the
hypotheses or evaluatlon statements, but apparent 1n the
conversatlons of the "0" Team's members, 1S the greatly 1ncreased
sense of professlonal satlsfactlon der1ved from apply1ng the
Agency's core values.

V. New Sk11ls and Ab1lities.



Pr10r to the1r exper1ence w1th des1gn based on the Agency's~ •
core values, "0" Team members 1dent1f1ed seven Sk1lls or
ab1l1t1es as cr1t1cal to successful proJect des1gn. These were;
(1) techn1cal Sk1lls 1n the subJect area; (2) prev10us exper1ence
w1th proJect des1gn, (3) fam1l1ar1ty w1th USAIO regulat10ns and
operat10ns, (4) wr1t1ng Sk1lls; (5) analyt1cal Skllls; (6)
understand1ng of techn1cal lssues w1th1n the part1cular country
context, and (7) good work1ng relatlonshlp wlth host country
m1nlstr1es. By the end of the experlment, however, prevl0us
deslgn experlence, an understand1ng of techn1cal lssues In the
part1cular country context, and a good relat10nsh1p wlth host
country m1nlstrles were no longer seen as crltlcal des1gn Sk111s.
They were replaced by teamwork, rap1d appra1sal and customer
1nteractlon technlques, a general understandlng of the country's
soc1al, economlC, polltlcal and cultural env1ronment, and a
knowledge of strateglc plann1ng processes.

In short, from the perspect1ve of the 110" Team, the ldeal des1gn
would be carrled out by people hlghly skll1ed 1n teamwork, rapld
appra1sal and other customer lnteractlon techn1ques, and
strateglc plannln~and analys1s (lncludlng soc1al, flnanClal and
economlc) They would also be hlghly knowledgeable about USAID
rules and regulatlPns, the partlcular subJect area, and the
soc1al, economlc, polltlcal and cultural enV1ronment 1n WhlCh the
program 15 to operate. Attachment D provldes more detall on the
responses of 1ndlvldual team members to the percelved Sk1lls and •
abllltles requ1red for proJect des1gn.

VI. What Should -:Be Preserved?

All respondents 10entlfied a team approach as an aspect of
exper1mental deslgn approach they thought should be malntalned.
Half ldentlf1ed the use of customer 1nformatlon as another,
lmportant aspect of the exper1mental approach Wh1Ch should be
malntalned, and a th1rd, the early 1nvolvement of partners.
Indlvldual respondents also ldentlfled the follow1ng aspects of
the exper1mental appr~ as worth preservlng:

The results framework and actlvltles packages approach to
laylng out the program;

Empowerment and ~elegatl0n of authorlty to the deslgn team
WhlCh reduces the need for substantlal rework and lmproves
the cost effectlYeneSS of the des1gn process:

Frequent, productlve meet1ngs and perl0dlc monltorlng of
team performancel~~nd

-,

The questlonlng att1tude shared by the team.

•
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These aspects of the experlmental approach are not unllke the
"best practlces" respondents thought should be preserved from the
deslgn and perform (DAP) mode followed for deslgn of the
mlsslon's Agro-based Industrles and Technology Development
ProJect These were

Frequent meetlngs of all stakeholders to promote
coordlnatlon and keep all lnvolved In the deslgn process,

Frequent meetlngs between USAID and the contractor deslgn
team,

Use of coordlnatlng groups to work on speclallzed deslgn
tOP1CS; and

Deflnltlon of the contractor as a partner, uSlng a deslgn
and performance contract mechanlsm

The experlmental approach dld address several aspects of the ATDP
deslgn process WhlCh respondents thought should be changed,
lncludlng-

Clear delegatlon of deslgn authorlty to avold exceSSlve
reworklng and tlme-wastlng,

Avoldance of top-down dlrectlon to the deslgn team, let them
do thelr Job;

Shortenlng of the tlme for the deslgn and approval process;

Deslgn team lnteractlon wlth customers,

Monltorlng and evaluatlon bUllt lnto the proJect deslgn and
focuslng on results,

Challenge to all partles to the deslgn process to follow a
tlme-based work plan;

Necessary resources for the deslgn team --tlme, Sklll mlX,
outslde expertlse to do the best Job posslblei and

Necessary language sk~lls so the des~gn team can ~nteract

effect~vely wlth the partners and customers.

VII. What Should be changed1

Flve of nlne respondents sald the experlmental deslgn team should
have pald more attentlon to bUlldlng a deslgn "team" early In the
process rather than focuslng on products; e.g , the results
framework or actlvltles packages Flve sald the team should have
developed more ways of brlnglng the government lnto the deslgn



process Ind~v~dual respondents also ~dent~f~ed the follow~ng •
aspects of the exper~mental approach as worth chang~ng

Partners roles, respons~b~l~t~es and mutual expectat~ons

should be clearly understood early on,

More outs~de consultat~ons at var~ous stages,

Sl~ghtly more relaxed t~meframe; and

More attentl0n to recognltlon and rewards for performance.

VIII. How Long D1d It Take?

It took 28 months for ATOP to go from USAID/W's approval of the
proJect ~dea to the slgn~ng of the b~lateral proJect agreement
(May 15, 1992 to September 28, 1994)

From the day the "0" Team's charter was s~gned, empower~ng J.t to
begJ.n work, to the day the cooperatJ.ve agreement was modJ.fJ.ed to
begJ.n J.mplementat10n took 125 days or f1ve and one-half months
(Apr1l 13 to September 28, 1995) DurJ.ng th1s tJ.me, the "0" Team
conducted an appraJ.sal of ~ts customers' democracy needs, ~ssued

a request for appl1cat10ns (RFA), compet1tJ.vely selected 1ts
partners, and, work1ng w1th 1tS partners, developed a results •
framework 1ncludJ.ng new strateg1c obJectJ.ves and program outcomes
and 1nd1cators and valJ.dated these wJ.th the partnersh1p's
customers It also prepared act1v1t1es packages for each program
outcome, a monJ.torJ.ng and assessment plan, a customer servJ.ce
plan, and operatJ.ng prJ.ncJ.ples for the partnershJ.p. The pace of
work was extreme and could only be sustaJ.ned through effectJ.ve
teamwork 1ncludJ.ng the use of sub-teams formed to address
part1cular problems.

IX. Beyond Evaluatl.on: Free Lance ObservatJ.ons by "E" and "D"
Teamers.

Member 1: The experJ.ment was a resoundJ.ng success 1n that the
democracy partnersh1p formed by USAID/Bangladesh, The AS1a
Foundatlon and the Bangladesh Rural Advancement ComrnJ.ttee
developed, In less than S1X months, a results package J.n wh1ch 1t
has a hlgh degree of conf1dence Never had so much been
accompl1shed by any of the partners In such a short per10d of
t1me Th1s meant J.nd1v1dual partlc1pants, dur1ng th1S per1od,
commJ.tted 50% to 100% of the1r t1me to the partnersh1p's work
depend1ng on the1r role and nature of work at any g1ven p01nt 1n
the process Even th1s was not enough, however. It was
necessary to 1nvolve non-team members at two crJ.t1cal stages of
the process --dur1ng the orJ.g1nal "detect needs ll work and, •
later, when the results framework was val1dated w1th the
partnersh1ps' customers. Customer-focused des1gn work 1S more
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labor ~ntens~ve for USAID WhlCh means ~t needs to be supported by
addlt~onal operatlng expense resources

The "D" Team and ltS evaluatlon falled to antlclpate the very
favorable lmpact ltS experlmental approach would have on staff
morale, partlcularly ltS Bangladeshl women employees The
lncreased level of customer lnteractlon lnherent ln ltS
experlmental approach forced the mlSSlon to explolt fUlly ltS
human resource base. ThlS meant lncludlng I1support" staff l.n ltS
detect needs fleld teams Slnce these teams were uSlng rapld
appralsal technlques and dlscussed at the end of each day what
they had heard our customers say to them, normally qUlet people
came lnto the foreground and expressed themselves clearly and
artlculately. They also learned that our customers were people
who made cholces and understood more about how democracy works ln
Bangladesh than they orlglnally thought Our staff are now more
knOWledgeable about our democracy program and speak wlth more
confldence about lt and thelr role wlthln the m1SSl.0n

Flnally, the experl.mental approach needs to resolve two related
methodologlcal lssues· "Do customer's really know what they want
or need?" and "What lS the role of outsl.de experts?" The flrst
lS lllustrated by pOl.nt made durlng a partlcularly dlfflcult
partnershlp dlSCUSSlon over what customers were saYlng to 1t
about "assoclatlons." One partner argued that It would never
have started a san1tary latrlne program lf It responded only to
stated customer needs because they had not asked for latrlnes
Another partner argued that the customers sald they wanted to be
healthler and that lt was up to the partner, because lt
understands how germs transm1t dlseases, to expla1n thls to
customers so that they recogn1ze the value of sanltary latrlnes.
Th1S 1S not the same as say1ng customers do not know what they
what or need. As to the role of outs1de experts, USAID and TAF
have come to rely upon them for analysls and the development of
programs. OutSlde experts, however, were marg1nal to the
exper1mental approach. Two outslde facllltators helped the
partnershlp durlng the f1rst month and the partnersh1p d1scussed
ltS or1g1nal results framework w1th SlX Bangladeshl experts.
Wh1le the partnershlp has a h1gh level of conf1dence ln 1tS
products, there 1S a nagglng doubt about whether 1t engaged ln
sufflclent consultatlon wlth "experts "

Kember 2: A few succlnct comments. Flrst, the experlment was an
unquallf1ed success, and the quallty of the end product was
lmproved 1mmeasurably by the full partlclpatlon of USAID's
partners 1n the deslgn process. Indeed, l.t calls lnto quest10n
why USAID would ever want to deslgn a program wlthout such
partlc1patlon. However, the team approach, by puttlng everyone on
an equal level, 1S crlt1cal In gett1ng th1s full part1clpat1on.
Slmply gettlng outslders' "lnputs" 1S a far cry from th1s
Second, the team approach need not be a tlme gUZZler (a common
concern of team "doubters") and, 1ndeed, can ultlmately save a
lot of t1me 1f lt operates properly. The var10US techn1ques to
get lssues qUlckly on the board, settlng agendas wlth t1me frames



and st1ck1ng to them, and the extens1ve use of small subteams are
Just three of the techn1ques ava1lable that were used effect1vely
to speed up the process s1gn1f1cantly Th1rd, the "sp1n-off"
effects, 1nclud1ng most notably on FSN morale, of employ1ng rap1d
appra1sals have been both amaz1ng and surpr1s1ng as well as a
clear demonstrat1on to USAID that 1t has resources that 1t has
not been uS1ng opt1mally Also, 1t empowers the M1SS10n to f1nd
out for 1tself what 1S happen1ng at the lowest level, the
customer, w1thout hav1ng to rely, as we usually do, on outs1ders,
as such, 1t 1S a real source of power and conf1dence bU1lder for
the M1SS10n Fourth, the des1gn was accompl1shed 1n record t1me,
Wh1Ch was great 1n show1ng us what can be done 1n a g1ven t1me
frame But there were certa1n "costs" 1n th1s, 1nclud1ng
occas10nal and temporary "burn-out" by team members and poss1ble
1nsuff1c1ent t1me for the team to consult more outs1de "expertsU

These "problems", 1f they can even be labelled such, were
certa1nly m1nor and proceed1ng 1n the future at a sl1ghtly less
frenet1c pace should el1m1nate them altogether.

Member 3: W1th the opportun1ty to be an 1ntr1cate member of both
the Explorat1on and the D-Team, the success and fru1t10n 1n
formulat1on of an 1nnovat1ve model for des1gn1ng proJects for the
future 1n a reeng1neered Agency embody1ng all the r1chness and
pos1t1ve attr1butes 1nherent 1n the Agency's four core values,
the resound1ng success pr10r to actually g01ng through, step by
step, the var10US stages of the des1gn model appeared somewhat
l1ke be1ng 1n a state of utop1a But th1s was rather short l1ved
as one becomes deeply entrenched 1n the harmon10us, d1sc1pl1ned
and dynam1c forces of gett1ng the Job done w1th1n the deadl1nes
truly by v1rtue of be1ng a covert 1n the share strength and
product1ve capab1l1ty of work1ng 1n a team, fully comm1tted
towards atta1n1ng 1tS common goal and produc1ng the des1red
results

Form an 1nd1v1dual perspect1ve what I th1nk makes the teamwork
excel 1n 1ts tasks are the follow1ng a def1n1te comrn1tment from
all to 1nher1t the team's mandate transparent as the
beacon/gu1d1ng l1ght 1n all of 1tS endeavors; show1ng respect,
tolerance and g1v1ng equal treatment/value as to the V1ews and
contr1but10ns of others 1n the team; bU1ld1ng the r1ght and
conduc1ve env1ronment that fosters mean1ngful part1c1pat1on
culm1nat1ng 1nto product1ve consensus on ach1ev1ng results. The
equatlon, follow1ng J01nlng of other organ1zatlons, becomes
evermore complex and one that poses tremendous challenges for the
expanded team. Aga1n d1sc1pl1ne and respect1ng each other as
equal contr1but1ng members to the team/partnersh1p process are of
paramount 1mportance At regular 1ntervals the team must
evaluate 1tS performance and progress towards ach1ev1ng the
common goal A group of people possess1ng the r1ght blend of
sk1lls at the r1ght t1me are also cr1tlcal factors wh1ch when
left to apt team leader and fac1l1tator 1n the1r capac1ty as team
player can brlng the team dynam1cs at lts zen1th 1n atta1nlng the
most des1rable of results ThlS epltom1zes for the team as a
whole to d1gest a sense of achlevement that no longer makes the

•

•

•
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utop~a stand beyond reach but turn that ~nto a glar~ng real~ty of
truth, albe~t atta~nable ~n t1me and space. The D-Team w1th 1ts
partners Just d~d and proved ~t and 1n the process never lost
s~ght of the four core values as the all 1mportant doctr1ne that
made the "Dlfference" not Just dlfference - I lndeed am proud to
be part of the process and what I endured ~n the most grat1fY1ng
sense of the word.

Members 4 , 5.

customer Focus:

In the exper~mental des~gn approach, the most rad~cal departure
from the old way of proJect des1gn was the d~rect ~nteractlon of
USAID staff w1th the customers at two stages The f1rst
lnteract10n was to 1dentlfy the customers' needs of democracy,
through dlrect lnterv~ews w~th ~nd~v~duals and focus groups,
us~ng the Rap~d Appra~sal Techn1que. The second phase of
~nteractlon wlth the customers was to val~date the program
outcomes developed on the bas~s of stated needs 1n order to
ensure that these program outcomes were approprlate and adequate
response to the customers' needs

Th~s was done dellberately, recogn~zlng that for a susta~nable

development effort, ~nvolvement of the customers 1S essentlal
r~ght form the beglnn~ng, l.e. from the need detect~on/problem

ldent~f~cat~on stage.

Team Work:

Another area of s~gn~f~cant departure ~n the new des~gn process
was the sp~r~t of team work Throughout the deslgn process It
was very clear to the team members that they shared the common
Ob)ectlve of des~gn~ng a democracy program by the deadllne of 31
september 1995. As a result, each and every member trled to
contr~bute thelr best for ach1evlng the common Ob)ect1ve by
complet1ng thelr ~ndlvldual and group tasks wlthln the asslgned
tlme frame Th~s approach of team work provlded the flrst
opportunlty for three organlzatlons (USAIO, TAF, BRAe) to work
together for the common Ob]ectlve, notwlthstandlng the
dlfferences 1n the organ1zat1onal obJect1ves and procedures. It
lS ObV10US that the success of future des1gn work w111 depend to
a large extent on the 1nculcat10n of the value of team work.

T1me Saved 1D Des1qn:

It ~s heartenlng to the team members, hopefully to the outslders
as well, to note that thlS new deslgn process could be completed
In only SlX months. ThlS short perlod of SlX months, when
compared agalnst the average tlme requ~rement of 28 months for a
proJect des~gn ~n the old way of dOlng buslness, appears to be a
very slgnlflcant lmprovement In the deslgn approach ThlS was



posslble only because all the team members were gUlded by a team •
splrlt and hlgh level of cornmltment

Enab11ng Env1ronment:

All the members of the Experlmental Deslgn Team acknowledge the
supportlve role played by the USAID Mlss~on Management ~n

foster~ng a conduc~ve envlronment that enabled the members to
operate as empowered team and complete the task wlthln the
stlpulated t~me In fact th~s operat~onal freedom due to
appropr1ate empowerment ~s consldered essentlal for a effectlve
operat1on of any self-conta1ned team

Knowledqe of Democracy:

One of the by-products of thls exerC1se was the broaden1ng of the
team members' knowledge base on democracy In Bangladesh Through
d1rect 1nteract1on at two phases, the team members had been able
to broaden and deepen the1r understand~ng of democracy needs of
the soclally and econom1cally d1sadvantaged Bangladesh1s (our
customers) In addltlon, the lengthy and r1ch d~Scuss1ons that
took place for the development of results framework, act1vlt1es
packages and customer serV1ce plan, had also enr~ched the team
members' understand~ng of the complex ~ssues of democracy.

Member 6: I support what my colleagues have sald that thls
approach was an unqual~f1ed success

A couple of th~ngs come to m~nd that are ln add~tlon to what my
colleagues have sa~d One lS the enthus~asm that the PVOs/NGOs
who partlclpated ~n thlS exerc~se had for the approach that we
used for deslgn & ~mplement Durlng the negot~at~on phase, two
of the NGOs noted how thls ~s the way USAID should always conduct
~ts ass~stance process. They fUlly supported the concept of
USAID worklng wlth the NGO, and any local NGOs that are part of
the team, durlng the des~gn of the NGOs program Th1S approach
they felt was far better than lettlng the NGO deslgn a program
descrlpt~on ~n a vacuum and then hav~ng USAID crltlque the des~gn

and requlre reVls~ons, etc.

A second area ~s ~nvolv~ng speclallsts In the process, who aren't
trad~tlonally full team members of an ass~stance des~gn process,
1 e , contractlng, legal & controller personnel. I bel1eve
havlng representat1ves from these technlcal areas be full tlme
team members from the ~nlt~al concept through f~nal agreement
stage facl1~tated the accompllshment of the tasks ~n record tlme,
contr1buted to the qual~ty of the del1verables, and allowed
cross-fertll~zat1onof knowledge among all team members wh~ch

wlli be useful for the l~fe of the proJect.

•

•



• ATTACHMENT A
USAID/BANGLADESH DESIGN APPROACH

STRATEGIC TACTICAL

so s PO s Targets Indicators Actl\"1t1es PacLages with Result.s and CSP.
Obhgate $

----------------------------------------------- ---------------------------------------------

•

•

o Negotiate basIc framework: agreement for expenment
With BOO IIlcludlllg fomung core BDG/USAID strategic
team

I Empower strateglC team (D team charter)

00 Delect UC/EU needs
A Develop basIc questlon(s)
B AdoulUster basIc questlon(s) to EUIUC groups
C Analyze responsesJidentlfy responses
D Screen UC/EU needs agamst agency/BOO

emphases and resourccs (stakeholder analySIS)

om Enhance strateglc team/select potential partners
A Estabbsh selection cnlena
B Sobcll expressIon of mterest (CBD G/oo List

Ycllow Pages)
Share
I Results of EUIUC survey
2 Agency core values
3 Request concept paper Identlfymg programs

appropnale to Bangladeslu EU/UC needs and
partners capablhtlcs IIlteresu and cOltUllltment
to core values

C ReVIew concepl papers capablbtles mlerests and
comnutment and select potential partners

D Ncgotlate and sign Development Agreement With
partners outlllUng opcratlonal relatlonslups and
working procedures for slrateglC planrung (pD&S
fuods)

OIV Devclop dcsll'ed results/prepare analytIcal/causal
frameworks (strateglc plan)

A IdcDtJfy/conduct reqUIred analy,"
B Establish 505 POs targets and tndlcators
C Estllnate PO $ requirements

OV Vabdate deSired POs With UC/EU groups

VI Obbgate funds WIth BOO at SO lcvel
A Prepare obbgallDg document(s)
B Washmgton DotlficatJoDl (CNrrN)
C Negotiate and sign obbgatmg document(s)

VO FOnD tactical learn (core BoolUSAID learn plus
partners)
A Agree on partnera fOCI and roles

(Clanfy who docs what)
B Partners develop ActiVIties Package(s) and

Customer Service Plans (APCSP) for tnteractlng
With EUlUC

C Agree to APCSPs

vm Develop core BDGIUSAID strategIc team S CSP for
mteractmg With partners

IX Negotiate amendments to "Developmenl
Agreem.:Dl • to IDClude APCSPs
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Key pOlnts about the experlmental approach WhlCh should be noted
are·

1. It 1S des1gned to be used w1th "asslstance" 1nstruments
As the mlnutes of ltS meetlng wlll show, the liE" Team
struggled mlghtlly w1th the 1ssue of when and how to
best 1nvolve USAID's partners It concluded that lt was
most approprlate to do so after USAID staff had
1dent1f1ed end-userjult1mate customer needs and screened
these needs agalnst USAID's capac1ty to respond (l.e ,
step 2 of the model)

2. The liE" Team also grappled w1th how lts des1gn model
would lnterface wlth the proJect approval system of the
Bangladesh government It recogn1zed that the two are
sUbstant1vely dlfferent 1n many ways and that the
government would need to brought on-board w1th regard to
the use and appl1cat1on of the model For thls reason,
1t lncluded a zero step 1n the model ThlS step 1S
lntended to allow m1SSlon management to negotlate
agreement wlth the government on how the deslgn wlil
proceed and what documentatlon w1ll be requlred to
sanct10n the flnal product The "E" Team also lncluded
step 6 1n the model as an escape valve 1n that step 6
could 1nclude the government's tradltlonal proJect
documentatlon or USAID, w1th the government's
understandlng could opt to obllgate funds unllaterally
through grants or cooperat1ve agreements The "E"
Team's ldeal lS to have the government part1clpate as a
member of the "strateg1c" team (step 1)

3 The model assumes 1t w1Il be 1mplemented by a spec1al
purpose, self-managed team, hence step 1 1S to empower
the "Democracy" Team. The "E" Team prepared a draft
charter for th1s purpose It 1S also attached to thlS
report. The liEn Team assumes mlSS10n management wlil
negot1ate reV1S1ons to th1s draft w1th the "Democracy"
Team 1tself.

4. The "E" Team ant1clpates modlflcatlons to the
compos1tl0n and tasks of the "Democracy" Team as ltS
work progresses. Inltlally (at step 2), 1tS members
would be heavlly USAID and government and ltS focus
strateglCj at step 3, partners would be added but the
focus would remaln strateglc. At step 7, the focus
would become tactlcal as the partners develop actlvlty
packages and customer serV1ce plans and membershlp would
change to reflect thlS new focus, e g., the contracts
off1cer and controller mlght J01n on a permanent basls

5. The "E" Team ant1clpates that the format of the
analytlcal/causal framework(s) produced at step 4 would



resemble that of the analytlcal/causal frameworks
contalned In "The 1993 PRISM Analytlcal Frameworks A
User's GUlde," USAID Managlng for Results Worklng Paper
No 5 (July 1994)

6 Whlle step 6 antlclpates an obllgatlon at the SO(s)
level, the "E" Team thought that a valld obllgatl0n at
thls level would requlre more detalled lnformatl0n.
Therefore, lt antlclpates lncludlng In the obllgatlng
document the POs, targets and lndlcators establlshed In
step 4 c.

•

•

•
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\Itachmcnl B USAlDI8ANGLADESH REENGINEERING EXPERIMENT TABLE PRESENTATION OF NULL HYPOTHESES

THERE WILL BE NO DIFFERENCE BETWEEN AND

THE OLD WAY THE NEW WAY

A (PCF)

1 non customer-focused democracy services & products provided customer-focused democracy services & products provided

2 non customer-focused end-user defimtlons of their needs to Improve customer-focused end user defimtlons of their needs to Improve democratic
democratic values, mstltutlons, & processes values, mstltutlons, & processes

3 the substance or Implementation arrangements of democracy projects the substance or Implementation arrangements of democracy projects
developed usmg Handbook 3 gUidance developed usmg the new core values

4 the "rules of domg business" (lOcI momtonng & reportmg) for USAIO the "rules of domg business" (mel momtonng & reporting) for USAID
partners followmg current gUidance for assistance Instruments and/or partners mvolved 10 the expenment
contracts

5 the time and effort needed to obtam BOG concurrence on proposed the time and effort needed to obtain BDG concurrence on propoc;ed activIties
activIties when the activity IS "mput-focused" when tho activity I~ "cll<;tomer-focu..ed"

6 the time It takes to go from slgnmg a grant agreement to the begmnmg the time It takes to go from Mgmng a grant agreement to the begmnmg of the
of the Implementation phase With the current process Implementation pha<;e u<;mg the new core value<;

7 the skills and capablhtles required by USAID staff to deSign programs the skIlls and capablhtles reqUired by USAID staff to deSign programs usmg
under the current system the core values

B (EAT)

1 the way a democracy deSign "comtmttee" works a democracy deSign "team" works

2 tho mltlal quahty/tlme/rework required to brmg documentc; to the mltlal quahty/tlme/rework required to bnng documents to completion by
completion by "comnuttees" "teams"

3 the elapsed time from "concept" to final approval for projects deSigned the elapsed time from "concept" to final approval for projects deSigned using
usmg current procedures tho "expcmmental model"

4 time or effort required to get USAIOIW approvals u'>mg "committees", time or effort required to get USAIDIW approvals With an empowered team
and Without a Customer Service Plan With a Customer Service Plan

5 the ablhty to amend or termtnate proJects/activIties which are not the ablhty to amend or termtnate projects/activIties which are not achlevmg the
achtevmg tho desired results when there IS a "conumttee" maklDg the desired results when the team IS empowered
deciSions

aOC1



C (MFR)

1 the average lafe of projects de'>lgned uSing current procl:-dure'l the average ltfe (If project... de....gned U'llng the "expenmental" model

2 the complextty of ISSUes addressed by acttvlttes designed usmg current the complexity of ISSUes addressed by actlvlttes designed usmg the
procedures "expenmental" model

J the emphasiS given to desired results In approved design documentation the emphaSIS given to de... I red results In approved deSign documentation by
by project deSign officers or comnuUees operatmg under current empowered teams
Implementatton gUidehnes/expectatlons

"'PCF = PartiCipation & Customer Focus
"'EAT = Empowerment & Accountabthty & Teams
"'MFR = Managmg for Results

010/ • • •
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AppendIx C
Q Sort Swtullcnts

USAID project de~lgners (I e USAlD staff) have full authonty to Identlfy actIvltles (E&A)

USAID management does not ask for substantial reworlmg of the desIgn (E&A)

UsAID dIrectly Involves the uillmale customer m deteruuruDg needs (CF)
(Customers are the socIally and econorrucally dIsadvantaged people of Bangladesh)

USAID project desIgners have the authonty to determme theIr operating procedures (E&A)

USAID and partners work together to decide desired results (TW)

Partners develop actIVities to achIeve desired results (E&A)

usAID and partners validate desired results WIth the customers (CF)

Customers are the pnmary source of mfonnatloo for detenrumng the qualtty of the servICes to be provIded (CF)

Partners use mformatlOn from customers to develop servIce quality standards (CF)

DesIgn mcludes an expliCit plan for mo<hfymg activIties based on customer feedback (CF)

PrOject desIgners routlDely revIew how well they are workmg together as a team OW)

DesIgn mcludes an actiVity mOllJtormg system to assess impacts 00 customer (MFR)

Designers use a vanety of approaches for mteractmg WIth each other (TW)

•

14 Designers work together effectively (TW)

KEY

E&A= empowerment and accountabulty,
CF= customer focus,
MFR== managmg for results. and
TW= teamwork



Attachmeot D
USAlDlBaneladcsh Balle Q Sort Oalabu.

Scal. Scorel Buehne and follo.......p

Baseline Score Follow up Score % DdTeren_. •303 942 Up 211%

.....rmeD! &. ....ccounlJlbd'ly 439 967 Up 120$

476 891 Up 87$

613 989 Up 61$

",line Dala from the Q Sort Respondents Scale from 1= lowest 10=blghea(collected Man.h 1995)

ReII'I ReII' 2 Resp 3 Resp 4 ReII' 5 Resp 6 Resp 7 Resp 8 ....vera'e

USTOMER FOCUS I 2 I 3 2 2 4 2 2 225

USTOMER FOCUS 2 2 I 7 2 2 4 2 2 27S

USTOMER FOCUS 3 8 I 9 2 I 4 2 2 363

USTOMER. FOCUS 4 9 2 3 3 3 4 3 I 350
303

4 8 7 3 6 <4 2 <438
9 2 2 2 I 2 2 263
8 9 8 2 3 2 8 5 13
g 3 4 6 5 7 5 543

439

ORKI 10 3 10 5 I 6 5 5 563

ORK2 9 1 8 2 I 5 3 2 388

OR.K3 9 1 9 3 2 4 I 414

ORK4 9 7 7 4 1 5 3 5 14

ORKS 6 7 8 4 3 6 3 3 500
476

9 10 10 2 2 6 6 4 613

ollow-up Data from the Q Son Respondents Seale from 1 = lowest 10 = h1llhestlcollected Sept 19951

R.sp 1 Rcsp 2 Resp.3 ReII' 4 ReII' 5 ReII' 6 Resp 7 Resp 8 Reap 9 ....verage •USTOMElt FOCUS 1 10 10 9 10 10 10 10 9 10 978
USTOMER. FOCUS 2 10 10 8 9 10 10 10 10 10 967
USTOMER. FOCUS 3 8 9 7 9 10 10 6 10 10 878
USTOMER. FOCUS 4 10 10 8 10 9 10 9 9 10 944

942
10 8 10 10 10 10 10 10 9 967
10 10 10 10 10 10 10 10 10 1000
10 10 8 10 10 9 10 10 9 9 S6
10 10 7 10 9 10 10 10 9 944

967
9 10 6 10 9 10 10 10 9 922
8 8 8 9 9 9 8 10 9 867
10 10 7 10 9 10 10 9 8 922
7 9 7 8 9 10 8 9 9 844
8 10 7 10 8 10 9 10 9 900

891
ANAGINCiFOR RESULTS 10 10 9 10 10 10 10 10 10 989

•



• CREATING AN AGENDA:
MANAGEMENT vs. LEADERSHIP

•

The
pnmary
functIon

A bnef
descriptIOn
of the
activIty

Management

Planning and Budgeting

To help produce predictable results
on Important dimensions, (e g ,
being on time and on budget), by
planning for those results

Developing a plan a detailed map,
put In written form If It IS complicated
and hard to remember or communi­
cate, of how to achieve the results
currently expected by Important
constituenCies like stakeholders
and the public, along with timetables
of what must be done when, by
whom and with the costs Involved,
dOing so by means of a deductive
process which starts with the
needed results and then Identifies
the necessary steps, timetables and
costs

Leadership

Establishing a DIrection

To help produce changes needed to
cope with a changing envIronment,
(e g , new laws, new policies), byes­
tablishing a direction for change

Developing direction a VISion which
descnbes key aspects of an organiza­
tion or activity In the future, along with
a strategy for achieving that future
state, dOing so by means of an induc­
tive process of gathering a broad
range of Information about the current
reality, answering basIc questIons
about that reality, testing alternative
directions against that understanding,
possibly expenmentIng with some of
the options, and tnen choosing one

•

Creatmg DIrectIon Gathenng a broad range of Information about an activity
espeCially from customers Challengmg conventional wisdom and analytically looking
for patterns that answer very basIc questions about that activity or program (e g ,what
IS reqUired to succeed mthe program? How do customers view our product/service?)
Generatmg and then testmg alternative directions agamst thIs understanding Possibly
even expenmentmg with some options Fmally choosmg a good one (I e , one that IS

both desirable and feasIble) Domg all this m a dynamic way that never really ends
(although the process can go through penods of great activity and penods of relatIve
Inactivity)



DEVELOPING A HUMAN SYSTEM/NETWORK for •
ACHIEVING an AGENDA:

MANAGEMENT vs. LEADERSHIP

The
primary
function

A brief
description
of the
activity

Management

Organizing and Staffing

Creating an organrzatlon that can
Implement plans and thus help
produce predictable results on Im­
portant dimensions, (e g, costs,
analysIs, quality)

A process of organrzatlonal design
involving Judgments about fit what
Individual best fits each Job In the
structure, what part of the plan fits
each person and thus should be
delegated to him or her, what com­
pensation system best fits the plan
and the people Involved, etc

Leadership

Allgmng People

Getting people lined up behind a
VISion and set of strategies so as to
help produce the change needed to
cope with a changing environment
(e g , new systems, new polIcies)

A major commUnications challenge
getting people to understand and
believe the VISion and strategies by
communrcatlng a great deal to all ofthe
Individuals whose cooperation may be
needed to make that direction a reality,
and dOing so In as clear and credible a
way as possible

•

Creatmg AlIgnment Communicating the direction as often as possible (repetition IS
Important) to all those people (subordinates. subordinates of subordinates, bosses,
suppliers, contractors, partners, etc) whose help or cooperation IS needed, dOing so,
whenever possible, with simple Images or symbols or metaphors that communicate
powerfully without clogging already overused communications channels and without
requiring a lot of scarce managerial time making the message credible by usmg
communicators with good track records and working relationships, by stating the
message In as sensible a way as possIble, by making sure the words and deeds of
the communicators are consistent, and generally by demonstratmg an unswerving
dedication to the VISion and strategies - leadership by example •



• MANAGEMENT vs. LEADERSHIP

EXECUTION

•

•

The
primary
function

A bnef
description
of the
activity

Management

Controlling and Problem Solving

To minimiZe deViatIon from plan,
and thus help produce predIctable
results on Important dimenSIons

MOnltonng results versus plan In

some detail, both formally and Infor­
mally, by means of reports, meet­
Ings and other control mechanisms,
Identifying deViations from plan,
whIch are usually called "problems"
and then planning and organizing to
solve those problems

Leadership

Motivating and Inspiring

To energize people to overcome major
obstacles toward achieving a VISion,
and thus to help produce the change
needed to cope with a changing
environment

Satisfying very basIc but often unful­
filled human needs - for achieve­
ment, belonging, recognition,
self-esteem, a sense of control over
one's life, living up to one's Ideals and
thereby creating an unusually high
energy level In people DOIng this by

• articulating again and again a
VISion In a way that stresses the
core values of the organization and
the people being communicated to,

• InvolVing those people In deCiding
how to achieve that VISion or some
portion of the VISion,

• supporting their efforts With coach­
Ing, feedback, role modeling and a
lot of enthUSiasm, and

• Sincerely recognizing In public and
rewarding all of their successes



MANAGEMENT and LEADERSHIP ROLES •

Purpose

Content

Assignment

Management Roles

To create management processes,
and thus to help produce predictable
results on Important dimensions

So-called "line-management jobs"
deal with all three aspects of
management (planmng, orgamzlng
and control) for some domain
"Staff-management Jobs" some­
times deal with only a limited piece
of the overall process (e g l budget­
Ing or executive compensation)
within some domain Overall size of
jobs can vary greatly from big to
small

Roles tend to be assigned to people
as a formal part of the management
process Itself People with manage­
ment roles can also have leadership
roles that are bigger or smaller than
their management roles

Leadership Roles

To create leadership processes and
thus to help produce changes needed
to cope with a changing world environ­
ment

Can vary enormously Some will focus
on all aspects of the leadership •
process for some activity or organiza-
tion Others will focus on a single
aspect of the process (e g l direction
setting or even one aspect of direction
setting) Overall size of jobs can vary
greatly from big 'L' to small'!,

Roles tend to be assigned or assumed
by people In a more Informal way and
tend to be more fluid or changing
People with leadership roles usually
also have management roles

•



•

•

TRANSITIONS EXERCISE

Take 5 mmutes to think of a personal expenence you have had with some major transition
m your life (career change, marriage, a death, a major move, a promotion, etc) and write
down some of your feelings and/or behaViors for each of the three phases of the transition

I II III
Endings Neutral Zone New Beginnings

• Share some of these expenences for each phase
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CHANGE is situational and external

TRANSITION is the psychological process
people go through to come to terms with the
new situation, i.e. change

"Unless transition occurs, change will not
work .... It is not the changes that do you in, its
the transitions"

Wilham Bridges, Managmg Transitions, Makmg the Most of Changes



Types of change:

• Regainirlg steady state --
- "11: it ain't broke, don't fix it"

• Develop1mental--
- In(~remental

- Prc)gress on an existing process or
system

• Transitional--
- Moving from one state to another

CJII • • •
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• Transformation --

Transcending of the old existence to a new one
through a dying of the old and a II rebirth" of the
new

Breaking through existing belief structures

Process is chaotic

A resolution of opposites--of competing forces or
polarities

Radical enhancement of the basic capabilities of
the organization

Alignment



Transition Management deals with
"People Stuff"

TransItIon R
anagemen E

OLD I NEW S
~ ~ WAY ~

WAY I HelpIng U
people cope L
wIth change T

S

~/3 • • •



• •
3 Phases of Transition

•

qk

I. The Ending

LettIng go of old
realIty & old Identity

"Lossess"
"Endings"

..
II. The Neutral Zone

Old way is gone, but
new way isn't

comfortable yet

"Limbo"
"No-man's-land"

..
III. The New Beginning

Ready to commit
to do the new way

New understandings,
attitudes, values, identItIes
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PHASE I: LETTING GO

WHAT TO DO (COPING TACTICS)

e Deal directly and openly with the losses and endings
e Identify who is losing what
e Identify the secondary changes
e Compensate for the losses --

Redefine roles and status
Career renewal

e Give people information, again and again
e Define what is over and what isn't--be specific
e Mark the endings
e Treat the past with respect

2/7 • • •
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PHASE II: THE NEUTRAL ZONE

What does it look like? (Symptoms)

e Feelings of confusion
e Attempts to escape
e Increased anxiety with falls in motivation
e Missed workdays
e Systems are in flux and less reliable
e Old system or process weaknesses reemerge
e A tendency to polarization (go ahead or go back)
e Breakdowns in consensus
e Discord
e Sense of vulnerability



PHASE II: THE NEUTRAL ZONE

What to do? (Coping tactics)

e Normalize with temporary measures:

• Cllange the metaphor
• Present changes within a coherent, larger whole
• Create temporary systems tllat reduce confusion,
e.g., roles, reporting relationships, policies and
procedures
• Set short-range objectives and checkpoints
• Acknowledge small successes
• Provide special training (e.g. team building,
facilitation, transition management)
• Strengthen intragroup connections
• Use a transition monitoring team to facilitate two­
way communication

2/1 • • •
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e Provide opportunities to brainstorm new answers to
old problems

e Be tolerant for intelligently conceived ventures that
fail! !

e Turn setbacks into chances to improve

e Resist impulses to push prematurely for certainty and
closure



PHASE III: NEW BEGINNINGS

What does it look like? (Symptoms)

e Reactivation of some of the old anxieties

e A gamble

e May trigger old memories of failure

e For some, end of holiday from accountability and
pressure

22-1 • • •
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PHASE III: NEW BEGINNINGS

What to do? (Coping tactics)

Give people the four P's:
.. The purpose -- from the situation faced by the

organization and its nature and
resources

.. A picture -- of how the outcome will look

.. The plan -- details of the route from here to
there

.. A part to play -- the role of each and their
relationship to others

.. CELEBRATE THE SUCCESS!!!!!!!!!!!

2<<. ..
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Leading Change:
<..\1--,-n('-i (

DECISION
AHEAD

• Why Transformation Efforts Fail

bv John P Kotter

•

Over the past decade, I have '" atched marc than
80 compames try to remake themselves mto SI\1;
trcantly Letter competItors T'1ev have mcluded
•ge orgamZ.1tlons [Fordl dnd small ones lLana

,nark Commumcanons), compames b..lsed m the
Umted States lGeneral Motors) ana elsewhere
(Bntlsh Alrwaysj, corporatlons that were on then
lznees (Eastern Alrlmes!, and companies that were
earnmg good monev (BnstollYh ers Sqmbb) These
cHarts have gone under man" banners total quahtv
nanagement, reengmeenng, nght sIzmg, restruc

rmg, cultural change, :lnd turnaround But, n .11
:::.t every case, t' e basIc goal has been the S3me
make fundarrental changes m how busmess IS

conducted m order "0 help cope \" nh 1 ne\\ more
c1lallcns;mg rrarkct envIronmer>t

.... few 01 trese corporate ch,lUge cttons h<1\ e been
vcrv succcsstul A tew have been utter taI1urcs
v,ost t 111 some,\ here 1'1 ben\ CCT \\ It 11 J l', "tInl t

NI"'GS BY KUPT V"RGO

'"Ilt toward the lower end at r-he scale The le:.sons
that Can be drawn are mterestln~ and WIll probably
De relevant to even more organrzatlOT'S m the m
creasmgl} competitive busmess enVIronment ot
rhe commg decade

The most general lesson to be learned from the
more successful cases IS that the change process
goes through a senes ot phases that, m total usual­
Iv reqUIre a conSIderable length ot tlme SkIppmg
::,teps creates only the IllUSIOn ot speed and never
produces J. satIsfymg result A second very general

lol-jn P T,ot r:.f IS the KO'JOsul... e !'VllltsUSlJ.lta Protessor ot
Lc...aaershW rt the tiarl'ara Busznc!>s ::'(.ho01 zn Bo~ton

,\wssachusetts He IS the au,hor at The J'"JC\\' Rules How
a SUCCCI.C1 m Tad1\ c; POSt CarpOlatc \\ orld (New rorJ...

F e(. Prcss 0951 Corporatl. CUltUIl and Pl.rfarmanc<..
c..oauthorcC' H'1th lames L HI.. ,1,l..tt ll\Jcl'l. 'rorJ... Frce Press

902) t 1nd -\ Forcc tor Chan!.;l How LC.lticrshlD Dlffcr~

rom \1.111 <..<..ml.l1t f \, \\ I )rl.,. F, 1',0) ,( 9())

srsrAVA~A8L£COPY
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k ......nl1 1" tllJt LlltlL 11 l1ustallS In any at thL phJ:>L::' TrJnsrormaoons ottcn lKglll, md beglll wdJ
LJ.n havl J dL\astaung llnpdLt, ~lowmg momentum when an orc;amz loon 11<1<; I new hC:ld who IS 1 good •
llld nL!~ HIm, h Ird won g 11ns Perhap::, bLc,lU::,e we It.ader :lnd who "LC" the O<..u.l tor 1 major ch,ll1ge If
havc rd.ltIveh llttk expcnencc 111 rcnewmg orgdl1l the renewal targu I" thc enure company, the CEO
=at1011s L VLIl very c.lpdbJe pLOple otten make 'lt IS key It ch,mge 15 needed 111 J dlvlslOn, the dIvIsIOn
lc:lst onc lm~ error general manager IS key When these mdIviduals are

not new leaders, great Ie'lders or change champl
Error # 1 Not Establlshmg a Great ons, phase one C1n be J huge chailcnge
Enough Sense of Urgency Bad busmess results an. both a blessmg .md a

curse In the hrst phasc On tht. posltlve SIde, lOSing
Most successful change efforts begm when some money does catch people's attl..nnon But It also

mdivIduals or some groups start to look hard at a gIves less maneuvenng room WIth good bus111ess
companv's competltIve s!tuatlOn, market pOSItlOn, results, the opposite IS true conVIncmg people of
technologIcal trends, and fmanclal performance the need for change IS much harder, but you have
They tocus on the potentIal revenue drop when an more resources to help make changes
Important patent expues, the fIve-year trend m de But whether the startmg pomt IS good perfor
clmmg marg111s 111 a core busmess, or an emergmg mance or bad, m the more successful cases I have
market that everyone seems to be Ignonng They I wItnessed, an mdIvldual or a group always faCIh
then find ways to commumcate thIS mformation tates a frank dlscusslOn of potentIally unpleasant
broadly and dramatIcally, especIally WIth respect to facts about new COmpetltIOn shnnkrng margms,
cnses, potentIal CrIses or great opportumtIes that I decreasrng market share, flat earnmgs, a lack of
are very nmely ThIS iust step IS essentIal because revenue growth, or other relevant mdlces of a de
Just gettmg a transformation program started re- clmmg competItIve pOSItIOn Because there seems
qUIres the aggressIve cooperatIon of many mdlvIdu I to be an almost uruversal human tendency to shoot
ais WIthout monvatlOn, people won't help and the the bearer of bad news, especIally If the head of the
effort goes nowhere I orgamzatlon IS not a change champIOn, executlves

Compared with other steps m the change pro- I m these compames often rely on outSIders to brmg •
I cess, phase one can sound easy It IS not Well unwanted mformatlon Wall Street analysts, custom

over 50% of the compames I have
watched tall In thIS fIrst phase What
are the reasons for that farlure~ One chief executIve offIcer
Sometlmes executlves underestI-
mate how hard It can be to dnve deliberately en21neered tIle
people out of thelT comfort zones U

Sometlmes they grosslv overestl largest accounting loss In the
mate how successtul thc\ have al ~

readv been In lI1CrcaSlI11; urgencv hIstory of the companv.
Sometlmes they lack patlence ,,- .;
"Enough with the prehmlI1anes,
let's get on Wlth It If In many cases, executives be ers, and consultants can all be helpful m thIS re
come paralvzed by the downsIde possibIltties They ~ard The purpose at all thIS actlvIty, In the words of
worrv that employees "dth semonty wlll become one tormer CEO at a large European company, IS
defenSIve that morale ",nIl drop, that events wIll "to make the status quo seem more dangerous than
spm out at comrol, that shan term busmess results ldunchmg mto the unKnown"
wIll be Jcopardlzed that the stock wIll smk, and In a few at the most successtul cases, a group has
that they will be blamed tor crcatmg a cnSiS manufactured d cnSIs One CEO delIberately engl

A parahzed senror management often comes neered the largest accountmg loss m the companv's
tram havmg too many m.mac;ers and not enough hIstory creatIng huge pressures tram Wall Street m
kadcrs M IndgUTICnt's mandate IS to 11mlmlze nsk the process One dlVISIOn prc~l(.knt commIssIOned
md to kl.LP the current 5\ stcm operatll1!2; Change, tlrst ever customer ::'dtl~taCtlOn survevs, knowmg
bv dUmltlOn, reqUlres crcatmg a new system, full wdl thdt the results would be ternble He then
whIch m turn always dem:mds kJdership Phase madL these tmdmgs publrc On the surface such
onL 111 J rcl1ewdl process t\ plcallv gOL~ nowhere un moves can look undulv nsk- But there IS also nsk •
tll enou~h rul Ie Iclers 'lre promOtcd or hIred II1to Il1 plavll1\2; It too sate ,\ hen thL un;encv rate IS not
-.,cnlOT kvcl]obs pumped up Lnough thL trJl1srormatlOl1 process

I' \1 \ \1 [) ],u'",r" ~[\)[\\ "'fLil Alii! I' I~
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Communicating the Vision
USing every vehicle possible to commUnicate the new vIsion and strategies
Teachmg new behaviors by the example of the gUldmg coalatlon

Empowering Others to Act on the VIsion
Getting rid of obstacles to change
Changing systems or structures that seriously undermine the VISion

t-E_n_co_u_ro_g_l_n_g_rl_s_k_t_a_k_ln_g_a_n_d_"_o_n_t_ra_d_lt_IO_n_a_I_I_d_ea~s_,_a_c_t_IVI_h_e_s,_a_n_d_a_ct_lo_n_s -lofill:--:;P:..---l _.=...

•

•

I L

_'t"l" ~.o::.":l:'..J'''-'''''

'"'lI!'I""l. ""~";~O;;:"""l...;{-..r~

~--- -~ --.... - ...... ~..."r

Consohdatmg Improvements and ProdUCing Stall More Change
USing Increased credibility to change systems, structures, and policIes that don't fit the VISion
Hmng, promoting, and developmg employees who can Implement the VISion
Relnvlgoratrng the process With new proJects, themes, and change agents

Plannmg for and Creating Short-Term Wins
Planning for vIsible performance Improvements
CreaTing those Improvements
Recognizing and rewarding employees Involved an the Improverrents

I
I
! InstItutionalizing Ne\IV Approaches
I \ ArtIculating the connections between the new behaViors and corporate success
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LLADING CHANGE

•

•20 to 50 range before mucn progress can be made m
phase three and beyond Semor managers always
form the core of the group But sometlmes you fmd I

board members, a representatlve from a key cus
tomer, or even a powerful umon leader

Because the gwdmg coalItlon mcludes members
who are not part of semor management, It tends to
operate outSIde of the normal hIerarchy by defIm­
tlon ThIS can be awkward, but It IS clearly neces
sary If the eXlstmg hIerarchy were workIng well,

I there would be no need for a major transformation
But Slllce the current system IS not workmg, reform
generally demands aCtlVIty outSIde of formal bound
anes, expectatlons, and protocol

A hIgh sense of urgency WIthIn the managenal
ranks helps enormously m puttIng a guIdmg coah
tIOn together But more IS usually reqmred Some­
one needs to get these people together, help them
develop a shared assessment of then company's
problems and opportumnes, and create a mmunum
level of trust and commumcatIon Off SIte retreats,
for two or three days, are one popular velucle for ac
complIshmg thIs task I have seen many groups of 5
to 35 executIves attend a senes of these retreats
over a penod of months

Compames that fau m phase two usually under
estImate the drlficulties of producmg change and
thus the Importance of a powerful gwdmg COalI­
non Sometimes they have no hIstOry of teamwork
at the top and therefore undervalue the Importance
of thIS type of coalItIOn SometImes they expect the I

team to be led by a staff executive from human re
sources, qualIty, or strategIC planmng mstead of a
key lme manager No matter how capable or dedI
cated the staff head, groups WIthout strong hne
leadershIp never achIeve the power that 15 requlIed

Error #2 Not CreatIng a Powerful
Enough GUldmg Coalition

cannot succeed and the long term future of the or­
gamzatlOn IS put m Jeopardy

When IS the urgency rate hIgh enough? From
what I have seen, the answer IS when about 75% of
a company's management IS honestly convmced
that busmess-as usual IS totally unacceptable Any­
thmg less can produce verY senous problems later
on In the process

Major renewal programs often start WIth Just one
or two people In cases of successful transformatIOn
efforts, the leadership coalItIOn grows and grows
over tIme But whenever some IIllD.1mum mass IS
not achIeved early In the effort, nothIng much
worthwhIle happens

It IS often saId that major change IS ImpOSSIble
unless the head of the orgamzanon IS an actIve sup-

I porter What I am talkmg about goes far beyond
that In successful transformatIOns, the chauman
or presIdent or mVlsIOn general manager, plus an­
other 5 or 15 or 50 people, come together and devel-

I op a shared COInIDltment to excellent performance I

through renewal In my expenence, tlus group nev
er mcludes all of the company's most semor execu
tlves because some people Just won't buy ID, at least
not at fIrst But m the most successful cases, the
coalItIOn IS always prettv powerful- m terms of
tltles, mformatlon and expertise, reputatIOns and
relatlo'1shlps

In both small and large orgamzatIOns, a success
ful gUIdmg team may conSIst of only three to fIve
people durmg the fIrst year of a renewal effort But
m bIg compames, the coalItlon needs to grow to the

In faded tr:mstormauons you otten fmd pientv of plans and programs, but no vIsIon

HARVARD BUS!!'.[SS REVlEW March Apnl199S



A visio11 says somet111ng that
clarIfies t11e directio11I11 w11ich
an orga11IzatIo1111eeds to lllove.

•

•

•

[[fOftS that don't have a poweltul cnou~h ~Uldll1r;

coalttlOl1 CJl1 make dppJlLI1t progrLss to] I whIle
But, ~oom.r or htcr, the 0ppo~ItlOn l,1ther" It"dt to

gethcr al1d stops the change

Error #3 Lacking a VISion

In everv successful transformation eHort that I
have seen, the gUldll1g coahtlOn develops a pIcture
of the tuture that IS relatIvely easy to commUl1lcatc
and appeals to cu~tomers, stockholdcrs, elnd em
ployees A VISIOn always goes beyond the numbers
that are typIcally found m fIve year plans A VISIOn
says somethmg that helps clanfy the dIrectlon ll1
whIch an orgamzatIon needs to move Sometlmes
the fIrst draft comes mostlv from a sll1gle ll1dIVId­
ual It IS usually a bIt blurry, at least mitially But
after the coahuon works at It for 3 or 5 or even 12
months, somethmg much better emerges through
theu tough analytIcal tlunkmg and a lIttle dream­
mg Eventually, a strategy for aChIeVll1g that VISlOn
IS also developed

In one mIdSIZe European company, the fIrst pass
at a VISlOn contamed two-thIrds of the baSIC Ideas
that were m the fmal product The concept of
global reach was m the mltlal verSlOn
from the begmmng So was the Idea
of becommg preemment m certam
busmesses But one central Idea m
the fmal verSlOn - gettll1g out of low
value added actlvltles - came only
after a senes of dISCUSSIOns over a
penod of several months

WIthout a sensIble VlSlOn, a trans-
tormanon eHort can Laslh dIssolve Into a lIst at
contusmg ana mcompauble projects that can take

11C OH;amzatlOn m the v. rong dlleCtIOn or nowhere
at all Without a sound" ISIOn, the reengmeenng
J,roject 1"'1 the accountll1g department, the new 360
(kgree pertormance appraIsal from the human re
:::,ourcc:::, department, the plant's qualItv program,
the cultural change prOject m the sales torce WIll
not add up ll1 a meanmgtul way

In faIled transtormauons " ou otten fmd plentv of
plans dnd directlves and programs but no VISIOn In
O'1e edse, a company gave out tour lOch thIck notc
'100ks descnbmg ItS change etfort In mmd numb
, 19 detail the books spelled out procedure", I;oals,
lcthods and deaalmes But nowherc '\ 1S thcrc :l

dear and compellmg statement at where all thIS
\\ as ICddmg Not surpnsIm::h, most at the unpio,
L.L" \\ lth \\ hom I talkcd \\ ere LIthc.r contuscd or
alILn1tcd The bIg, thIck books dId not r IIlv thcm
togLthcr or IIlsprrc change In hct tiLV plOhabh
'1 III Ilht t1,L 0ppOSltL LttCet

In a lCW at mc lL'is succcsstul cases that I have
:,een, 111 In 19UTIel1t hIll d '>Lnsc at duectIon, but It
\\-1S too eomphL Hed or blwry to be useful Recent­
ly, I askcd an c'CccUt!\c II1 a 111ldsiZe company to de
scnbe hIS VISIOn IIld receIved m return a barely
comprchensible 30 l11mlltc lecture Buned m hIS
answer \\ erc the b ISIC clements of a sound VISlOn
But they wele buned-d\..eply

A usctul rule of thumb If vou c1n't commUl1lcate
the VISIon to someone m h oIC mmutes or less and
get a reaction th.lt ~Igl1lf1LS both understand1l1g
and mterest, you 'lre not yet done with thIS phase
of the transformation process

Error #4 Undercommunlcatmg the
VIsion by a Factor of Ten

I've seen three patterns WIth respect to commu­
liCatlOn, all very common In the fust, a group ac­
tually does develop a pretty good transformatIOn
VISIOn and then proceeds to commumcate It by
hold1l1g a s111gle meetlng or send1l1g out a smgle
commumcatlon Havll1g used about 0001 % of the
yearly mtracompany commumcatlOn, the group IS
startled that few people seem to understand the

new approach In the second pattern, the head of
the orgamzanon spends <' consIderable amount
of time makmg speeches to employee groups, but
most people still don't get It (not surpns111g, Sll1ce
VISIOn captures Jnl) 0005 % at the total yearly
commumcauon\ In the thIrd pattern, much more
ettort goes 111to ne\\ sletters ana speeches, but some
very VISIble semor executnes sull behave m ways
that are antithetical to the VISIOn The net result IS

that C\ mCIsm among t'le trOOps goes up, whJ.le be­
lIef 111 the commumcanon goes down

Transtormation IS ImpOSSIble unless hundreds or
thousands at pcople are \\ lllIng to help, often to the
pomt ot mal<mg Sl101 t term sacnfIces Employees
\\- III not make sacntlces, e\ en If they are unhappy
WIth the StatuS OLIO unle~s thev belIeve that useful
change IS possIble WIthout cledible commumca.
non .md.l lot 01 It, thL hearts and IDmds of the
troops ell\.. never C l1Jturcd

ThIS tourth ph Ic;C. IS P HtIcularlv challengmg If
tl1L "hOI t tUll. " ....I • kL." mdu(1C lOb losscs GaIn

I \1 11 J u",,- [<,<, I [Vl[\\
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Successful transformations begm to mvolve large
numbers of people as the process progresses Em
ployees are emboldened to try new approaches, to I

develop new Ideas, and to prOVIde leadershIp The
only constramt IS that the actions fIt withm the 1

broad parameters of the overall VISIOn The more I

people mvolved, the better the outcome
To some degree, a gUIdmg coalItlOn empowers

others to take actIOn SImply by successfully com­
mumcatll1g the new directlOn But commurucatlOn
IS never suffICIent by Itself Renewal also reqUIres I

the removal of obstacles Too often, an employee
understands the new VISIOn and wants to help make
It happen But an elephant appears to be blockmg
the path In some cases, the elephant IS 111 the per
son's head, and the challenge IS to conVll1ce the m

dividual that no external obstacle ex
IStS But m most cases, the blockers
are very real

Sometimes the obstacle IS the or
gamzatlOnal structure narrow Job
categones cJ.n senouslY undermme
etforts to mcrease productlvlt'v Of
make It vcry dlfucult even to thmk
about cu!>tomers Sometlmes com
pens1tIOD 01 pertormancL appraIsal
systems make people choose be

tween the new VlSlOn and then own sLit mterest
Perhaps worst at all are bosses who retuse to change
and who make demands that are llleonslStent \\ ith
the overall effort

One company began It!> transrormatlon process
With much publtclt'\ and 1ctuallv made good
pro~ress through the tourth phdse Then the change
dtort "round to .1 halt bLL.1Ll!>L -hL ottlCLr III charge
or the companv s ldrgcs· Jlvl~lOn WdS .1llowLd to
undermllle most ot the ne\\ lllltlatlVeS He paid lip
~en Ice to the process hut md not change hiS behav
'or or encourage hIS mJn~H;Lrs to change He dId not
rL w1rd the unconvcntlon 11 lJL.1S c1lkd for III thL
\1';IOn HL Illo\\LU hum.1n rL,>ource ~\stLms to IL

1IIII ll1t.1Ct L\ Ln WllLn d'L\ VoLfe dearlv IflU"l~l~

Error #5 Not Removi ng Obstacles to
the New VISion

kcpt rcmmdmg hun at thc (1LSlrcd behavlOI, and all I

the fLedbac1-. trom hiS pLers <llld subordlllate!>,
whIch helped hIm see when he was not Lngagmg m
that behavlOr

CommUlllcdtlOn comes m both words and deeds,
md the latter are often the most powerful form
Nothmg undermmes change more than behavlOr by
unportant ll1dlVlduals that IS mconsistent with
theuwords

reClally those that are bemg wasted on nonL~..,en

tlal mtormatlon
Perhaps evep more ImportJ.nt most of thL e"CCU

tlves [ have known III succLsstul ca')LS ot 11'.1101
chang_ !Lam to walk thc t.:llh 11 The) eonsclOuslv
Ittemnt to become a hvmg S\ mbol (1t thL nL\\ Lor
rOratL CUltUfL ThiS IS otten not LJ!>V '\ (i0 VL Ir old
['lant Il1Jnai--Lr who h1s ~pLnt PILCIOU'> htdL 'I 11L
OVLl "1-0 VL.1f5 tl1ml<mg Jl)out customers Will not
,>uduCl1ly hch:1\ e m a customer OnLlltLd W 1\ GUt
I h,1\ e wltnes'>Ld just ~uch .1 pu~on cham,L Jnd
dl.lI1..,L J ~reat tiL,.1l In tbat C..1SC J hIgh lLvd ot Ul

I.,CI1L v hdpLd ThL tact tlut tl1L 111 111 \\ J~ 1 P Irt ot
thL L,LllJIll~ LoJ!ItHln 11ld thL \1'>!OIl lrL ItlOIl tL 1111

d..,o hLIPLll \() dId .111 the LL1'1111111111L..1 lOll \ [HLll

Worst of all are bosses "\vho
refuse to change and \vho make

u

den1ands that are inconSIstent
\vlth the overall effort.

m~ und<..rstandmg dnd sunpoft IS tough whLn
downslzmg IS a Pdrt of the \ 1!>lOn For this n. Ison
succLs~tul VISions usudlly mdudL nLW growth po~

Slbllltlcs and the commItment to treat fairly my
one who IS laid off

Ixecutlves who commUnIcate well mcorpor.lte
mess1ges Into theIr hour-bv hour actiVIties In a
routme dISCUSSIOn about a busmess problem, they
talk dbout how proposed solutions fIt lor don't fIt)
Into the bIgger pIcture In a regular pertormance ap
pralsdl, they talk about how the employee's behav
lor helps or undermmes the viSIOn In a review of
a diVISIOn's quarterly performance, they talk not
only about the numbers but dlso about how the
dIVISIOn's executives are contnbutll1g to the trans
formatIOn In a routllle Q&.A WIth employees at
a company facIlIty, they tie theu answers back to
rene\\, al goals

In more successful transformatIOn effons, execu
tlves use all eXIstmg commurucatlon channels to

broadcast the VISIOn They turn bonng and unread
company newsletters ll1to hvelv articles about the
VISIOn They take rItualIstiC and tedlOus quarterly
management meetmgs and turn them ll1to excmng
dISCUSSIOns of the transformatlon They throw out
much of the company's genenc management edu
catIon and replace It WIth courses that focus on
busmess problems and the new VlSlOn The gUldmg
pnnclple IS simple use everv pOSSIble channel, es



•
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Too often, an employee understands the new vIsIon and wants to help make It happen
But somethIng appears to be blockmg the path

Real transtornldtlOn take::, tl 1H. Jnd.l fl.nl-\\' 11 ct
,ort nsks !O'i1111; ITIOmentun1 1 ::herr.. 'Irr.. no short
term 1;0 lIs to meet and c.dcbr ltL iVIost people
won't t,O on th ... 10n~ march u 11CS<' tllq ~LL LOIn
pdlll1g L" 1,1LICL WI thrn 12 to 2'+ month'> th It th~

•

jOUrnLV 1<., l,rottUCJnll; C'XpCCtll' c<;u!tc, \Vlthout
hOI t tum "1I1~ too l11dl1\ pLodc _1Vl un ()J Iltl\ <.

•

tent wIth the new Ideals I thmk the officer's mo­
tIves were comple}" To some degree, he did not be
heve the company needed major change To some
degree, he telt personally threatened by all the
change To some degree, he was afraId that he could
not produce both change and the expected oper
atmg proht But despIte the tact that they backed
the renewal eftort, the other otticers dId vIrtually
nothmg to stop the one blocker Agam, the reasons
were complex The companv had no hIstory of
confrontmg problems lIke thIS Some people were
afraId of the othcei The CEO was concerned that
he mIght lose a talented executlve The net result
was dIsastrous Lower level managers concluded
that semor management had hed to them about
thell commI~mcnt to renew.1l C\mCISm grev. and
~he whole etton collapsed

1n the hrst halt at a transtormatlOn, no orgamza
tron has the '1lomentum, power or tImc to get nd of
.Ill obstacles But the bI~ ones must be contronted
.md remOV~G If the blocker 1'> ..l person It IS Imoor
tant that he or she bL treated t.ur1\ and rn a Wel'\. that
IS conSIstent w1th tr-~ new \ ISlOn But actIon IS es
~entlal both to empowcr others and to marntam
the credIbllltv ot the change UtOH as d w1101<...

Error #6 Not SystematIcally Planning
For and Creating Short-Term WinS

ly Jom the ranks of those people who have been re­
sIstmg change

One to two years mto a successful transforma- I

non effort, you fmd quahty begmnmg to go up on
certam mdlces or the declme m net mcome stop­
pmg You fmd some successful new product mtro­
ductlons or an upward shut m market share You
fInd an ImpreSSIve prOdUCtiVIty Improvement or
a statIstlcally higher customer-satIsfactIon ratmg
But whatever the case, the wm IS unambiguous
The result I~ not Just a Judgment call that can be
dIscounted by those opposmg change

Creatmg short-term wms IS dIfferent trom hop- I

mg for short term wms The latter IS paSSIve, the
former actlve In a successtul transtormatlon, man­
agers actlvelv look for wavs to obtam clear perfor­
mance Improvements, establIsh goals m the yearly
plannmg system, achIeve the obJectlves, and re
ward the people Involved WIth recognltlon, promo­
nons, and even money For e"Xample, the guldmg
coahnon at a U S manutactunng company pro
duced a hIghly vlSlble and succcsstul new product
mtrodUCtlon about 20 months atter the start of ItS
renewal effort The new product v. as selected about
SIX months mto the ehort because It met multIple
cntena It could be deSIgned and ldunched 111 a rela­
tlvelv short penod, It could be handled by a small
team of people who were devoted to the new V1SIon
It hdd upslde potentIal and the '1ew product devel­
opment team could operate outSIde t~e establIshed
clcp'1rtmental structure WIthout practlcal problems
LIttle was left to chance, and the W111 boosted the
credIbilIty at the renewal proces::,
Mana~ers otten complam '1bout 11cmg torced to

produce short t<..rm Wll1S, but 1'\ l fauna that pres
sure on tlL 1 usetul dement 111 1 change cffort

i' ,,\ IlI')",l" I rVlf \\ \\ !rlll \ r ) I,
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l'll1 Ol. l..lt.l ... troplul.

V. hel" It becomes clear to peopk that major change
wtll t1ke a long tlmc urgencv levels can drop
Commitments to ploduce short term wms help
keep the urgencv lc\ ei up and torce detaIled analyt
lcal thmkmg that can cl1nfy or reVIse VIsIOns

Error #7 Declaring Victory Too Soon

After a few years of hard work, managers may be
tempted to declare vIctory wIth the fust clear per
formance Improvement Whlle celebratmg a wm IS
fme, declanng the war won can be catastrophlc
UntIl changes smk deeply Into a company's cuI
ture, a process that can take fIve to ten years, new
approaches are fragIle and subject to regreSSIOn

In the recent past, I have watched a dozen change
efforts operate under the reengmeermg theme In
all but two cases, \ ICtOry was declared and the ex
penSIve consultants were paId and thanked when
the fllst major project was completed after two to
three years Withm two more years, the useful
changes that had been mtroduced slowly disap
peared In two of the ten cases, It'S hard to fmd any

: trace of the reengmeenng work today
Over the past 20 years, I've seen the same sort

of thmg happen to huge quahty projects, orgam­
zatlOnal development efforts, and more TypIcally,
the problems start early m the process the urgency
level IS not mtense enough, the guIdmg coalmon IS
not powerful enough, and the VISIOn IS not clear
enough But It IS the premature VIctOry celebra­
tIon that kIlls momentum And then the powerful
forces assoclated with tradltIOn take over

Iromcally, It IS otten a combmatlon of change
mitlators and change reSIStorS that creates the pre
mature VICtory ceiebratlon In therr enthUSIasm over
a clear SIgn of progress tt-e m''"Iators go overboard
Thev are then jomed bv reSIStorS, who are qUIck to
spot any opponullltv to stoP change After the cele
branon IS over, the reSIstorS Domt to the VICtory as
a SIgn that the war has been won and the trOOps
should be sent home Wean troops allow them
selves to be convmced that the\ won Once home,
the tOOt soldIers are reluctant to chmb back on the
~hIPS Soon thereatter change comes to a haIt, and
traditlon creeps back m

Instead of rleclanng VIctory, leaders at successful
dtons use the credIblllt;, <lttorded by short term
\\ InS to t:1ckle even I) gger prOblems They go after
.,vstems and stluctures that are not conSIstent with
the transtormatlon VISIOn anJ have not been can
tronteJ bdUlC The. \ pav grc:1t attentlon to who IS
promoted, \\ ho IS 11 led ,H'd how people are devel­
oped Thev ll,cIudL I1L \\ re.e.ngmeenng proleCtS that
<.lr~ I. \ Ion blggU 111 ~Cl)n~ t'11P thL InJtlal oncs Thev

•

•

•



trADING c. HANG[

Ul1tlerstand that renew1l etfort~ t1kc not months
bu t >- e,us In fact, In one ot the most successtul
transform,:mons that I have ever seen \\ l quantI
lIed the amount of change that occurred e.lch year
over a seven year penod On a scale of one Ilow) to
ten lhlghl, year one recel'\, cd a two, yedr two a four,
year three a three, year tour a seven, ye.lr t1\ C an
eIght, year SI},. a four, 'md year seven a n\ 0 The
peak came 111 year fIve, fully 36 months 'ltter t~e

hrst set at vlSlble WInS

--- --~~---

to dISCUSS why pertormance was ll1creasmg The
company ntwspaper ran ,uucle after arucle show­
1l1~ how changes had boosted earmngs

The second factor IS takmg suffIcIent tIme to
make sure that the next generatIOn of top manage­
ment really does persomfy the new approach If the
reqUlrements for promotIOn donlt change, renewal
rarely lasts One bad succeSSIOn declSlon at the top
ot an orgamzauon can undermme a decade of hard
work Poor succeSSIOn decIsIOns are possIble when 1

boards of ducctorl> are not an mtegral part of the re- I
Error #8 Not Anchonng Changes newal effort In at least three Instances I have seen, 1

In the Corporation's Culture the champIOn for change was the retmng execu I
In the fInal analySIS, change stlcks when It be ~:~:~~:;~h~~:~g~I~~:~~~~~\;~~:~~\~~e~~a~~~ I

comes lithe way we do thIngs around here," when It dId not understand the transformatIons m any de I
seeps Into the bloodstream of the corporate body tall, they could not see that theIr chOIces were not
UntIl new behaVIOrs are rooted In socIal norms and good fIts The retmng executIve In one case tned
shared values, they are subJect to degrad.dtlon as unsuccessfully to talk hIS board Into a less seasoned \
soon as the pressure for change IS removed candIdate who better persomfIed the transforma- I

Two tactors are partIcularly Important In mstltu- tIOn In the other two cases, the CEOs dId not reSIst I
tlonahzmg change In corporate culture The tIrst IS the boards' chOIces, because they felt the transfor- I
a conscIOUS attempt to show people how the new matIon could not be undone by theu successors
approaches, behaVIOrs, and attItudes have helped They were wrong WlthIn two years, SIgns of re- 1

Improve performance When people are left on theIr newal began to dIsappear at both compames \
own to make the connectIons, they sometlmes ere
ate very maccurate lmks For example, because re- There are stIll more mIstakes that people make, I
suits Improved whIle chansmatlc Harry v. as boss, but these eIght are the bIg ones I realIze that In a
the troops lmk hIS mostly IdIOsyncratIc style WIth short artlcle everythmg IS made to sound a bIt too
those results Instead of seemg how their own 1m simplIsuc In realIty, even successful change efforts
proved customer serVIce and productiVIty were 111- are messy and full of surpnses But Just as a relatlve-
strumental Helpmg people see the nght connec ly Simple VISIOn IS needed to guIde people through a
tIOns reqUIres communiCatlOn Indeed, one company major change, so a VISIOn of the change process can
was relentless, and It paid oft enormousl.... Tune reduce the error rate And fewer errors can spell the
was ~~ent at every major management me~111~_~_fi~encebetween success and faIlure C7 I

___;P"'-~_~"''''' =
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TransltlO" u a ''"Ithy .rut frrqllnrtly trGlImatlc pro,as I,p'/I'II""Y d'I/'''"' from
Simpl, dUlnl' U"4trsta"41"' th, vanollS GSptcts of
tlus ,roctJs clln 0' IIstflll In

Managing Organizational
Transitions

e 1984 wIn"", Itld."

~~~~rl~~t permlSSlon recelved from Wl111am Brldges A 3, 1995
Bndges, Managlng TransltlOns, Addlson-U;Sl~~, 1991)
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WIlham BrIdges

mU~f11 ~ prnent~bon on oraamullonaJ trarm­
bon to the INnaselMnl team of ~ IMJe .ero­
spice corporation a Ne', Yorker cartoon was
u$Cd ~s • handout The cartoon showed a
heavy man slouchlnllft an overstuffed chait
hIS despalnna wafe was saylne. 1f Coca-Cola
can chanse after aU these )'urs why can t

)'Our
It was a nice summary of a complex

and often forgotten Idea that thlnp can and
do change quackly but that ~ple do not­
even though they aft under strong pressure to
do 50 But events ybot1led the presentatIon
The day at was made morning ~pers carried
the story or the deciSion to btlng back the old
Colee Such IS the bte of anyone who tnn to
work With changel

Social and lechnologlcal change IS

an old story In America an some ""ays It IS ,h~

American story A hundred and Mty ~al"5

ago tM French author AleXIS de TocquevlUe
noted 1ft hiS diary

10m of:no under anolNr sky ,laCftf III 1M IIhCIdIt
olin 11...'a)~ IftOV"'llCtM IutllMll cln~n by IN If

fftlsub ~ lorrmt wJucIl chws .u about Iv", dw
AlMnc..'" has no hIM 10 br IlIIftM'1f 10 ."Ydl.l~ N
p ...' IcaaSIOmed only 10 dlanp and mcb IIy ...
prdlftJ II as. 1M Nlural Sl.~ of JUn Ht fttls IN

MId of II more N Iowft It. for the lNtab,IaIY INItld

01 .'''"11''1 cit...." 10 hatft. IftlN 10 It.., "'reh 0IIIIy
10 IIW'acW. an aboul .....

The abalaty and wdbngnns to
chang~ have always been pr~requJSltes for
takane part In the AlMrscan Dream In the
Old \\orld respect came from a valuable hen­
tage and any change from that norm had to
be lusttf"d In Amenu however the stalus
quo ',u no more than the temporary product
of ~st changes and.t wu the fnls'tanct '0

cJaa'li" that d~mandedan explaNtIon A faJl
ure to change with tM lames was more than
Just ~ pnv~te misfortune It was a soclany and
organizationally subversive condition Th,s
attitude stan pel"5lstS In Amenca putlcularly
an the corporate world

BEST AVAILABLE COpy



Change In the current corporate

landscape IS the rule rather than the excep­

hon The general economy expands and con­

tracts and everyone adjusts accordmgly WIth

some IndlVlduals benefltmg and others suf­
fenng foreign competltlon undermmes the

domestic auto Industry settmg In motion a
dominO cham of effects that reaches far do""n
Into the IOdustnal economy as a whole Of­
fice computers and assembly Ime robohcs
make new procedures advantageous and
tradItIonal offIces and productlon hnes are
changed to take advantage of them The
government regulates some mdustnes and
deregulates others and the affected compa­
mes respond by struggbng to change theIr

tachcs pohoes and pncmg Government
agencIes themselves are buffeted by change as
appropnahons are cut and cItizen concerns
become more InSistent, hke all other parts of
the orgamzahonal world they change m or­
der to cope WIth change

It IS dear that our corporations
nonprofIt mstltutlons and pubbc agencIes
need to change what IS less clear are the
stages that mdlvlduals go through m the pro­
cess of change "The most cntlcal problem ex­
ecutIves have IS that they don t understand
the po~rful Impact of change on people·
says Harry levInson the mdustnal psycholo­
gIst l1ke the rest of us executIves have been

Wise about the mechaniCS of change and stu­
pId about the dynamICS of transltlon That
stupidIty IS dooming many of theIr change ef­
forts to faIlure

THE DUH:1tENCE BETWEEN

CHANGE AND TRANSITION

Smce duznge and tnznsltlon are often used m­
terchangeably let me danfy the dIfference
between them Change happens when some-

thmg starts or stops or when somethIng that

used to happen m one way starts happenIng

m another It happens at a partIcular time or

In several stages at dIfferent tImes Organiza­

tlonal change IS structural economIc tech­

nologIcal or demographIC and It can be
planned and managed on a more or less ra­
tional model move Actlvlty A to SectIon B
and dose Sechon C start up automated
productIon In Department 0 lssue bonds to
raIse money to open Branch E and so forth

Transition on the other hand IS a
three-part psychologlcal process that extends
over a long penod of time and cannot be
planned or managed by the same rational for­
mulae that work WIth change There are three
phases that people In tranSItion go through

1 They have to let go of the old situation
and (what IS more diffIcult) of the old zdentzty
that went With It No one can begin a new role
or have a new purpose If that person has not
let go of the old role or purpose first Whether
people are moved or promoted outplaced or
reassxgned, they have to let go of who they
were and where they have been If they are to
make a successful transltlon A great deal of
what we call resistance to change IS really dlf­
fJculty With the £1r5t phase of transItion

2 They lurtJe to go through the -neutnzl
zone- between theIrold realIty and a new Teal­
zty that may still be very unclear In thIS no­
mans-land In time everythmg feels unreal It
15 a time of loss and confusIon a time when
hope alternates WIth despaIr and new Ideas al­

ternate WIth a sense of meamnglessness a
time when the best one can do sometimes IS
to go through the motions But It IS also the
time when the real reonentatlon that IS at the
heart of transItion 15 taking place Thoreau
wrote that ·com grows m the mght • and the
neutral zone IS the mghttlme of transItion

3 They have to mlZke a new begInning a
beginrung that 15 -much mOR than the rellZ-

•

•

•
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tl'vely sImple -new start- requITed In achange

The new beglnmng may Involve de"elopmg

new competencIes establtshmg new relation­
shIps becommg comfortable wIth new poh­
cles and procedures construchng new plans
for the future and learmng to thmk In accor­
dance wIth new purposes and prlontIes
TradItIonal socIeties caned thIs phase "bemg
reborn ~ and such socIeties had ntes of pas­
sage to help the indIvIdual WIth that -rebIrth ­
Our sOCIety talks Instead of -adJustment - but
that concept does not do JustIce to the strug­
gle many people go through when they begm
agam after a wrenchmg ending and a dls­
onentlng penod m the neutral zone

It IS thIS three-phase reonentatlon
from an old to a nev. way of bemg that or­
ganizational leaders usually overlook when
they plan changes The planners work hard to
show why the changes are good they budd
coahhons to support them they work out
PERT charts to schedule them they see that
the necessary funds are appropnated to pay
for them thev assIgn managenal responslbtl­
tty for Implementmg them And they mum­
ble darkly about selfIshness stupldlt} and
treachery v. hen the people affected by the
changes slow those changes down makmg
the planners spend more money than they
had forecast In the end these same people

may even abort the very changes on whtch

the orgamzatIons future depends
An example of thIS resIStance can be

found m the Army s lengthy (and ultlmatel}

successful} attempt to replace the Colt 45
handgun WIth the 9 mm pIstol The Pentagon
had been trytng to replace the 4S for years
the ftrst recOMmendatIons date from the
1930s The arguments were ImpreSSIve The
45 v.as heavy and hard to shoot accurately

It was hable to strange malfunctions It dId
not correspond to any weapon our alhes used
and therefore tts parts were not interchange­
able v. Ith any of those weapons fmally It was
desIgned to be used as an early twenheth cen­
tury cavalry weapon not a modem handgun

WIth so many arguments agaInst
the 45 one may wonder why there was so
much resIstance to replacmg It There were tn

fact several reasons A 9 mm replacement plS­
tol v.ould probably have been of European
desIgn In fact an haltan desIgn was fmally
selected In addlhon cntlcs of the 9 mm
scornfully called It -the womens c..rtndge ­
suggesting that the weapon debate was bur­
dened by the deeper Issue of women In the
-mans army - Finally the Army could not
agree WIth the AIr Force or the Navy on the
speoftcatlons of a new weapon It became
clear that something more than technical 15-

•

"Change occurs when somethIng starts or stops;
zt can be planned or managed on a ratzonal

model. .. Transztzon IS a three-part
psychologIcal process, zt cannot be planned
or managed by the same ratIonal fern1ulae."
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sues was Involved when the Army accused the
Air Force of USIng -nonstandard mlhtary
mud- In a test to sImulate dIffIcult fmng con­
dItIons Clearly the 4S was not Just a
\.. eapon It was a symbol of an Identity To let
go of that weapon was 10 essence to end that
IdentIty

It lSeasy to CriticIze thIS dlfftculty In

letting go of what to most of us IS outmoded
-reahty· But that IS because we are not
directly Involved In the situation One need
only catch oneself holdmg on to an Irrelevant
reahty to understand that problem and any­
one who works effectively WIth transltlon­
related ISSUes probably feels consIderable
sympathy for people who fInd trans]tlon dlf­
fJcuit My decls]on to work WIth organJZa­
tlOns ]n tranSItion probably comes m part
from my own d]fftculhes In thIS area and the
sympathy that these dlff]cultles engender

THE PHASES OF ORGANIZATIONAL TRANSITION

The ·Endlng Phase·

In my work over the past twelve years wIth
more than S 000 indIVIduals 10 trans]tlon I
have found that most people were very
reheved to be able to Identify and dISCUSS the
tranS]tlons they were gomg through Such
dISCUSSion surfaces WIthout promptmg, as
one can see from the results of a survey of
AT&T employees In the wake of d]vestlture
Here IS a typIcal response

I f~lt hk~ I had gon~ through a dlvorc~ tNt n~lth~r

my W1f~ nor my chlldr~nwant~ It was forced upon

us by somr v~ry powerful outsld~ force and I could

not controllhe outCOlllt It was bke wakmg up m fa

mlhar slllJ'oundmgs <Such as your homel but your
family and all tNt you h~ld dear w~re mIssing

Other common metaphors are death bereave­
ment the loss of a hmb the destructlon of a
home and the end of the '"orid
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I have found ]l useful m dlscusssng
such feehngs of loss to descnbe them as hav­
mg three aspects

1 DISengagement V\'halever the part]cu­
lars of the slluahon there IS a break an ·un­
pluggIng - a separahon of the person from the
subjective world he or she took for granted
Some people are relahvely self-eontamed to
begm wIth and they may not be so dIsmayed
by thIS break But people whose personal
secunty IS tIed to relatIonshIps and feehngs of
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beJongmg to status and role, are qUite un­
done by disengagement Transition manage­

ment must begm with the ablhty to foresee

the Impact of chsengagement and to fmd ways
of countenng Its deblhtatlng effects It often
helps to Identify continuIties that balance the
losses to reemphaslZe connections to the
whole as connectIons to the parts are broken
to encourage people to talk about their feel­
Ings of loss and to give temporary people
temporary supenors who are sensItive to
their sItuation People are In mournmg dur­
mg thts time and so managers and SUpervI­
sors need to expect the behaVIOrs that are
commonly associated WIth mournmg demal
anger bargammg gnef and the despair that
comes before fmal acceptance

2 Dl5ldenttfzcatzon One of the fIrst losses
many transltJon IS the sense of ones Identity
10 the former situation As I noted earher the
old Identity must go If there IS to be space for

the new one but that fact does not keep the

dlsldentulcatlon process from bemg very

paInful and even temfytng One can see the
Impact of dls1dentlftcatlon m companIes that
shut from tradItional functional organ1Z3­
tlonal hnes to strategic bUSiness untts and
thereby undermine the traditional Identltles
of engmeers accountants and other profes­
SIonals who no longer have a clear sense of
who they are It IS also pamfully evident
when people approach rehrement and begm
to wonder who they win be Without theU' par­
hcular JObs and orgamzatlons The problem
can be converted mto an opportunIty how­
ever, u people are gIven assIstance m redefm­
mg themselves and thelt future dIrectIOns
New trammg opportUIUhes and a chance for
Me- and career-plannmg can often tum dls­
IdentifIcation mto the begmn10g of a new
Identity

3 DlSenchantment Every reahty gIves
meanmg both to peoples expenence and to
theIr way of respondmg to that expenence
But when bIg changes occur that meamng­
makmg capaoty breaks down Thmgs dont
make sense any more-or they make only
some temble and madnussable kmd of sense
as m thesusploon that a persons Job has been
a sham and that that persons supervISOr has
been decelvmg him or her aU along Such
thoughts occur to almost everyone at some
hme or other dunng a pamful endmg, but If
there really has been deception dtsenchant­
ment can become an overwhelmIng expen­
ence - as It was for some E F Hutton workers
dunng the check-kltJng investigation or for
some NASA employees In the aftermath of
the shuttle explOSIon The only way to deal
With d15enchantment IS to allow the hurt to be
expressed Internally no matter how thiS ex­
pressIon may affect the orgamzatlonS lead­
ers and to have those leaders make an honest
statement to the employees Quick frank



full commUnIcatIon lS essential as IS rapId ac­
tlon to correct whatever sItuatIon led to the

disenchantment 10 the fIrst place

The Neutral Zone Phase

There lS no dear dlvlslon between the fIrst or
-ending- phase of transitIon and the second
or -neutral zone- phase The mourning for
what has been lost the confuslon over lden­
tlty and the bitterness of disenchantment WIll
flare up penodtcall, hke an underground fue
that can only burn Itself out But With tIme
there 15 a shut from the old task of letttng go
to the new task of croSSIng the -neutral zone ­
that wtldemess that hes between the past
reahty and the one that the leadershIp claims
15 Just around the corner

Neutral zone management must be­
gIn WIth an acknowledgment that thIS zone
eX15ts and that It has a constructIve functIon
m the transltJon process It IS dIffIcult for
most of us to make such an acknowledgement
for two reasons FIrst the Western mmd sees
the psychological emptiness of the neutral
zone as somethIng to be fdled WIth the nght
content We have no word or concept that IS
slmJlar to the Japanese word rna, whIch refers
to a necessary pause that one must make In

walhng for the nght moment for action
Where we would talk of -emptzness - the Jap­
anese would say -full of nothmg - N:--edless to
say the Japanese understand the neutral zone
far better than we do

;;urthermore people do not ....ant to
accept the reality of the neutral zone because
they are afmd that they WIll succumb to It
ProductiVIty and effectiveness are hkely to
break down In the neutral zone but thlS hap­
pens whether ltS eXistence IS acknowledged or
not Talkmg about It SImply makes people
reahze that they ue neither lsolated nor 10-

sane Such dlscusslon removes extraneous IS­
sues and may even speed up the process or re­

onentatlon Thus we can help people maKe

sense of the neutral zone expenence by
descnbmg It In terms of the followmg three

condltons
1 DtsoTlentahon The neutral zone IS an

10tenm penod between one onentatlon that
IS no longer appropnate and another that
does not yet exISt This penod has a function
that IS remInIscent of the situation In Robert
Frost s poem "'Duectlve - The poem 15 about
a confusIIl8 Journey mto the backcountry of
New HampshIre and the mind a JOurney that
leaves behmd the known and that leads to the
dlSCOvery of something new At one turnIng
poInt In the Journey Frost says to the reader
"'You re lost enough to fInd yourself now·

2 DISintegration The neutral zone 15 a
stage In whIch -everythmg has fallen apart ­
(Some vanant of that phrase WIll be heard
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agam and agam during thIS phase of or­
gamzahonal tranSItIon) ThIS IS potenhally a
creative disIntegration but It IS still a very
fnghtenIng expeTlence The breakdown of the
old structure and the reahty It held In place
creates a sort of vacuum a Mlow-pressure
area- m the person and the orgamzalJon that

will attract bad mtra- and mterpersonal
weather from aU sIdes Old Issues that Indi­
vIduals and groups ha~e apparently resolved
suddenly return to haunt them Long-dor­

mant anxieties and antagomsms are stIrred

up and unless people can understand why
thiS IS happemng they are likely to conclude
that Nthe end IS at hand .. At such a lime there
1S a strong temptation to leave the organlZa­
bon and many resignations can be traced to
thIS turmoil But If people can recogmze thIS
as a transItion-generated condition that wIll
pass most will be able to nde It out

3 DIScovery In the anCient ntes of pas­
sage that used to carry a person through
penods of transition the neutral zone was
spent In a bteral"nowhere .. There In the des­
ert or Eorest or tundra the person could break
away from the social forces that held hIS or
her old reabty In place and a new reahty
could emerge The neutral zone wdderness
was believed to be a pomt of closer access to
the spmts or the deeper levels of reahty and
so the PlainS Indians called the Journey mto
the wildemess a "Vls,,,n quest ..

One does not have to accept the
ancient behefs to recognize that the neutral
zone IS shll a place of discovery Studies of
creativity al ....ays emphaSize that the creatIve
solution comes from the psychological
eqUIvalent of the neutral zone In hiS hst of
the maIn obstacles to creativIty the psychol­
ogist Richard Crutchfield shows that unless
one can get IOto the neutral-zone frame of
mlOd ones responses are likely to be conven-

tlonal rather than creatl\e The fIrst two ob­
stacles he hsts have to do WIth problem clar­
Ity and understandmg but the remalmng
three are (1) ngldlty ar d the Jnablht~ to put
aSide popular assumptions (2) lack of a
penod of 1I'C:ubatlon so that problems can SIt
10 the mmd for a while and (3) fear of reac­
tIon to unconventIonal Ideas (CIted m Harry

levtnson E:reClltlve Han.-ard Um"erslty Press
1981) There IS hule ,.. onder that we need
to lose ourselves In the v.lldemess to hnd a
new IdentIty In the wtldemess one can turn

mward to mcubate an embryOniC Idea and
popular assumptions and reactions to uncon­

ventional Ideas no longer eXIst

"The VlSlon or New BegInnmg

Just as an orgamzatlonal transltlon must be­
gm WIth an ending It must also end With a be­
gmnlng With our cultural bIas toward the
new v.e Amencans are always marchtng ott
on new ventures Without bothenng to end old
ones Perhaps that comes fron our frontier
days when Amencans could usually wall..
away fro"Tl a SItuation and start over agam
elsev. here Without acknowledgmg the end­
109 Whatever the reason Amencans often
fall to understand that theIr maIO dIffIculties
WIth makmg new begmnmgs come not from
a dIffIculty with begmnmgs per se but from
a dIfficulty With endmgs and neutral zones
TranSItion managers must aVOid that trap b..
Implementmg certam activIties that WIll com­
pensate for the losses people suffered m the
endmg

1 If loss of turf IS an Issue mterest-based
not posItIon-based negotiation IS essentla) If
responslblllties and benefIts are to be reallo­
cated In ' .. ays that people feel are eqUItable

2 If loss of attach""'1ents IS an Issue T1tuals
to mark those endmgs and team-bUIlding to



reattach the person In a new {:" lace are effe(;
tlVe In addItIon the natural mourning pro
cess must not be shortened so that people
may fully recover from theIr losses

3 If loss of meaning IS an Issue a meamng­
based rather than an Informahon-based com­
mUnicatIons campaIgn IS Important This
campaign must begm by confronting the prob
lem that the organtzahon IS facmg rather than
by sImply explalnmg the solution that the
leadershIp has dIscovered

4 If loss of a future IS an Issue career- and
hfe-plannIng opportUnities can help people re­
cover a sense of where they are gOing and dIS­
cover their place In the new order

5 If loss of a competence-based Idenht) IS
an Issue trammg In new competenCIes - SOCial
as well as techmcal- IS essenhal If people are
to retain theIr conftdence The need for such
tralnmg mIght seem obvIOUS however people
are often mformed that they must acquire new
skllls WIthout being told how to develop them

6 If loss of control IS an Issue any pOSSIble
Involvement In creahng the future WIll help to

compensate for the loss ThIs must be a real 10­

volvement however not a last-mmute 1ets­
hope-they-don t-mess-up-our-plans· InVItation
to contnbute Ideas

7 If loss Itself IS an Issue all such losses
must be recogmzed and acknowledged
!\othlng turns people off faster than a pep
talk about how everythmg IS happenmg for
the best unless It IS the adVice that they
should ·thmk pOSItively· In a painful and In­

tlmldatmg SItuation
The new begmnlng when Its time IS

npe must be bUIlt upon the new onentatlon
and IdentIty that emerge In the neutral zone
The catchword today for that new reahty IS
«the vIsion « and an orgamzatlon 5 VISIon of
Itself - as articulated by Its leadership - IS the
foundatIon upon which Its future must be
formed In tryIng to create and communicate
such a VISion however an orgamzatlons
leaders must remember several thmgs

1 A new VISIon can take root only after
the old VISion has dIed and been buned To
forget that IS to court the kInd of backlash
that Archie McGdl expenenced In trymg
prematurely to instIll hIS vIsion of an
mnovatlon- and marketmg-onented culture
at Amentan Bell In the early 19805

2 In spite of the dIagrams depIcting or­

gantzattons as ftelds full of arrows that all
pomt the same way a VISion and the culture
that develops from tt do not remove all fae-
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"[D]zffzcultzes WIth nlaking new begznnzngs
come not from a diffzculty wzth begznnzngs
per se, but fron1 a dIfficulty wzth endzngs
and neutral zones Transztzon n1anagers
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bons and fonns of Opposition In fact a cul­
ture IS not a pattern of total agreement but a

dla]og..e between opposmg forces that agree

on the nature of their OppositIon Culture
change IS really a shIft In the defInItion of the
0ppOSltlon and In the terms of the dlalogut'
not a conversion process m which a group of
Sauls see a burnmg bush and become smgle­
mInded Pauls

:3 VISIon IS a concept that appeals prImar­
Ily to what Carl lung called the "mtultlve
function • This way of percelvmg deals not

With the det'llls of the present but ~ Ith the
general shape of the future Research has
shown, however that although a high per­
centage of organIzatIonal leaders are'lntul­
tive types" about three-quarters of the em­
ployees In most large organIzations are
"sensation types " These are present- rather
than future-onented indiViduals who do not
use IntuItion as often as IntUJtIve types and
who are not as Impressed by Its results The
vIsion must therefore be supplemented by a
clear plan and the big picture by many small
examples If the maJority of employees are
gOing to accept them

4 To comphcate matters further both the
VISion and the plan have to be spelled out In
two different forms for another of Carl
lungs dtscovenes substantIated by thou­
sands of tests 15 that people make and carry
out decISIons In two dIfferent ways Some
conSider situations Impersonally according to
pnnaples and categones These ·thlnktng
types" wtll want to know how the future WIll
work and what the 10gJCal reasons for the
changes are "feeling types • on the other
hand deCide and act on the bas1s of personal
values and the mterpersonal aspects of a sttu­
ahon They wdl be more concerned With
what the future 1S gOtng to "feel hke· and how
everyone Will ht tnto It These different types
·see· VISions qUIte differently

5 fmally both types of people are gomg

to feel overwhelmed If the VISion and the new
reahty It portrays are ver". different from cur­

rent conditions As Um\erslty of Texas psy­

chologist Karl Weick has shown In hIS artlcle
·Small WinS Redeftmng the Scale of SOCial
Problems· (The Amerrcan PsychologISt Jan­
uary 1984) organizations often move faster
In a new dIrection If the; fonow what he caUs
the "Small Wms· PrinCiple In addition to the
overall goal the organizational leadershIp
needs to Identify a fe~ "concrete complete
Implemented outcomels} of moderate Impor­
tance {that WIJI) produce VISIble results·
If people are not to lose their momentum
when their early efforts at makIng the new
begmmng fall short of the VISion

QuESTIONS FOR TllA~srno, MANAGUS

In dosmg let us look at the management of
orgamzatlonal tranSitIon from a somewhat
more general perspective People who are
responSible for leadmg or managIng an or­
gamzatlonal tranSition need to ask them­
selves these questIons

1 Have 1 Included tranSition plannmg m
my planmng for the changes that lie ahead of
us? That means systematically foreseeIng
who Will have to let go of what If the planned
changes are actually gOIng to work It means
predlctmg the resources that people wlll need
for the wlldemess expenence of the neutral
zone Finally It means gOing beyond the VI
S10n and plan for the change to a d~lgn for
the process a deSIgn In ~hlch the VISion and
plan are actually con\erted mto ne~ behaVior
and attitudes

2 Haoe I created a translhon-mondonng

system to keep tracJ... of u.nat transition IS ac­
tually dozng to the orgarJIzatlon as Jt unfolds
through Its three phases' Only 10 that way
can one be sure that people aren t getbng losl
In the shuffle that communJcat1ons are really



• understood and that plans are really bemg
put mto actIon

3 Have I made sure that managers and Sll

per ISOrs are bemg tramed to facIlItate transI­

tIon ratller than merely to make c1lange hap

pen-, Organlzatlonal leaders and outsIde
consultants ahke can too easIly become en­
amoured of change-agentry H forgettmg how

much easIer It IS to prescnbe a change an

someone else than It IS to effect a change In

oneself
'* Ha,)e I really looked at how [ w111 need

to c11ange If 1am to function effectively m the
ne-..v system 7 Organlzahonal leaders who do
not do thIS are undermlnmg theIr preachang
' .. Itn then example Furthermore they tend
to proJect theIr own problems onto others
and fall to legItimIze tranSItIon management
as a c"tlcal aspect of organszatlonal change

5 Have 1 taken pazns to commUnIcate ef·
fectlvely the changes and the tranSItions they

Will requlre'1 There are some secondary ques­
hons here (l) Am I gIVing as dear a pIcture
as I can of the what when how and why of
the changes' (2) Am I recogmzmg that dIffer·
ent types of people are concerned about
dIfferent aspects of the change - or am I Just
saymg what I would want to hear? (3) Am I
remembenng that no commU01catlon IS com­
plete until the sender knows that the receIver
has the correct message and has had a chance
to reply? (4) Am I relYing on the old commu·
mcallon channels to gIve and receIve mes­
sages or do I need to create new channels?

6 Am 1uSing tJlIS present tranSItIon as an
opportunity to redeSign the polICIes proce

dures systems and structures to make the

orga71lZatlon more transItIon-worthy In the
future '1 If not I WIll have mIssed a great op­
portunity for the organizations that wllilead
theIr fields tomorrow are the ones that are
now creatzng ....ays of gomg through transl
hons successfully

In these turbulent tImes the abIlity

to change frequently and rapidly IS a require
ment for survival Ho.... ever successful change
requIres many mdlvldual tranSitIons Since
unmanaged transItions lead to unmanageable
change tranSItion management must rank as
one of the key executive skIlls that ,.. III be
needed In the years ahead
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Yes

Managing In a World of Nonstop Change: A Checklist

No

Have I accepted the fact that nonstop change IS the unavOIdable
reality today, or am I stili fIghting It?

Am I orchestrating my tranSition management tactics effectively,
shifting from change situatIon to change situation and from an
ending here to a beginning there?

Do I have an overall design In which this particular tranSition makes
sense?

If I do not have such a design, am I working to create one for
myself and my people by "connecting the dots" or Identifying the
"end of a chapter"?

Am I being careful not to Introduce extra, unrelated changes while
my people are stili struggling to respond to big tranSitions?

Am I watching out that I don't stake too much on a forecasted
future?

Am I making (and asking others to make) life-cycle projections to
Identify and start creating replacements for poliCies, systems and
structures that have passed their mldllfe pOInts?

Do I Include worst-case scenanos With my change management
plans, both for their own sake and as "contranan" forecasts?

Am I planning and managing the tranSition from "occasional
change" to "change as the norm" and encouraging others to do the
same?

Do I honestly think of the status quo as a temporary and expedient
resting place In a time of constant change?

Do I talk of change as the best way to preserve the essential
continUity of the organization?

Have I c1anfled the mISSion of my orgamzatlon and helped others
under me to do the same for their level of the organization?

Are these miSSions distingUished from our obJectives?

Do I have a deep feeling for thIS miSSIon or am I merely mouthing
words?



Have I worked hard to unpack old baggage, heal old wounds, and
finish unfinished business?

Do I regularly work to sell the organization's problems?

Do I look at my own organizational environment as a challenge and
encourage others to do the same?

Do I respond to these challenges creatively and help others to do
the same - or do we get caught up In competitiveness for a piece
of a shnnklng pie?

Am I actively working to rebuild trust In the following ways

1 Being very careful to do what I say I Will do?

2 Listening to people carefully and letting them know what I hear
them saying?

3 Asking for feedback and acknowledging unasked for feedback
on the subject of my own trustworthiness?

4 Understanding what matters to people and working hard to
protect whatever IS related to that?

5 SharIng myself honestly (Without letting honesty be a cover for
hostility)?

6 RememberIng not to push others to trust me further than I trust
them?

7 Trying to extend my trust of others a little further?

8 Not confusing being trustworthy with "beIng a buddy"?

9 Not being surprised If my trust-buIldIng project IS viewed a bit
suspiciously?

10 Constantly reminding myself, ''Tell the truth"?

Yes No •

•

Final Questions

What actIons could you take to help people deal more successfully with the
nonstop change In which your organization currently fInds Itself? What could
you do today to get started on thiS task?

Wnte yourself a memo or send yourself an e-mail today to read when you
return

Excerpted from Managmg TranSitions
by Wilham Bridges
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Creating Critical Mass
To Support Change

(gJOM D Adams, PhD·
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M
osc hkdy everyone of us has
had the (ruscn-ClOg expert­
ence of helpmg to create ~n

~ct1on plan dunng an off sIte sessIon
\'lnl\ to have It filed awa) :lnd forgot
ten upon return to the work site \Ve
h:n C :11S0 prob2bly felt frustr:ucd at
tlO~ much longer maJor orpn12a
tlonal changes take than v,"a$ ongl
nal1l antICIpated It should be axi
om:ltlC to us b} nOw that any social
~\stcm Win de\clop 4. tremendous
.lmount of status quo • inertia In Its
p:lttcrns of operation IndiVIdual
habit p:mems group norms and or
S:101utlonal culture are all expres­
Sions of thIS axIom

ThIS mCrtla or InVestment In the
us quo extends the urne It t2kes to
Ipl~te n:Organluuons and mer

gets frustr:ztes man1gers ~ ho want to
Implemcnt ne~ programs orpoliCIes,
:md frequentl} auses the V2rlOUS cul­
t Ur31 ch:mge and development pro­
~rams propounded by organIZation
de\ elopment practitioners to receive
:l fla' or of the month response

There :lre man} reasons for thIS
Inertia Tbedvozmlcsofan) organlu­
lon:ll s}stem wdl create self regulat­
ng :lnd self correctsng mecharusms

'-\ hll;h tend to protect the Status quo
It IS eS5~nI1:11 that these mcc:hanlsms
"'l~ :lddressed If any slgmficaot change
dfort IS to succeed But that explora­
::ton IS :-OOT the purpose of thIS artlc:ie

There: are also a number of cogm
e1\ e structures. such:u beliefs, :15­

~umpt1ons e~pec;troos etc plus
the: norms which all groups and orga
n1zatlons C\ 01\ e \\. hlch :lIsa contnb­
ute to Ihe: inertia 10 the status quo
ThiS arude suggestS Ide2S for workmg
through the status quo mc:rtta \ la
these: less tangible struc;tur~ In the
&.,nowmg paragr:lptu, three problems

log from Ignoring these processes
... e mtroducc:d One way of address
109 these problems. tbe c:reatlon and
..:1evelopment of a cfmcal mass net
work IS then presented Next a five:
:>tep lOtlUcnCC process for working

"\'10 Ith status quo mertla I~ dcscrlbed
The article close:> With :l summar)
chec;l.. list of ldc"ls for use b\ those
~ ho 't\ Ish to tnlplc:ment ch"lngc:s 10
org"lnlz mons

THRE£ CO\ll'tlO~REASO"lS
CHA~GEEFFORTSTAKESOLONG

One: of tb~ most frequent reasons
for slo\\. ness 10 Implementing orgam­
z:mon:l.l changes has to do '" lth peo­
ple s non COnsc;lOUS but h:lbuual men
t:ll patterns ThiS Automatlc Pdot

JDbn Adanls IS O,"«lor ami (". F..""d,,. of
&nbt!arl Elltrrpns#s tile all m",."al"mal
ct>nslIltt"fl Qlut l,.aln"'~r,rgalll:dll<m

\lmdsc:t CrC:2teS:l non conscIous
Inertl:l In thln~tng :md IndiVidual
beh:l\ lor patterns A ~econd reason is
the frequent bl:lS to\\ :lrd:> tr:unmg
l\ hleh assumc:. that the IdC'b agreed
to 10 the: cl:lSsroom l\ 111 fmd ready
:1t.eeptatlee: on the shop floor The
thud rcason IS a gener.tl 1bsc:nce: of
support for m:lO:l!.tmg the no\ eity
engendered b\ ch:mges The foUoVo­
Ing par:u~r:.tphs explore c:..lch of these
reasons for contmued Ine-rtl:l :md then
dc\e1op a baSIC set of Crltena for
c.re:a.tmg :l. critical m:l55 network of
people \\ ho arc: fulh In support of the
deSired ch:l.ngcs

The automatic pilot mlndset

To lUUStr:ue v. h:lt I me:m b) [hls
phr:lse plose put thiS paper do"- n
and qUlcklv {old \ our arms "low
rc\ erse the w:lV the, :lt~ folded pI:1c
tng ) our other arm on tOP :lnd note
hov. thiS feels Most of 'OU will c:'C
penence the second w:n of foldtng
\our ~rms :l..S betng a~kw:lrd or un·
comfortable It v. ould probabl) take
) ou qUIte: :l long tune to get used to
foidtng ) our arms thlS new W:l) :r.nd
to tease foldmg them In the until
nO\\ famIhar W:l\ ThIS lllustt'ues
how our habu pau~rns ~ork We
don t ha, e to thtnk about how W~ fold
our :trrns :md ~ hen 't\ e do con­
sCloush choose to fold them lQ the
re\ crse ""':it) It lUst doesn t fed nght
E\ cr} one of us h:as m} [lads of beliefs
\o\1ues 2nd :umudes th:u are operatIng
In :l slml1:1rlv non conscIous way :l.t a.1I
umes subtlv tnfluenclng how we att
:md the results \\c get The longer we
hold a behef th~ more: conslStentlv tt
tends to be supported In our expen
cnee and the more It IS remforced as
the truth ThiS IS the: essence of the self
fUlfllhng prophe:cv first l\ e must
r:use OUf 3utOm:mc pilot patterns
to consciousness and then v. c must
be: qune diSCiplined If \\ e are to suc
cced In cre:a.ttng ne\\ habIts

The same thIng IS tcue on the group
and orgaOlzauon:l1 lc\ e:ls Here IS an
c~:lmple In rc:'uev. 109 the results of
3n aunude sun e) St\ eral ) ors ago
With a rese:trch and de\ (topmenr
(R&D) chem It \\ as determtned that
the: most negative Item on the sun ey
~as You only get feedb:ack around
here "\'10 hen ) ou sere\\ up There "\'10 as
unanimous agreement that thIS must
t:h:.tnge f\et)one felt that In order
to be: more: Inno"-:lu\ c and do better
R&D an occasIonal th:tnk you or

\\ ell done \\ c:re dcslCablc: lq.. ~ fol
lov. -up meeting SIX weelr;s lattt:S we
found that no one ~:as giVing any
positive performance feedb2ck Su­
pen 1S0rs felt thcy might be: taicen
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HOW \tANY DOES IT TAKE TO
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A crJUQI mass of 5UppOr{~rs IS that
number reqUired for :l change g021 to
be: sure of belng re:lched The effort
becOlnes self susutnmg and no long
er needs 10 be kept ain e througb
constant \ Igll:mee It IS unclear JUSt
wh:at percentage of an orgafUZ:lUOn :.
emplo\ ees constitute :1 crmcal m:lSS

but It IS otten said that" hen 20% of
the empio\ ees get soladi", behmd :an
Idea success In unplemenung that
Ide11s assured Th~re IS prob;lbly :llot
ot' \ :afl2nce :lround thiS figure de
pendIng on the followmg three en
lerla OVo nershJp dJrl~ct1on and pur
pose :lod vers:lllhh It IS m} hypoth
CS1S that the more completelv these
criterIa :lre del eloped the lo~ er the
percentage needed for crJucal mass
and the less "cll d~"eloped these
cruerla the hIgher the percentage
needed

I lion re~:1rl.lles.. of formal role 1ft:

sohdh In o;upport of :10 Intend~~

ch:mgc: :md bfln~lI"lg them rog~rher

C:lO be one of the mo~t Imporr:lOt
factors In successful change lmple
ment1.tlon The1r sh2red mtere~t to
the change'" Irtu:ilh :il't\ 3\ S lej.dS to
some lughh mno' :ttl, c: 't\:1' S to en
roll the e:triv :rdopters \5 a re~uh :a
cntlc~I n:l.S:> f:1\ orlng lhe ch.lnge IS

gener:ttea ":ztller qUI<..I..I\ :Iod \\ Ith
little torcmg

Thl~ netv. ort... of cohd supporters 1<:

the ChOlf Frequent ChOlf pfJC

flees 't\ III generate lots of good IdC:lS
for gr1dualh btlllging an nev. cl,\Olr
members from the earh 3dOptcrs The
m;l.In cOl1slder:mon rebut e to the
hard core resistors IS (0 encourage
them to St3\ tuned and to :l \ Old :m'
cOlltronr:mons \\ 111t.h m:n cause lhe
skepucs to thro~ theIr support to the
underdog~

ute:
-\doprcrs
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THE '\ IRTLE l'l PREACHI~GTO
THE CHOIR

The chehe of PreachIng to the:
chOlr has 10n& been used to suggest
that :10 :lCtl\ In IS 3. "-":lste of ume I
contcnd th:lt It IS somcunlCS the: nlost
Important mech:mlsm for cre:ttlOg 1
cntlcai mass of people '\\ ho 2re sohdl'
be:hrnd 2 change progr:am :md"ho
~ III ensure th:lt the ch::lOge process
be:comes selt sust:untng ~s the dla
gr:lm rn FIgure 1suggeSts for an~ ne~
Idea there are likely to be aboul 10
15~ of the emplo} ees ~ ho thlOk It 15

a fantastic Idea :lnd :zbout :m equ21
number ~ ho Will probabl} ne'\ er bu\
In Our normal tcodenc\ IS to go :teter
the hud core resIstors :md attempt to
change thetr mtnds r:uher than creat
109 :it net"otk of those \\ ho are :II
read\ sold on the ldo

fmdmg out \\ ho In the organlza

_~b$enceOf Support For
"lo'\ cit} \bn:agement

An} ch:ange h:lS rhe potentl,,1! to
create dIstress (and ;1 dt-slre to cling to
the st"ltu~ quol to the e,\tent that It
crC:l[es not elo {o;urprlsc unfamiliar
It} I.1ncc:n:unl\) In order to be most
~tf~ctlve In u!'plell1elltlng changes
"e must do so 10 \\..1\ S ~ hleh 01101

Illize surprises and '\\ e must de\ elop
mcch1nIsms tor c1:J.nf\ mg 11"1(1 famll
l::Irtll0g empio\ cc:s \\ lth the ne~ \\ l'

ot operatlng
SuppOrt tor no\ clt\ m:mlgemenr

needs to come ;n tour :lre 15

t l mform:ltlon needed lO :Idlu"t to
the ch:anl:te

2) skIlls needed to atlJulI( to the
ch;mge:

3) attitudes :l1ld \ ilucs ~ hleh must
be de:\ eloped to support the
ch:mge,

4) rev. :ltd mecham..m' for :t.dopung
the ch;tniC:

• As a col1e:lgu~ tn the LK sa\ s

Bums In se1tS I~ the pnman
measure of success for the Hu­
man Resources Departmem

3d\ 3nt.lgc ot tf tlle\ g:1\ r:: Ollt "'tro....es
3nd subon.11l1Jtc:) telt [Ile\ \\ ere bemg
m~l1Ipul ..ucu \\ hene, lor tilt.' heard
~ooJ nc:~ ~ j) en thOlll..h therr:: \\ J.:l
:ltlt! U1l11l111l0U" 3grec:ment (h:n 1

ch;mge \\ 1\ m.cdcd dlC\ Ind :lhpped
b~c~ [0 thut nnelOJI p:mern...• The
~roup :.t II1 ,'to .tilted to b..lhllce their
perform1nc~ lec:l.1b:1ck ...0 \\ e re
qU1rcd lint thl.cr:: be: • fer::db tel. re' 11::'\

:IS the flr~{ Item 011 tilt :1~c:m.ll of e\C~"\

meetmg I1dd ll'l the group The tOp
M:m~gcmetlt ttJlll ~ c:nt one )tep fur
rher and rt.qulrcd that e"tch person
:u the t,ble gl\ <: someone m honor
POSIt!\ C ct)mplu'l"'cm before C3.rn n1S
on \\ Ith tht. meeting :lsend:l TillS
structurmg of the. (Jeo:m=d 11e\\ habit
Into the d;\lh II' es of C" tor\ one ~:ts

~ h1t \\ as needed to genet;ne the de:
SIred ne'l\ h::lblt p:merns

If "e ::lee to ul~rupt the :lurom::luc:
p110t nundsers and cre:lt~ d~"lr::lble

ne'Q, patterns of oper:LUons \\ e must
re:'t\ :ltd the deSired ch:lns~s form1hze
them .n our e, er\ <u\ 11\ cs ~nd Cre:1tc
'1\::1\ S lO monttor :tIld remfOfCt them

Bias To~ards Tr2Intng

Tr:lInmg I11S become::l huge opera
tlon emplo\ 109 thOus;lnds of people:
1. gre:l.t manv organtz:mons use '·::lCl

ous kmd.. of tr:lInlng 2cm lUes ::IS the
pr1m2r\ \ e1ucle for :memptlog m::lIOf
orgamz3tJon:zl ch:lOges or product \
It\ lmpro\ ementS In m2m org:lntz:l.
tlon<; tr;l1nmg compnses \ Irtu:lllv the
entire: del elopmem progr:lm and as
J colle:lgue U1 the l'K 5:Z' S Bums in
se:us 15 the pnm:an measure of suc­
cess for the Hun11n Resources Depart
men:
~ hen there IS too much b11! to

"ards tr~mJng :lS de' dopntent an
excellent means often becomes an
end In Itself Tr'2tnlOg has :1n :tbso
1utely essential role U1 supporung
most kxnds of ch:anses In 0rs2nlu
tlons but It must :I,,:ns be proYlded
10 the sen Ice of dc:ulv :lrtlculate:d
c~ieoutcomes to be of real value an
0\ ercommg stat1J5 quo lDet'ua

00 PRACTITIONER
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these quabties the $maller the choir
has to be

ESSENTIAL STEPS IN
OVERCOMING INERTIA

In the 1960 $ O~vld Glclcher then
at Arthur D Linle postulated tMr 10

order to brini mout change, three
vUl:lbles bad to be develop!d 50 th~t

the:tr combined effect W:lS grwer
th:ln the mvestment In the SC:ltUS quo
In the I:lSI few ye:r.rs with Input from
sc:vct:ll coUagus I have be:en uSing
Glelchc:r S lde2 With two additional
votrlablcs :added The: five esscnu:lI
steps IO overcoming inertIa m my
prse:nt way of dunking. are desenbed
belOW Ttunk of • eh2n~e effort or
lOfiuence sltu:mon you :lre eurretufy
lOvolved With ~nd explore how you
could be more effectIVe: by cnb:tnc:U\g
ea~h of these: five Y:u'l:tblei Choose
anything from chanlans a personal
habit to renegoti:lung a personal rel:l­
tlonshlP to unplemenung a maJor
reorg:mll:1tlOn

BehefThat Change Is
Possible And Desirable

It the people tn " $V$tem do not feel
that It 1$ poSSible to mae the desired
change. or if they don t thmk chc
c:lunge 15 a desirable: one then this is
the pl~cc to work In your person:l1
c-..:nuple "hat could you do to m­
cr~e the sense: th:u the desared
ch:mgc 15 both poSSible and deSlr:tble'

SuffiCient Disenchantment
With The Status Quo

Kurt leWin taught us Jh~t \\ ~ first
h:l\ e to unfreeze " Sltu:mon before
we C:ln expect :my movement ThIS
me:ms oper:U1ng In \\"2Y5 th:u "'IJI dc­
St:tblhze the st:J.tuS quo Th!5 can be
:lccomphshed 10 :l v:mec} of u~\S 10­
eludmg Incre:1sing dISS:ltlsf:lctlon
thre:uentng ~dverse consequences
:lOd (prefcr:lbly) buddma :l VLSlon of
:l better ll.:iy of hemg th~t people c:tn
rehte to In your pcrson:l1 ("(ample:
wh:lt could you do to Increase dl.5cn
ctumment Vonh the St:lIUS quo'

If the people In a syStem do nOt feel that It IS pOSSible to make the

deSired change. or If the) don t thmk the ch:mge 15 a deSlr2ble~
then thiS 15 the place to l\ark

• The most effective le:lders are
those who c:m hold short term
and long term perspectives
slmult:meou~ly .

defining vers:u1!lty :tS lppropm.te
flcxun[aty ) In gener:ll systertb theory
Ashb} s Uv. of ReqUISite \ :mcty
st:1tes dut the sl.1bsystl:m '\\ uh the
gre:ttest repertOire of responsc:s 90'111
eventu:l.1h control the enure s\ stem

The same prinCiple :lpphes on the
II:' c:l of tndn IduJ.ls autOrn;ttlC pilOt
mmdscts The most effect!\ e leaders
:J.re those'" ho C3n hold shorI term:md

----§BV!R!II$I!'H!_

long term perspectives slmult:1neous
1) That IS th¢\ are :lble to thmk
str:ltcgla1ly :lbout unphc:mons ~nd

consequences while opeoung on ,m­
mc:dute 1Ssue~ :lnd pnonues The}
em also be responsl\ e to pressures
anslng tn the: em lronm~nt l\ htle
stmult:lncou::.ly cre:lung ,nno\ :Ulve
:lppro:lchc:s :tnd longer term \ i51005

The gre::uer the degree of beh:l
vioral and mmdset versauh[\ the
lower me percent:lge rcqtured for
aea.ung a cntlc:11 mass for ch:l.ogc

In l5ummary ~ henever we :lrc <:00­

ccropl:Utng cbangmg the wa\ thmgs
~re In :In organlz:mon, "e need to
dcvc:lop a found:l.tloo of supporters
~e enough to C:l.use the ch3nge
effort to b~ self sust"tnlng '~e c-..m
prob:lbl} do this more C:1S1h If '"" e
develop strong ownershIp :1hgnment
wuh c1c;l.rh ar"lcul;uc:d dlrt:etlon and
purpose :md high beh:l.'lor~ll :lOd
mmdset \ ers::ltlhc\ 1 predIct that th~

mOre succes~ful one.:: IS :1t dc\ dopmg

Ownership

can be: ~ very valuable team development exerCise to have
everyone 10 a group complete the statement We behave :tS if our

mlSSIon were t ,

By ownershtp for an Ide:t 1 mean
the degree of responslblhtj one feels
tor the Ide2 the amount of energy one
-n.lkes .\ :ulable U1 service of the Idc:l
~nd che: degree of commitment one
reels for the Idea The Stronger the
e"tpres~IOn of Oll. nershlp the lo~er
the percent:l~t; needed to c:rC::J.te a
(rmcaLm~s for change:: (A<tlms ODP
197 1)

Direction And Purpose

10 :llmOSt everY ~ orklng UOlt there
:m:: .1bOUl :IS m~mv subch different
'1t~rprecaIlonsof the aroup SmISSIon

:md purpose :tS there :lre group mem­
"CT~ It c~n be :l .. ery v~lu:lble tC:J.m
d~vdopmc:nt e"Cerclst co h:l\ e e\en

c: In :J. group complete: the state
~nt We behave :IS If our nusslon

.... ere: c:ornplle the responses

.non} mously :lnd dISCUS:> the differ
c:nees untd agreement IS re:lched In
''le :lbsence of thiS cl:lrtfiC:Ulon :lnd
.ltgnmcnt e"c:rCiSC: e.. ervone 10 thl:
group lS lIkely to be mOl 109 in :l
Slightly dlffer~m dm:cuon b:bed on
nerlhls underst:mdmg of the purpose
.An~ ffilSSlon ThiS same phenomenon

:> lIkeh to be trul!! rl!!l:ltlve to the go:l1s
vf :mv ch:lOge effort The cle3rer the
,1lreCtlon :md purpose 2nd the hlgher
the degr~ofahgnmcnt the lower the
rercent:lge needed to CrC:llC :l critical
..,:lllS for Ch:lOSC

Ven:ttlllty

Mosc of uS oper:lte under the :as
'>Jmpclon that If others would only
bch.1VC :lnd see the world the "':1) V. e
b<:h;l\ e 3.tld see the world ~ e d be
much happlcr more product1\ e etc
.n {:let If e\ er} one: DID oper:lte e'C
::.... th hl-c: we Opcr.te we doni) be

blc: [0 funellon 10 2 f:lIher n:a.rro~

nJ. Different people have different
<.>c:r:.pectl'l. es different st\ l~s of op
e-.lt1n~ 4.nd c:llfferent strcniths to
'ft~r \\ l:: V. on [be ahle t f.) :1(;CcSS the..e
,hhit \\ e dun t opl.rJIt.. \\ uh :l high
<. ~ <. _ l1' b,-', .. lurd \ I ·).1[1il:\ (l m

•

•

•
--------------------------------------------



Clear Coals -\nd Outcomes

This ''It'p IS mu... h hk~ the Purpo:>e
:lOd DIt"e<.oon lntenon ::Llreac.h de:
scribed People 01;1\ be <;utf!c1C:nth
dlS~nch:1nted \\ Ith the q:ltUS quo but
the) :teen t IIl-e1\ to nl:ll..e :In\ ch:ln~es

1f the\ artn t de1r '1bout ~ h1t IS t\.

peaed or v. h'\t tbe d~stred Ol1tcomes
1re In \ our per"on:tl e"<:lmple ~ h:n
Lould ,ou do [0 chrlf, the gO:lls :mcJ
OUlcome:" of the <..h'lngc 'ou ~ :tnt to
tn:lkc ~rc ther<. "lLt10nS \ ou could
nl..e (0 c.ll:>un~ th 11 e\ er' one hoth
undt:c"t,nd... .ll1d :l~r(.(... ,\ tth the gO.lls
'nd "hn.\.llUll'

SucceSS Onented f1rst Steps

\Vhen th~ prc:' 10U~ three :>lCPS 'It'c
'Uff,C1Cnlh '" ell dc' doped th~r~ ~t111

nl.l.\ not l)e '10' mOl cment If people:
uon l I.no\\ "hat the tlr::.t su~ps :tre
Oe..c1op1P~ some: ..01:111 Steps th..\( 'OU
3re surt' "111 :)I.lccc:eu 'ouch 35 :t thtrt\
d:l.\ tl'l:11 of t ne\\ pOhe, or gl\ 1O~
c;&ch pc:rson In :l group :l. spectflc :lnd
CilSlh complc:ted 'lsslgnmcnt c.m
l rote J grC1.t de'll of nlomentum to­
,., :ard5 the dc:~tn:d ch:1ngc outcomes
Succeedmg ~tcps be:con,c ob'lous :lS

[he earh steps :lrc c"rned Out In, our
personal e,,:unple "bat are one or
t1\> 0 5(CP~ \ ou l.ould InitIate '1\ hlCh
\ ou I..n01\ \'\ ould be successful'

Role Of Others In
Ensur:n& Success

E~c:n ,., hc:n the fOLUS of our chJ.n~c
or mfluence: 1$ read' to mo\ e the
~ffort C'll'1 be defe:tted If people 1t tt'e

bound:tr, of the effort :lren t tn·

formed :lnd perh \p:) negoh2ted ~ tlh
For cxample It:t group decIdes to
Imp!cmcm .t ne,,- tlme mlln:lgement
scheme tholoe: andt\ 10\1:115 from other
S"oups "ho h.bltu:dl; mter:lct wtth
members of the group m2\ nc::ed to be:
nformed :tbout the ne~ praChel: so

:lS not to mterrupt :It the "rong
time In some CJSCS one C1n m2.tnt2.10
the momentum of eh:mgc by negot!
:1tJll.g mor:l1 suoport or setting up an
:lgreeme:nt 9. hereb\ :mother person
C2n pro\. Ide monitorIng c:h:111engc
expertise or :lccess to resources

A CHECKLIST FOR CREATI!'.G
CR.ITICAL MASS FOR CHA..~GE

In summary '\1.e may un"'lttlngly
prolong the nme It tales to lmplcment

:I ch:1oge: If v. ~ 0\ erlool.. the: normal
mdl\ ldu.1 :lnd group tendenc..les to
m:unt~inSt:uu., quo l.'pect tOO much
trom [r:a.lnln~ Inter, eottons "lnd
0\ erlook th~ -;'ced tor no\ elr\ lll:ln
:lgc:ment Com ersel\ ~ e 01"1\' reduce
the ume It t:l\..es b\ focustng most of
our energ\ on Iholle ~ ho fa\ or the
ch:lnge :Lnd b\ promoting o~ ner
shtp cl:l.rtt\ of dIrection :md \ er~:1

uht" 3mong the"e chOir menlbecs
\nd "hen" e ne~d to be lotluentl'll
m our deahng~ ~ nh others \\ e c:1o
Impro' e our <.tfe<.t1\ eness b\ focusmg
on the f1\ C ':l.r1:lbles tor 0\ ercommg
(,t:1tUS quo mertl'l

The fotlo~ inS t'cpt'esenb a ~UOl­

m:lf\ of thc::s~ pOlOt~ In th~ fornl of :l.

ched.hst of thIngs to 'mend to ~ hen
\ ou need to Implc:ment :l cl'l:IOSe: or
1nfluence :l SltU:lUOn

I Arc: \ ou 2~ :lre ot , our o~ n "lnd
other s non consctou:> COg01tt\ e P.lt
terns (:l.utom:ltlc pilot mmdsetSI
~ hleh m~\ be opc=r:lung to rettltorce
the status quo'

2 If:l tr.unmg prognm 15 called for
or contc:mpl.:1tc:d tS It being Imple.
mented U :l means or IS tt bemg
, u:~ c:d ~ an end In sto;;cl{')

3 How ~ ell :lre \ ou antlclp:lttng
2'ld m:magtng the reStsc:toce to ch:mgc::
~ hleh :1nses (rom exc::eS51'"e no\ elt\.
(surpnse unc~rt:lInt\ unf:tmtll:1rtt\)'

• A\ old:mce of UllneC~SS2.rv

surpnses
• A\ :lll:a.bdll'\ of mec:h:l.nlsms for

cre::ltmg ebrlt\ :tnd/or
brnlLl2.t'tt\

• Identtftc:mon 1nd C1SSemln:lt10n
of tnform:lUon ~ hleh can reduce
no~elt'

• Pro~ 1$IOn of the skIlls needed to
be effcctn e In the ne~ SltU:ltl0n

• Identlf1c2tlon of attItudes :lnd
\ :Jlues "nlch need to be crc;ued
:md/or reinforced

• De, elopment of t:lnglble :lnd lor
tnt;tnglC11e rewards for ~doptlng
the ne"t\. st2te

4 Ha\ e '\ ou Idenufied those peoole
10 the 5) stem \\ ho :Ire alre.d) on
board :lnd 1n strong suPPOrt of the
ch:lnge (the chOIr)' Once they h:l'\ c
been Identified they c:m be brought
together for ChOlf practlce to dIS­
cuss strategy for tmpkmentatlon and
(or brmgmg tn ne~ chOir m~mbecs

from those to the sHtem who :lre
w:utlnS tn the wIngs (the C2r1) ::Idop­
lefS In Figure 1)

5 Do the ",hotr members ted I

~trong sense of 0"- n(;rshlp (respon't
blbty energ' :md commitment I for
the change' \\ hJt eln ) Ou do to fur •
rh~r enhance theIr fecltngs of 0" n
~rshlp'

• \rc rhere \\:1\ S to 111cre:l5C pc. 0
PlC: s respon~lblht\ for successful
IffiPlementJ.tlon)

• In ~h:H ~:1\S can lOU help peo
pIc InVes( more enc:rg\ Itt the ample
mentation)

• Ho'\\ can \ OlL help these: people
feel e\ en mere <,on'tllitted (0 1 SUI.

cessrul ouccome'
6 Ho\, l.kJr lre \ ou :lbou[ [he

direCtion :md the purpose of the
change> CJl1 'ou Sf:lte the results or
outcomes lh:st \ ou ~:lm to \ e:n lope:
clfic terms~ H t\ e these been cle:Jf!\
:lttlcu1:ltc:d - especJ:lIl\ to the

chotr) Arc \ ou confident that :111
the key supporters underst:md the:
d"eCtlon :lnd purpose: and agree: th:n
the) :are :lpproprl;m:~

7 00 'our ,-ore suppOrtt',s 10 the
chOir' represent a dl\ erSlt' of oper::n
109 styles :lnd person:llmc:s' Are the\
J.~ :lrc of thetr dIfferences 3nd do the'
\ :lluc: thc::m :lnd recogmze the poreo
U:lI contributions of e'lch to the 0\ er-
aU effort' ~rC the\ able to shift their' •
5t} les of oper.mng appropn:1tcl) to
support the 0\ cnU eflore'

8 Are \ our core supporters 111 the
chOir ;ble to litmult2neousl\ hold the
'l~lon of the outcome :lnd the 'ffime
dt:tte prtonuc:s In thetr msnds' o\re
the) able to both anuclp:lte future
conungl!nCles 'lnd be mno\,:ltl\ e from
moment to moment'

9 W"h:lt c"n }ou do to sprc:ld the
fet!hng th2t the desIred ch~ngc IS both
delilr2b1e :md pOSSible;

10 Are thOse tn the S)"Stem to be
most 2(f~cted feeltng suff~Clent1y diS
s~tlsfied ~ nh the St1tuS quo to wei
(ome the tntended chanae~

11 Do the people to be most af
feeted share the s~me c1e:u under
st~ndingof the go~ls for the eh:lnge)
00 they agree that these go~Js :lre
" ol'thv'

12 U. h~t ~re some sm:all steps th:u
can be taken towards the gO:l.)) Are
you confident th:u these steps ~ ail be
successfuP Whtch ones wdl be hIghI)

VISIble-
13 C111 ) ou IdentIfy the people

both ~ llhm the: 5' Stem :md arounc' •
the edgc:s of It ~ ho ~n I~rnewa
contrIbute to the success of the:
clunge or IOfl~nce dfon'O

00 PRAClITlOMR
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TO BECOME A TEAM REQUIRES.

+

+

A group w~th a clear and agreed upon charter,
or purpose and common goals,

Interdependence - you need each others' sk~lls and
experJ.ence,

•

•

+ Members belJ.eve workJ.ng together J.S better than
work~ng alone,

+ Hav~ng frequent J.nteract~on as a group,

+ The group J.S empowered to make dec~sJ.ons and solve
problems,

+ Ind~vJ.dual commJ.tment to the group and acceptance of
each other's membersh~p ~n the group,

+ The resources to fulf~ll the charter, purpose or
goals,

+ Author~ty granted by a h~gher level and accountab~l~ty

for results



TEAM El\1POWERMENT*

1 Assumes team planmng and unplementatton IS pnnczpally (If not totally) determmed
by team members

2 Encourages the full expreSSIOn of mdIvIdual excellence wzthzn an Interdependent group
framework

3 Incorporates the defImnoDS of respODSIbIlIty, accountabIlIty, and empowerment as the
basIS for operanonal agreements

4 ShIfts the focus of project and task compleoon from the mdIvIdual to the group (out
of practtcal necessity or chOIce)

5 Espouses that the efforts and agreements of the group supersede those of the
mdIvIdual

6 RequIres the mastery of mterpersonal skills

•

7 ReqUIres an ahgnment and COmmItment of the team's strategIes, obJectIves, and
goals

8 RequIres trust, cooperatIon, and parttclpatIve leadershIp •
9 Includes as much dIversIty as 15 pOSSIble or avaIlable

*A team IS a group of co-workers who must rely on group Interdependence and support In

order to successfully achIeve an ObjectIve or goal

From MANAGEMENT BY EMPOWERMENT
Created by Innovattons InternatIOnal, Inc

(Copynght permISSIon receIved on July 31, 1995 from
Dr WIlham Guillory, CEO, InnovatIons Internanonal, Inc) •



•
CDC

)
cCO
.co(J
.-EG

)
...,~entnf.-:Je­CD

•
~~I

-
o~EcaCD
I-" CD
...,ooIX:I

c..CI)

•
~



IMPLEMENTING EMPOWERMENT

The most 1mportant factor to understand when 1mplement1ng th1s
management ph1losophy 1S that 1t 1S a transformat2on of the
organ1zat10nal culture Th1s means a fundamental change 1n an
organ1zat10n's pattern of bellefs, values, attltudes, and norms
that dlctate ltS day-to-day operatlon, both spoken and unspoken
It also means a change 1n the basls and procedure for declslon
maklng and pOllCy maklng Ultlmately, every employee 1n the
organlzatlon must be lrnpacted by thlS change 1n the way work lS
performed and managed

The organlzatlonal leadershlp 1S the most lmportant segment In
1nstltutlng cultural change, whether lt 1S partlclpatlve or
hlerarchlcal The leadershlp must clearly communlcate the
organlzatlon the ratlonale for and value of the new cultural
framework ThlS must be done In a suff2c2ently 2nv2t2ng and
persuas2ve manner so that lt lS accepted and embraced through
self-enrollment by a cr1t1cal and slgnlflcant part of the
organlzatlon.

•

The rate at wh1ch empowerment occurs as a concerted and
systematlc process lS determlned by the level of organ1zat1onal
support, where "concerted" refers to a long-term plan and
"systematlc" refers to the successful stepwlse lmplementat10n of
the plan. Organ1zat1onal support lS an ongolng process •
establlshed by a un1t, d1v1s1on, and/or organ1zat1on wh1ch not
only encourages, but V1S1bly demonstrates 1tS expectat10n of
empowered behav10r, empowered employees, and an empowered
organ1zat10n

•
'? (\



• GUIDELINES FOR SUCCESSFULLY
IMPLEMENTING TEAM EMPOWERMENT

1 Derme the purpose of the team

• Why does the team eXIst?

• What IS the team's objectIve or goal?

• What IS an empowered team?

2 Derme the Roles and ResponsibilitIes of the team

• Is each team member clear about her or hIs role?

• Does each team member know the roles of the other team
members?

• Does the team have all the expertIse necessary?

• 3. Derme the Mode of Operation of the team

• EstablIsh a workIng vocabulary for unportant terms

• EstablIsh a mode of leadershIp and an accountability
system

• UtIlIZe eXIStIng expertISe and support when laclang among
team members

• DISCUSS team trust, rela1lonshIp, commumcatIon, support,
cOmmItment, etc

4. Select a manager to coach and set gwdebnes for the team

• Manager and team should agree on gUldelmes

• Manager and team should establIsh accountabIlIty m terms
of qualIty, producnvIty, and team funcnonmg

• Manager should coach as necessary

•



5. Utlhze "Just-m-TIlDe" trammg

• Take trammg to understand and use team empowerment

• Integrate trammg IDtO the process as requrred 1 e ,
mterpersonal skIlls, coachIng, holdmg others accountable,
etc

6 Proceed to functIon WIth estabbshed management accountability checkpomts

• Assess team operatIOn shortly after begmnmg

• Assess team operatIon at half completIon

• Use cnSlS as an OppOrtunIty for a breakthrough

7. Evaluate team performance at completion.

• What worked?

• What dId not work?

• What dId we learn for future teams?

• What do we need to learn for future teams?

• EstablISh a new team project (WIth fewer guldelmes) and "go for It'"

From MANAGEMENT BY EMPOWERMENT
Created by InnovatIOns InternatIonal, Inc

(Copynght permISSIOn receIved on July 31, 1995 from
Dr Wilham GUIllory, CEO, InnovatIOns InternatIonal, Inc )

•

•

•



• Developing a Team Contract

DESCRIPTION:

The team develops guIdelInes for team behaVIOr cOmmItments, and ways of workIng together
The team dtscusses the gutdelmes, produces a wntten document and each team member SIgns
the contract to mdicate personal COmmttment The contract can be gIven to each team member
and posted m the team meetIng room These team rules, group norms and agreements can cover
the followmg areas

1 IdentlficatIon of the team mISSIon statement, team values and team goals

2 A start and completIon date

3 Agreements on meetmg management (havmg agendas m advance, statIng ttme allotted
for each agenda Item snmmanzmg deCISIons m the mmutes, StartIng on ttme, attendIng
regularly, how absent members are brought up to speed, full partICIpatIon m meetIngs,
regular team meetmg ttmes and place)

•
4 DefinItIon of key roles leader, facilitator, recorder, process observer, ttmekeeper,

member,. sponsor, resource people, supervIsor Names of team members and sponsor,
resource people and supervIsor A cOIDIIlltment to rotate team roles among team
members

•

5 COmmttments regardIng ttme needed from team members and any other resources team
members may need to contnbute Agreements about how to handle absences of team
members, tardIness, not meettng deadlmes, or other problem areas

6 DescnptIon of the way the team will work together the Use of mdividual work, work
teams and other world methods, the ways decISIOns will be made, how the team will
handle dISagreement WIth declSlons

7 DescnptIon of the way the team will work together the use of IndIVIdual work, work
teams and other work methods, the ways deCISIOns will be mad, how the team wIll
handle dISagreement WIth deCISIOns

8 ftJJ.y other Issue the team wants to clanfy

9 SIgnatures of all team members
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Overview

NtJN.USDH
WORKFORCE

TIns paper descnbes changes needed m human resource (HR) processes to strengthen the role
of teams m the Agency's work The changes are auned at respondmg to concerns and needs
IdentIfied by the HR pnmary customers -- Agency employees and managers The paper
explaInS the ratIonale for team-based work m the remvented Agency The paper mcludes a
set of assumptIons underpmmng the HRBAA analYSIS mcludmg key dIfferences between
teams and teamwork Practical Issues about usmg teams raISed by human resource
customers m numerous dISCUSSIOns and survey work over the last SIX months are detatled
The Issues are In the five HR areas seen as most unportant to effective teams workforce
plannmg and orgamzatlon, employee placement, evaluatIon, traInIng and mcentIves The
team consIdered these as It reVIewed the mdIvidual human resource processes To be helpful
to HR customers, the practIcal Issues are treated m a kev questIOn and answer format The
answers represent the VIews of the Human Resource Busmess Area AnalYSIS Team
(HRBAA) Last, the paper dIscusses how new HR mformatIon technology systems will
suppon effectIve teams

• Teams Paper - DRAFT TraznIng Reference dated 8-04-95



What IS the ratIonale for teams?

Teams -- real teams, not Just groups that management calls "teams" -- should be the
baszc unzt ofperjonnance for most organzzatlons, regardless of szze In any sztuatzon
requznng the real-tIme combznatzon of multzple skzlls expenences and Judgments, a
team znevztabtv gets better results than a collectlon of zndzvzduals operatzng wzthzn
confined Job roles and responszbz[ztzes

From The WIsdom of Teams

USAID teams are groups of mdIvIduals commg together through consensus on a common
approach to achIeve agreed-to obJecoves or results TYPICally, team members bnng specIfic
slalls needed to achIeve a result, or represent an mterest central to that acluevement Teams
funcoon m a collaboratIve and supportIve faslnon, drawmg on the strengths of mdlvldual
members They work best when these mdivIdual strengths are combmed mto a congregatIon
of mterested partIes workIng more effectlvely because they have agreed to tlus umon or
because they understand that together each achieves more

•

USAID adopted four core values to guIde furore agency program operatIons and related
aspects of Its mISSIOn The four values -- customer focus, managmg for results,
empowerment and accountabIlIty, and teamwork - are mterdependent Each can benefit •
sIgmficantly from teams for Its effectIve expreSSIOn The HRBAA recommends the addItIon
of a fifth core value -- valumg dIversIty Valumg dIversity, m the HRBAA team's ]udgmem,
IS mcreasmgly a busmess Imperaove for USAID 'That IS, for the Agency to succeed m
acluevmg Its strategIC objectives through teams, It needs the dIverse perspectives and
expenences that gIve powerful teams the creative basIS for action Moreover, dIversity
applIes to the entIre core workforce, not Just cettam segments of It The effectiveness of
teams In USAID WIll depend upon a dIverse core workforce TIns perspective 15 developed
extensIvely elsewhere In the Report (Chapter Vl)

The recently completed reorganIZatiOn of the Agency was bUllt around the concept of
teamwork, whIch prOVIdes an unportant mechanIsm for Integratlon and partICIpatiOn By
enablIng the vanous speclalnes WIthIn a mISSIon or Wltlnn a USAIDIW office to work
together, and by supponmg field and central expenlse workIng together the Agency wIll be
better able to Identify and agree upon Its obJectlves The Agencv WIll be able to stretch
llInIted resources and bnng maxunum expenlse to bear on problems, and respond more
rapIdly and effectively to changed CIrcumstances The operauons reengmeenng busmess area
analysIS of last December concluded that for the Agencv to succeed In acluevmg Its goals. It
needed to depend heaVIly on teams The Operanons BAA understood that USAID had

Teams Paper - DRAFT Traznzng Reference dated 8-04-95 •
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already a sIgmficant amount of teamwork as a key operatmg style In that BAA's Judgmem,
the challenge for the Agency was to move Its major actIvltles beyond teamwork to bemg
accomplIshed, predoInmately, m and through teams

The fInal report of the OperatIOns BAA spoke to the composltlon and accountabIlIty of
teams SpecIfically

1) The composlUon of USAID teams should allow maxmlum fleXlbIhty In order to
meet varymg requIrements over the hfe of the strategIC objectIves and strategIC
suppon objectIves Composltlon may vary over tIme m both SIZe and scope

2) OperatIons teams generally WIll mclude two groups, a core group and an extended
group

a) The core group wIll be those who are tmponant to achIevmg the objectIve
or smaller set of results, and who can legally and ethlcally play a deteoDJD3nt
role m defmmg contractual reqUIrements

b) The extended group compnses the core plus others who are mponam to
managmg for results, but who should not be dIrectly Involved m definmg
specIfic procurement actIons In thIs way, a vanety of players (customer,
partners and other stakeholders, etc ) can partiCIpate In the achIevmg process
WithOUt VIOlatIng procurement and other regulatIons

3) Team members need not be residem Withm the IIl1SSIOn or office responsIble for
the obJectIve, but rather could parncipate as "vrrtual" members through electromc
means Work may be done entIrely bye-maIl, document transfer, or other means
wtuch may not requIre dIrect face to face contact

4) Commlttnent of an mchvidual's tIme to a team 15 by that mdIvIdual' s parent
organIZatIOn m response to a request by the team leader

5) CoordmatIon among tasks IS accomphshed by the team as a whole under the
leadershIp of the team manager The team managers are accountable for the
performance of the team and must manage the team to best achIeve results

6) DecISIOns about the mIX of authonnes delegated to teams and mdIvIdual team
members WIll take mto account the expenence and e"(penIse represented on the team
and Agency regulatIons about delegatIon of authonty

7) The overall goal for most work umts m the Agencv IS to develop self-dIrectIng

• Teams Paper - DRAFT Traznmg Reference dared 8-04-95



teams Highly successful teams wIll benefit from managers who can operate as
leaders as well as managers Leaders need not make all the decIsIons and work
assIgnments but rather mspIre trust In people by actIng m concen wIth the team's
purpose and the team, promotmg construCtive COnflIct and resolution, and constantly
challengmg the team to sharpen Its common purpose goals and approach

The HRBAA beheves that teams, as descnbed by the Operatlons BAA, have relevance In

other Agency settmgs

What HRBAA assumptIOns were made m supportmg teams?

The HRBAA agreed on a set of key assumptions that underpm Its analysIS and
recommendations for change m the hmmm resource processes as they affect teams
FIrSt, the team Identified key dIStmCtlOns between teams and teamwork

~ Wlule teamwork encourages Jomt action, teams are predIcated on It

Wlule teamwork IS lImned by the mdividual's goal alIgnment wIth hIs/her
permanem orgamzanonal home, teams depend upon pnmary alIgnment of
member goals and mcentlves WIth those of the team

•

Wlule rewards occasionally accroe to USAID staff contnbutmg to JOInt

outcomes, successful teams requIre that group rewards and mdIvidual rewards •
m a group context become promment for steenng staff behavior

• Teams have authonty to act, teamwork does not

WIth the desIred characterIStics of teams clear, the HRBAA Identtfied seven factors whIch
need to be consIdered m supponmg teams m the remvented USAID

~ A vanety of work arrangements wIll eXIst m a remvented Agency They wIll
range from tradmonally supervIsed work UIDrs, to lme orgamzatlons WIth sub­
groups arranged pennanently as teams, to seIDl-autonomous project teams, to
self-dIrected project teams

The nature of USAlD's program operanons and Its related work processes
requIre the creauon and suppon of strong teams whIch operate over tune,
more at the semI-autonomous and self-dIrected end of the range descnbed
above Some Agency work processes, however, may not lend themselves to
thIs approach

Teams Paper - DRAFT TralTUng Reference dared 8-04-95 •
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COIIlIIllnnent to the four core values m a remvented USAID requIres
substannal team-based work and should be the key reference pomt for makmg
most management decIsIons -- not Just In program operauons but elsewhere m
the Agency

The nawre of the work processes should dove orgamzanonal desIgn USAID
operates, programmancally, m complex development settmgs subject to
sIgnIficant change m key mdependent vanables affectIng success In other
Agency contexts, Agency work often IS less affected by such complexity m
mdependent vanables Not all work needs self-d.lrected work teams

Teams, as defined above, are not consIdered a permanent orgamzatlonal
element of the Agency They are deSIgned as fleXible mstrUments, easily
formed and dIssolved, as the nature of slgmficant work products reqUIres

All human resource processes m USAID should faCIlItate the uuIIzanon of
teams as an effectIve tool for execunng work

Managers w111 have the necessary tools and be accountable for usmg teams
effectIvely m execuung the agency's obJectlves SuffiCIent trammg and
understandmg of manager and employee roles In supponmg teams Will occur

What practlcal issues have HR customers r3lSed about teams?

Responses to the Adnumstrator's recent request for AIDIW and mISSIOn "IIl1I1l-retreat"
assessments of key remvennon concerns stressed team Issues How will teams work? How
WIll team members be evaluated and rewarded? How WIll deCISIOns be made In teams? Some
answers are needed now Some must be tentanve because of the 11IIllted expenence base
Some answers WIll evolve, necessanly, from learnmg to work WIth teams In vanous USAID
contexts

The Agency IS comnuned to taking full advantage of the "WIsdom of teams", but the road
traveled to get there WIll be full of twISts and turns The country expemnentallabs (CEL) are
strUgglmg WIth the team concept and Its effecuve unplemematlon m speCific operatIonal
settmgs Recent feedback from the eELs and other mISSIOns express enthUSIasm and anxIety
about workIng In teams A certam amount of confuSion and ambIguIty about teams IS
InevItable The Agency must recognIZe that, for some tIme, considerable fleXIbIlIty Will be
needed In the approaches and taencs for Implementmg effective teams

The HRBAA team worldWIde survey of core workforce completed In Apnl hIghlIghted
sumlar concerns about teams
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When asked If trammg was helpful In workIng In teams, 20% of those who responded said •
they -don't know or not applIcable" to question #12b That 20% IS not Included m the
followmg chart, wluch only represents the 2035 respondents who ranked the question from
strongly agree to strongly dIsagree

Disagree
11%

Strongly
Disagree

7%

Strongly
Agree
11%

Agree
37%

Question #12b

Tralmng (or other
management

initiatives) has helped
my work group

to work
effectIVely as team

members

•SupervIsors are clearly challenged by the comnntment to bwldmg teams When asked about
the need for workmg m teams, 58 percent wanted help
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• QuestIon #46k (Composite of all supervIsory responses)

I need help WIth the following services:
team building and employee empowerment training

•

Disagree
9%

NEUTRAL
30%

Strongly
Disagree

3%
Strongly

Agree
18%

•

FollOWIng are survey comments from Question #461, In whIch USDH SupervIsors were asked
to IdentIfy servIces they need help WIth

Most of the consultants Agency hIres zn the area tend to be theoretIcal and have had
no real expenence Too much emphasIS on emplovee empowennent and too less on
responslbzlzty

Most of what I know has been learned from bztter expenence. and I have found
general USAID polzczes. procedures and trazmng oj lzttle use zn buzldzng and
mazntaznzng an effectzve team

The procedures we must follow create problems nor the people attemptzng to asSIst
WIth personnel zssues Conflzctzng obJectlves also make It ImpOSSIble to be solely
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results-onented Infonnatlon PLUS local declslon-makzng IS key'

Re-engzneenng and nghtsIzzng all have come together How can one deal wIth a
change of thzs magnztude and also be efficzent

Thzs agency zs wasrzng too damned much tzme zn these selj-examznatzons and team
buzldzng programs People can learn from penodlC qualzty presentatzons on the
subject-but do not need to waste so many valuable days on these ISSueS

Standards on how a team should operate wzll be helpful zn suppomng the BPR of
USAID

Team buzldLng and emphaszs on teamwork IS cntical to success and the well bezng of
any organzzatIon that IS gozng through restructunng and change Thzs has been and
zs an organIzatIOn of venr "sensznve" IndZVIduals who reSIst change/professIOnal
responszbIlzty

Cnsp execurzve-level deCISIon maJang wzll suffice zn lzeu of teams of management
analysts and consultants for resoLvzng zssues around organzzatlonal plannzng,
streamlznzng, employee empowerment, etc

What are answers to key quesbons about teams r3.lSed by HR customers?

Wlule most of the Agency's human resource areas analyzed by the HRBAA have
unphcatIons for teams, five areas appeared espeCIally unponant to HR customers They are
workforce management and organIZatIOn, employee placement, trammg and development,
mcentlves, and perfonnance evaluation Questions posed and HRBAA answers follow

1 WORKFORCE l\-lANAGEMENT AND ORGANIZATION

Q When IS a team a team, how IS it different from teamwork?

A There IS no slID.ple answer Some charactenstlcs of effectIve teams are clear focus on
a stated objectIve and related outcomes, measures for Judgmg progress and success,
commmed members WIth slalls suffiCIent to execute the effort, suffiCIent mdependent
authonty to act and acknowledged accountabIlIty Often. a team IS fonnaUy
consututed m terms of these elements To the extent these elements are present, the
prospect for a powerful team and success Increases To the extent they are not. you
have less than a team You have at best teamwork

Teams Paper - DRAFT Traznmg Reference dated 8-04-95
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• Q Does all USAID work get done only through teams?

A The nature of the work should clnve orgamzanonal desIgn In the Agency USAID
operates, programmatIcally, In complex development settIngs subject to slgmficant
change m key Independent vanables affectIng success Here, effecuve teams are
cntteal to aclnevmg SIgnIficant results Those teams will consISt of core teams of
USAID staff and extended teams of USAID parmers, stakeholders and customers See
the revIsed Acluevmg drrecuve for detaIls

In some other Agency contexts, the work often 15 less affected by such compleXity m
mdependent vanables Teams may be less cnneal, although stIll unportant Not all
work requIres teams

Q What types of teams are pOSSible?

A A vanety of work arrangements Will eXist In the remvented USAID They wl1l range
from tradltlonally supervised work umts, to work groups with elements arranged
formally as teams to temporary semt-autonomous teams orgamzed around concrete
objectIves and outcomes, to self-drrected teams orgamzed around concrete obJecuves
and outcomes An example would be a team. organIZed to achIeve an Agency strategic
obJecuve (SO)

• Q Can teams be tJDle-lumted or permanent orgamzanons?

•

A Teams are, typically, tlme-Iumted orgamzatIons The advantage of temporary status 15

the ease afforded In commg mto eXIStence, adaptIng resources to changed
CIrCUmStances and dissolvmg when the obJecuves/tasks for whIch the team was
created are completed

Teams as permanent orgamzatIons reqUIre the formal trappmgs of other orgamzanonal
structures, e g orgamzatIon and functIon orders posltlon descnpnons. and InClUSIOn
m staffmg panerns Once estabhshed, a formal process eXIsts for changmg the
structure As such they lose the capaCIty to assemble easl1y, operate effectively, and
dissolve when no longer need

Teams can be formally deSignated groups of workers arranged around a set of
functIons/tasks WIthIn an office or dIVISIOn They have a team leader who coordma.tes
work aCtIVIty and asSIgns work Members often have genenc posltlon descnptIons and
the work IS often slIDllar In nature for team members For ratIng purposes the OffiCIal
supervIsor IS above the team S/he mav be the deputy office dIrector or dIVISIon
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dIrector Such teams operate mdefmItely, and can mcrease creatIvIty and productIvIty •
These teams are best seen as work groups They lack the authonty and potenttal
effectiveness envIsIOned m tIme-Iumted teams organIZed around objectIves

Q How does a team and its members get autbonty?

A AuthorIty IS expressed, generally, In two ways mdlVIdually In authontles possessed
by team members (e g contractIng officers) and m terms of the specIfic management
arrangement (e g degree of self-drrecllon budget authonty delegated to the team)
wIth the Ime manager to whom the team reports (e g a IDlSSlon dIrector)

Q How do teams form and dissolve m a traditional orgamzatIon luerarchy?

A In program operatIons, teams come mto eXIstence around the creatIOn and executIon
of strategIc objectives (SO) One or more teams COnsIStIng of core and extended team
members. conceIve develop, nnplement, and momtor the work necessary to aclneve
the SO In other Agency senmgs, sumlar teams w111 form Key to therr success IS

focus around a speCIfic set of targeted outcomes, comnutment to them a set of
necessary skllls to execute them, and suffiCIent mdependent authonty to make the
decISIOns needed to be successful Members jom andlor are assIgned on the basIS of
roles needed by the team When the objectIves for wtuch the team was assembled are
eIther met or abandoned, the team. IS dISsolved Members move onto other tasks based
on responsIbIlItIeS m therr base orgamzatIonal POSltlons

For actIvltles outsIde program operanons In the Agency, the same dynamIC should
occur ThIs assumes that the teams are organIZed around objectIves and outcomes and
have the other charactensncs of effectIve teams descnbed above For organIZatIons
wtuch have teams as a permanent feature, standmg Agency rules of orgamzational
change would apply

•
Q How will teams relate to tradJtJonallme orgamzatlOns In the agency?

A Tune-Iumted teams wdl repon In trachnonal hne orgamzanons at an appropnate
organIZatIonal POInt whIle they eXIst Permanent teams as pans of organIZatIons
repon. typIcally, to the lowest part of the formal structure e g branch If the
organIZatIOn has establIshed them. or dIVISIon wIthIn an office

Q Will we need more multiple skill sets In staff to support teams?

A Probably The HRBAA team enVISIOns an Agencv future which cannot afford the
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• Q

A

constraInts In the present backstop system to achIevmg the needed flexibilIty m
matchIng talent With work -- especIally m teams

How will teams be estabbshed?

They wIll typIcally flow from prelunmary work WIthIn a Ime orgamzatIon on
objectIves The operatIng urnt (OU), e g selects a strategIC objectIve core team. That
team establIshes, under the dIrectIon of the operatIng urnt an expanded SO team That
team. mcludes USAID staff as well as partners, stakeholders and customers TIns IS
cnuca1 gIven the values of customer focus, teamwork and pamCIpatlOn It may begm
WIth designauon of a team leader, or Just a taskmg of staff to get It underway Team
leadershIp may be defmed at a later pOInt m tune See the Achlevmg dJIectlve for
program operauons for addltlonal guIdance

2 EMPLOYEE PLACEMENT.

Q How WIll roles m teams be detenmned?

•
A

Q

Teams WIll defme needed roles to be fIlled and negotiate (perhaps through the team.
leader) WIth sources of expenise (e g a Global center for technIcal expertIse), a role
IS a set of skills and expertISe needed for a specified tune and level of effon by the
team.,

How will teams recruit members from the core workforce to rill specIfic roles?

In a vanety of ways Increasmgly, the team Will rely on automated human resource
data bases whIch spell out m detal1ed teons knowledge, slalls, abIlities and
expenences of core workforce staff

•

Q What WIll the role of the team leader be?

A It IS expected that coordinatIon among tasks IS accomplIshed by the team as a whole
under the leadershIp of the team leader or manager The team leaders are accountable
for the performance of the team and must manage the team to best achieve results
DeCISIon makmg IS expected to be collaborative but not necessanly consensual, the
manager bemg the fmal arbIter of deCISIOns

HIghly successful teams WIll benefit from managers who can operate as leaders as
well as managers Leaders need not make all the deCISIOns and work assignments but
rather InspJIe trust In people bv actIng m concen WIth the team's purpose and the
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team, promotIng constructlve COnflIct and resolutlon, and constantly challengmg the
team to sharpen Its common purpose, goals and approach

Q What will the role of a typIcal team. member be relative to the team leader?

A It will be specific to one or more funcnons needed to achIeve the targeted results
TechnIcal, procurement, legal and fmancial officers wIll work as members of these
teams, and wIll convey therr respective authonnes to the team by vlrtUe of therr
memberslup DeCISIOns about the rmx of authonnes delegated to teams and mdividual
team members WIll take mto account the expenence and expemse represented on the
team and Agency regulatIons about delegatIon of authonty The mtent IS to gIve the
team the necessary authonnes for It to fuIfillits responslblllty to achIeve the results

Q How will asSIgnment to a team role occur?

A Core workforce get asSIgned to a team role when the team speCifies a role that needs
to be filled, the relevant skills assocIated WIth the role and tune Involved The
assignment to the role IS negonated generally, between the team leader and the
supervisor of the prospectIve team member The team member WIll be consulted

Role assignment means comnntment to and accountabilIty for success of the team's
efforts AsSignment means mcluslOn, Wltbm the member's annual evaluanon form
(AEF) work obJectIves, of language appropnate to the degree of COID.1IllUIlent and
accountability to specIfic teams

Q How IS 3SSIgmnent to a team role different from asSignment to a posltlon?

A AsSIgnment to a team. role occurs outsIde the formal assIgnment process whIch asSIgns
staff to poslOons m the Agency The former IS meant to be more flUId worked out
between operatmg staff, focused on work to be accomplIshed WIthIn a ratmg penod,
and dIssolved when appropnate The latter mvolves a more elaborate process auned at
addreSSIng a more permanent orgamzatIonal need, most often mvolves cOmpetItIon,
formal rules, and more tune to execute

Q What does It mean to be assIgned to a team role?

A AsSigned means that the role In the team s work IS SIgnIficant enough to warrant, at
least,

- agreement between the supervisor of the mdIvldual and the team on the
extent of the mdlvIdual's effon
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• - comnntment by the team to provIde mput to the mdIvldual' s annual raung

Where SIgnIficant tIme comnnOIlent IS mvolved e g 90 days or more, mchvIdual work
objectives specIfic to the team should be added to the mdlvldual's AEF

From a team management perspectIve, the team may record as members mdIvlduals
who spend less tIme but are necessary for achIevement of results

Q What does It mean to be a VIrtual team member?

A SImply that the method of pamcIpanon In the role on the team IS more through
electromc medIa than by bemg phYSIcally present through, e g extended TDYs

Q How do non-USAID staff get assigned to team roles?

A Through agreement between the team and appropnate representatIves of the
orgamzanon from whlch the team member would come Care should be taken m role
definition and addmg specIfic members to consIder fidUCIary and confl.1ct-of-mterest
concerns The operanons BAA model for core and expanded teams has ment See the
pertment Ad.Immstranve DIrectIves on tlns tOpIC for additional guIdance

Q How do staff move from one team role assJgI1IDent to another?

• A When the assignment to a team role IS completed the arrangement ends When another
asSIgnment to a team role IS agreed upon, It IS up to the supervIsor of the IndiVidual
m bIslher base posItIon of record and the mdIvldual to balance the competmg work
demands posed by the teams' needs The SupervIsor works out a new agreement WIth

the team representatIve It IS expected that at anyone pOInt m tune, most mdIvlduals
supponmg teams WIll be supponmg multIple teams

•

Q How do teams, once created, deal With turnover and changmg memberslnp?

A It IS up to the team The team should be sensltlve In Its recrultlng to rely on the lme
orgamzanon and supervIsor of the potentIal team member as a pnncIpal pomt of
contact and authonty for fillmg the needed role

Q What happens when teams dISsolve?

A From a human resource perspective It IS lII1ponant that proVISIOns be made for
assunng mput to USAID team member ratIngs as appropnate That respODSlblhty IS
shared by the supervISOry raung offiCial the team (through the team. leader) and the
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team member Where substantIal tIme IS spent on one team by a core workforce •
employee, the base orgamzatIon should do appropnate forward plannmg to remtegrate
the mdIVIdual back mto the base organIZatIOn

3. TRAINlNGIDEVELOPl\fENT.

Q What tramlDg wIll be avaIlable to help staff partiCIpate fully and effectIvely 1D

teams?

A The Agency should fund essential traunng needed to nurture and sustam work m
teams m the Agency - In creatmg them, m evaluanng them, m workIng WithIn them,
managmg WithIn Plem, m leadmg them, and m takIng full advantage of Information
technology as an enabler of work m teams An ambItlOUS effort IS underway now to
help all staff take full advantage of a set of new management systems commg on lIne
October 1, 1995

Q

A

Much practIcallearnmg, however, wIll not come from traInIng The learnmg WIll

come from mal and error as teams evolve In the remvented USAID ThIs IS the
expenence of the Country Expenmenral Labs ThIs IS consIStent WIth the pnnclples of
a learmng orgamzanon and practIcal Agency resource constramts

How will partIcipatIon on teams affect future career paths m the Agency?

A major 1IIlphcanon IS the need for core workforce staff to develop pnmary and
secondary slall sets For example, contractmg officers should have more execunve
officer skIlls

•
4. INCENTIVES

Q On what basIS wIll teams get rewarded?

A Teams should get rewarded on the basIS of performance determmed, pnmanly,
through the annual results reVIew and resource request (R quad) process New
management systems wIll support sounder performance Judgments by hne managers
and teams on managmg for results

Q How WIll teams be rewarded for performance?

A By the creatIon of a set of monetary and non-monetary awards that recognIZe
achIevement In teams The rewards should be based on demonstrated performance
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5. PERFORMANCE EVALUATION:

•

•

Q

A

Q

A

Q

determmed dunng the R quad process The Agencv should enable and encourage lme
managers m all pans of the Agency to Inluate theIr own UnIt level awards to do the
same thmg Rewards accnllng to teams should be shared Wltbm teams In general,
they should be enabled to make therr own mternal diStrIbuuon deCISIOns Non-US
government team members would be ehgible only for non-monetary awards

How will indIviduals m teams best get rewarded?

IndIVIdual USAID staff team members get rewarded through outcomes aSSOCIated WIth
theIr performance cycle and annual ratmgs These mclude monetary and non-monetary
awards They also may benefit from team-based awards that flow through the annual
R quad process Non-US government team members would be elIgIble only for non­
monetary awards

What changes in promotIOn precepts are needed to support teams?

Precepts wtuch value demonstrated abllity to lead teams and to suppon teams from
management pOSlOons m the hne orgamzauon Precepts wlnch value demonstrated
ability to gam solId partlclpauon from stakeholders and customers. often through
teams

What does "manage for results" mean?

•

A "Manage for results" means Agency work groups, at any level, have clear objectIves
and targets, collect adequate mformatIon to judge progress, adjust strategies and
taCtIcs accordmgly, and over tune aclneve the objectlve

Managmg for sIgmficam results IS also Imponant USAID IS fully commItted to
becommg a "learnmg organIZatIOn" that "manages for results" In reachmg lngh to
achIeve a slgmficant result, we Will also occasIOnally fall short and must learn from
Ul1S expenence IndiVidual managers or teams. then should not necessanly be
penalIZed for faIlmg to achIeve some specIfic results but should be evaluated on how
well they "manage for results" In all therr programs

If "managmg for results" means that every mdividuallS specIfically responsIble only
for actuevmg expected results -- and rewarded or sanctloned accordmgly -- there IS a
danger that staff wIll pursue risk averse strategIes auned at relatIvely tnvial results
that are WIthIn theIr dIrect control
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Q What does "manageable mterest ll mean for a team? •
A The scope of USAID's manageable mterest IS the extent to whIch an operatIng urnt

beheves It can matenally affect a selected development result usmg Its own human,
fmanclal, and other resources All strategIc obJectlves (SOs) should be Wlthm
USAID's manageable mterest For operatmg umts that have other than development
results as targets, the same lOgIC apphes Teams are a temporary operatIng umt m thIs
context

Q What does "managmg for results" mean m a team context m USAID?

A In reachIng lugh to aclueve a SIgnIficant result, teams will also occasIOnally fall short,
and must learn from tlns expenence IndIVIdual managers, then, should not
necessarIly be penalIzed for failing to achIeve some specIfic results, but should be
evaluated on how well they "manage for results" In all their programs whether they
have clear obJectlves and targets, collect adequate Informanon to Judge progress,
adjUst strategIes and taCtlCS accordmgly, and over tlme make a SignIficant dIfference

Q How does "managmg for results" get translated practically mto the new employee
evaluatIon program (EEP) for USAID team members?

A IndIVIdual work obJectlves In the annual evaluatIon form (AEF) should be developed
by the mdividual and supervIsor WIth team mvolvement appropnate to the degree of
orne comnutted by the mdiVIdual to the team Where substantIal tme IS COmmttted
those work obJecnves need to comprehend specIfic team objectives Where an
mdiVIdual supports multIple teams, the work obJecuves WIll probably not be tallored
to specIfic team objectIves AppraIsal COmmIttee approval of the work ObjectIves
valIdates the eXIstence of language wmch IS consIstent WIth the deSIred results
onentanon for the work umt

Team members should expect that some work obJecuves Included In the annual
evaluanon form may get modified dunng ranng cycles IndIVIdual team members,
supervIsors and team leaders WIll need to keep on top of this for purposes of the
employee evaluation program

•

Q What does accountablbtv mean for a team?

A AccountabIlIty -- means that the team IS accountable for results WIthIn Its manageable
Interest Manageable mterest vanes In terms of sustamable development affectmg the
Agency's ultlIIlate customer the manageable mterest IS lunIted Results that are WIthIn
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•
Q

A

our "manageable mterest" cannot necessanly be guaranteed by our mtervennon alone,
but can be substannally Influenced by our efforts In other Agency contexts the
manageable mterest IS much larger, e g the tunely dehvery of accurate fmanclal
mformaoon for managers and teams

What does accountability mean for a team member?

IndIVIdual team member accountablllty IS expressed m elements of Ins/her Annual
Evaluaoon Form (AEF) The work obJectives, m parncular, should express
appropnately the scope of the team member's expected contributIon and performance
measures determmmg success DependIng on the degree of tIme comnutted to a
partIcular team., work objectIves may be more or less specific m therr defimnon of
mdIvldual team-related outcomes

AccountabilIty IS also tied to partIcular specific authonnes that team members have by
vlItUe of therr base posltlon, e g contractIng officers

Q How are team members evaluated?

A IndiVidual evaluatIon of work m teams by core USAID workforce members IS based
on the content of the AEF

•
Q What unpaet Will work in teams have on classificatIon of positions -- on the

distnbutlon of authonty and related classification values?

•

A Temporary teams should have lIttle unpact on the classlficanon of most mdlvlduals
who work WithIn them Therr graded funcnon IS dermed m their base posltlon m the
Agency Much of therr authonty m teams WIll stem from therr base posltlon, ega
contract officer AdditIonal authonty wIll be specific to authonty gIven to the team by
the lme orgamzanon to which It reports Temporary teams only have roles filled by
members Temporary teams do not have formally eStabbshed POSltlons Wlthm the
Agency's stafrmg pattern and table of orgamzanon

The mdlvlduals who nught be affected from a clasSificatIon perspectIve by virtue of
work m teams are those who are asSIgned full-tune to teams for at least a year
Employees who are dedicated to teams for thIs length of tune should have posltlon
descnpnons that are dIrectly related to therr dutIes and responsIbIlItIes on teams

Members of permanent teams wIll have therr POSltlons deImed m terms of the value
of work done In therr teams Why? Because the team replaces the tradltIonai
orgamzatIon WhICh had Its work expressed and valued In a set of posltlon descnptions
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Q What precISely does accountability mean m the evaluatIOn process for team
members? •

A AccountabilIty means that Wlthm the authonty possessed by the team member and
expressed In the AEF m tenns of work objectIves the team member accepts
respoDSIbility for hIs/her performance

Q Can teams succeed and team memher(s) faIl, and VIce versa?

A Yes Teams may achIeve the targeted results, and succeed m aclnevmg results Teams
may not aclueve the targeted results but succeed m managmg for results

Team members may be on teams wluch succeed m managmg for results, and succeed
mdlvldually m achIevmg therr work objectIves With regard to support for a specIfic
team Team members may be on teams whtch don t succeed m managmg for results
and yet succeed m fulfillIng theIr cormmtment to the team

Q How does 360 degree evaluatIon play out WIthIn teams?

A The reqwrement and Its practIce Will suppon teams It IS expected that thIs process
will prOVIde leverage for teams m knowmg that small contnbunons by many staff.
especIally support staff, who contrIbute to multiple teams dunng a raung cycle W1ll be
factored IntO overall ratmgs Where roles filled by team members are substannal
enough to warrant work ObjectIves speCIfic to the team. the leverage IS more
SIgnIficant The team should conmbute to the determmauon of the team member's
obJectIves. may approve them. and will be part of the raung process for the team
member

•
Q To what extent and how Will non-USAID employees who are team members be

evaluated?

A ThIs WIll be detenmned by agreement between the team and the orgamzatIon from
whom the team member IS drawn

Q What If core workforce team members don't perform?

A TIns should be an unusual SItuatIOn If It Involves a core workforce member,
counsellmg by the team, perhaps through the leader would be expected DISCUSSIon
With the ratIng supervisor may be appropnate If senous and not unproved, the team
can end the support bv the member thIS would be worked out With the base work
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• Q

umt from whIch the member was assIgned to the team role

Where non-dIrect core workforce lures are team leaders, how will performance
evaluatIon be handled?

•

•

A For FSN team leaders therr role WIll be expressed m therr annual work plans For
FSNPSCs team leaders WIth scopes of work and for USPSC team leaders, therr work
wIll be evaluated In terms of the scope of work

What mformatIon technology Will support teams?

Suppon for teams Will pnmanly be accomphshed through the avaIlabIhty of the on-Ime
electromc skills data. base Managers desmng to form teams for results packages, strategIC
obJectIves, SpecIal projects etc, Will be able to search the slalls data. base for employees
whose slalls match those requIred for team A lIst of possIble team members WIth matehmg
slalls Will be dIsplayed to the manager With Informanon on contacnng the IndIVIduals (1 e
telephone number, fax number, address etc) The manager w1l1 then conduct a manual
process of negotIatIng WIth the employees and therr supervIsors to determIne whIch ones
would be appropnate and have the fleXIbIlIty to be on the team

Once agreement has been reached between the manager, the employee, and employee's
supervIsor, the manager WIll record the employee as bemg a member of the team 11us
InformatIon WIll be mcluded m the employee's 'resume' for future use In the asSIgnment and
promotion processes
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NOTES ON TEAMS

from The Wisdom of Teams
J R Katzenbach and 0 K Smith

Teams outperform Individuals acting alone or In larger organizational groupings, especially
when performance requires multiple Skills, Judgments and experIences

We do not eaSily take responsibility for the performance of others, nor lightly let them
assume responsibilIty for us Overcoming such resistance requires the rIgorous applIcation
of "team baSICS"

By fOCUSIng on performance and team baSICS - as opposed to trying to "become a team"
- most small groups can delIver the performance results that require and produce team
behaVior

Real teams are deeply committed to their purpose, goals and approach High performance
team members are also very committed to one another Both understand that the Wisdom
of teams comes With a focus on collective work-products, personal growth and
performance results However meaningful, "team" IS always a result of pursuing a
demanding performance challenge

Key lessons learned about teams

1 Slgmflcant performance challenges energize teams regardless of where they are
In the organization Good personal chemistry or the deSire to become a team foster
teamwork but teamwork IS not the same thing as a team Performance IS the
prImary objectIve whIle a team remams the means not the end

There are several types of teams Teams who recommend things, teams who make
or do things and teams who run or manage things Teams that make or do thIngs
often need to develop new skIlls for managing themselves Teams that recommend
thIngs often find their biggest challenge comes when they make the handoff to
those who must Implement their findIngs Teams who run or manage thIngs must
address hIerarchial obstacles and turf Issues more than other teams

2 Organizational leaders can foster team performance best by bUilding a strong
performance ethIC rather than by establIshIng a team-promoting environment alone
Real teams are more lIkely to flOUrish If leaders aim theIr Sights on performance
results that balance the needs of customers, employees and stakeholders Clarity
of purpose and goals have tremendous power In a world on non-stop change

• 3 Biases toward indIVIdualIsm eXist but need not get In the way of team performance
Self-preservation and IndIVIdual accomplishment can work two ways Left



unattended they can preclude or destroy potential teams But recognrzed and •
addressed for what they are, especially If done with reference to how to meet a
performance challenge, individual concerns and differences become a source of
collective strength Real teams find ways for each indiVidual to contribute and
thereby gain distinction

4 DIscipline-both within the team and across the organrzatlon-creates the
conditions for team performance For organrzatlonalleaders, this entails making
clear and consistent demands that reflect the needs of customers, stakeholders and
employees and then holding themselves and the organrzatlon relentlessly
accountable Groups become teams through disciplined action They shape a
common purpose, agree on performance goals, define a common working
approach, develop high levels of complementary skills and hold themselves
mutually accountable for results And, as With any effective discIpline, they never
stop dOing any of these things

In the kinds of broad-based change that organizations face today teams can help
concentrate the direction and quality of top-down leadership, foster new behaViors and
faCIlitate cross-functIonal actIVities When teams work, they represent the best proven way
to convert embryonrc VISions and values Into consistent action patterns because they rely
on people working together They are the most practical way to develop a shared sense
of directIon throughout an organization Teams can make a hierarchy responsive Without •
weakening It, energize processes across organizational boundaries and bring multiple
capabilities to bear on difficult Issues

The challenge for management Increasingly must become that of balanCing the roles of
IndIViduals and teams versus displaCIng or faVOring one over the other

Reasons for resistance to teams lack of conVictIon about teams, personal discomfort and
risk, and weak organizatIonal performance ethICS

Deflnrtlon of team

A team IS a small number of people WIth complementary skills who are committed
to a common purpose, performance goals and approach for which they hold
themselves mutually accountable

Working Group A group for whIch there IS no slgnrficant Incremental performance need or
opportunrty that would require It to become a team Members Interact pnmanly to exchange
information, best practices or perspectives and to make deCISions to help each indIVidual
perform Within hiS or her area of responSibility

Pseudo-team A group for whIch there could be a Significant Incremental performance need •
or opportunrty but It has not focused on collectIve performance and IS not really trying to
achieve It The weakest of all groups In terms of performance Impact The sum of the parts



• IS less than the potential of the individual parts

PotentIal team A group for which there IS a signIficant Incremental performance need and
that really IS trymg to Improve ItS performance Impact Typically, It requires more clarity
about purpose, goals or work products and more discipline In hammering out a common
working approach It has not yet established collective accountability

High-performance team This IS a group that meets all the conditions of real team and has
members who are also deeply commItted to one another's personal growth and success

•

•
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By Jon R Katzenbach and Douglas K Smlth

Earh m the 1980s Bdl Greenwood and a small
band of rebel raIlroaders took on most at the
top management at Burlmgton Northern and

created a mulnbIlllOn dollar busmess m "pIggy
backmg' raIL serV1ces desp1te w1despread reS1S
tance, e\ en resentment wlthm the company The
MedIcal Products Group at Hewlett Packard owes
most at ltS leadmg pertormance to the remarkable
effons of Dean Monon Lew Platt, Ben Holmes,
D1ck Albertln~, and a hdndful of the1r collea2;ues
who revltahzed a health care busmess that most
others had wntten at! -\t Kmght R1dder, hm Bat
ten's customer obse""'lOn' V1SlOn took root at the
Tallahassee DemocwT \\ hen 14 frontlme enthus1
asts turned a charter to chmmate errors mto a miS
SlOn at major change dnd took the enure paper
along w1th them

Such are the stones and the work of teams - real
• teams that perform, not amorphous groups that we

Pf'OTOS BY DAVID GATlEY Il: 1991 LA TIMES SYNDICATE

call teams because we thmk that the label1s motl­
vating and energlzmg The dIfference between
teams that perform and other groups that don't IS
a subject to whIch most of us pay far too llttle atten
tIon Part of the problem IS that team IS a word and
concept so fam1har to everyone

Or at least that's what we thought when we set
out to do research for our book The Wlsdom of
Teams We wanted to dIscover what differentlates
vanous levels of team performance, where and how
teams work best, and what top management can do
to enhance thelI ettectlveness We talked w1th hun
dreds of people on more than 50 d1fferent teams III

Jon R Katzenbach and Douglas K SmIth are partners
m the NeVI, Yorl ottlce of McKmsev eJ CompanY The}
are coauthors of The Wlsdom of Teams Creatmg the
Hlgh Performance Orgamzation (Harvard Busmess
School Press 1993)
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DISCIPLINE OF TEAMS

."

30 compames and beyond/from- Motorola and ~ ->fJiTeams dtHerfundamentally.from workIng group
Hewlett-Packard to Operat10I1-.D~seEtStorm and i I ,b~~¥se th~yrequue both ~dtvidual~dJ~u ....""
the Gul Scouts - -, - -:.: ., _ ~ accountabiliry Teams rely on more than group ~~ ....

We found that there IS a basIc dIscIplIne that CUSSlOn, debate, and decISIon, on more than shar-r
makes teams work We also found that teams and Ing Informatlon and best practIce performance-
good performance are mseparable, you cannot have standards Teams produce wscrete work-products ..
one wIthout the other But ~eople use the word through the Jomt contnbutions of theu members
team so loosely that It gets m the way of learnmg ThIs IS what makes possIble performance levels
and applymg the dIsclphne that leads to good per- greater than the sum of all the mdividual bests of '!
formance For managers to make better declslOns team members SImply stated, a team IS mOre than i
about whether, when, or how to encourage and use the sum of Its parts 'i
teams, It IS ImpOrtant to be more preCIse about The fIrst step In .developmg a dISCIplIned ap- --&

what a team 15 and what It Isn't proach to team management 15 to thmk about 'l':

Most executIves advocate teamwork And they teams as dIscrete umts of performance and not Just
should Teamwork represents a set of values that as pOSltlVe sets of values Havmg observed and
encourage lIstemng and respondmg constructlvely worked wIth scores of teams In actlon, both suc-
to VIews expressed by others, gIVIng others the ben- cesses and faIlures, we offer the followmg ThInk of

I eftt of the doubt, provIdmg support, and recogruz- It as a workmg dehmtlon or, better stlll, an essen
I mg the mterests and achIevements of others Such tial dlsclplme that real teams share

values help teams perform, and they also promote
l,tlchvidual performance as well as the performance A team IS a small number of people WIth comple
of an entIre orgaIllZatlOn But teamwork values by mentary skills who are commltted to a common
themselves are not exclUSIve to teams, nor are they purpose set of performance goals and approach

\
enough to ensure team performance for WhICh they hold themselves mutually

Nor IS a team Just anv group workmg together accountable
CommIttees, counCIls, and task forces are not nec
essanly teams Groups do not become teams Slm The essence of a team IS common commIt-
ply because that IS what someone calls them The ment WIthout It, groups perform as mclIvid
ennre work force of any large and complex orgam uals, WIth It, they become a powerful umt of •
zatlon IS neFer a team, but thmk about how often I collectIve performance ThIS kmd of commu:ment
that platItude IS oftered up I reqUIres a purpose m whIch team members can be

To understand how reams delIver extra perfor I heve Whether the purpose IS to "transform the
mance we must dlstmgUIsh between teams and I contrIbutIOns of supplIers mto the satlsfactIon of
other fOI111S of \\orkmg groups That dIStlnctIOn customers," to "make our company one we can be
turns on performance results A workmg group's proud of agam," or to "prove that all chIldren can
performance IS a tunctlOn of what ItS members do I learn," credIble team purposes have an element re
as maividuals A team's performance mcludes both lated to wmmng, bemg hrst revolutlonIzmg or be
mdIvldual results and what we call "collectIve mg on the cuttmg edge
work products 11 A collective work-product IS what I Teams develop duectlOn, momentum, and com
tWO or more members must work on together, sucq mitment by workmg to shape a meamngful pur
as mterVIews, surveys, or expenments Whatever It pose BU1ldmg ownershIp and commItment to team
IS a collectIve \\ ark product reflects the Jomt, real purpose, however, IS not mcompatIble WIth takIng
contnbutlon ot team members mitial dIrectIOn from outSIde the team The otten

Workl11g groups are both prevalent and effectlve I asserted assumptlOn that a team cannot "own ItS
m large orgamzatIons Vvhere mdividual accoun.t: purpose unless management leaves It alone aCtual
abIlltv IS most Important The best workmg groups. 1)' confuses more potentlal teams than It helps In
come tOgether to share mtormatlon, perspectlves, fact, It IS the exceptlonal case - for example en
and InSIghts to make decislOns that help each per trepreneunal SItUatIOnS - when a team creates
son do hIS or her lob better, and to remforce mdlVld a purpose entIrely on ItS own
ual pertormance standards But the focus IS always Most successful teams shape therr purposes ill re
on mdividual goals and accountabilItles Workmg sponse to a demand or opportunIty put m theIr
group members don't take responsIbIlIty for results path, usually by hIgher management ThIS helps
other than theIr 0\\ n Nor do they try to develop m- teams get started by broadly frammg the company's
cremental performance contrIbutIons requlrmg the performance expectatIon Management IS responSl •
combmed work ot tWO or more members ble for clanfymg the charter, ratlonale, and pertor
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mance challenge for the team, but management
must also leave enough. fleXibility for the team to

I develop commitment around Its own spm on that

•

purpose, set of specIfic goals, tlmmg, and approach
The best teams Invest a tremendous amount of

time and effort explonng, shapmg, and agreemg on
a purpose that belongs to them both collectl\'ely
and mdlvldually ThIS Ilpurposmg" actiVity contm­
ues throughout the hfe of the team In contrast,
faded teams rarely develop a common purpose For
whatever reason - an msufficient focus on perfor­
mance, lack of effon, poor leadership - they do not
coalesce around a challengmg aspiratIOn

The best teams also translate their common pur
pose mto speciftc performance goals, such as reduc­
mg the reject rate trom supplIers by 50% or mcreas
mg the math scores of graduates from 40% to 95%
Indeed, If a team fails to establish speciftc perfor­
mance goals or If those goals do not relate dIrectly
to the team's overall purpose, team members be
come c6nfused, pull apart, and revert to medIOcre
performance By contrast, when purposes and goals
build on one another and are combmed WIth team
commltment, they become a powerful engme of
performance

Transformmg broad duectlves mto speciftc and
measurable performance goals is the surest fIrst
step tor a team trymg to shape a purpose meanmg
ful to us members Specltlc goals, such as gettmg a

•
ew product to market ill less than half the normal

tlme, respondmg to all customers wuhm 24 hours,
or achlevmg a zero defect rate whIle Simultaneous

ly cuttmg costs by 40%, all prOVIde fum footholds
for teams There are several reasons '-, •
• Specuic team performance goals help to defme a
set of work-products that are dtfferent both from an
orgamzatlonwlde mISSIon and from mdIvidual Job
objectives As a result, such work-products reqUlIe
the collective effort of team members to make
somethmg speCIfIC happen that, m and of Itself,
adds real value to results By contrast, Simply gath­
enng from tlme to tlme to make deCISIOns Will not
sustam team performance
II The speCifiCIty of performance objectlves faCIlI­
tates clear commUnICatIOn and constructive con
flIct wlthm the team When a plant-level team, for
example, sets a goal of reducmg average machme
changeover time to two hours, the clanty of the I

I goal forces the team to concentrate on what It I

would take either to achieve or to reconSider the
goal When such goals are clear, dISCUSSIOns can
focus on how to pursue them or whether to change I

them, when goals are ambiguous or nonexI"tent,
such dISCUSSIOns are much less productlve
Eli! The attamabilIty of speclftc goals helps teams
mamtam then focus on gettmg results A product­
development team at Ell Lilly's Penpheral Systems
DiVISIOn set defmlte yardsticks for the market m
troductIOn of an ultraSOnIC probe to help doctors 10
cate deep vems and artenes The probe had to have
an audIble SIgnal through a specifred depth of tIS
sue, be capable of bemg manufactured at a rate of
100 per day, and have a umt cost less than a pre­
establIshed amount Because the team could measure

~
I.,
I
I

Not All Groups Are Teams: How to Tell the Difference

_l:
o Specific team purpose that the team Itself dehvers~

Working Group
o Strong, clearly focused leader

o IndiVidual accountability

o The group's purpose 15 the same as the broader
organizational miSSion

o IndiVidual work-products

Team
o Shared leadership roles

o IndiVidual and mutual accountability

o Collective work-products

_ ~~5
;;s..- .........-

o Runs effiCient meehngs

- -o Measures ItS effectrveness indirectly by ItS

HARVARD BUSINESS REVlE\\ >..tarch Apr111993
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o Encourages open-ended diSCUSSion and actIVe - ;:-';-"
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Goals help a team keep track
of progress, while a broader
purpose supplies meanIng
and emotional energy

--------------=------

functIonal, and luerarchIcal dIfferences toward a.
common plan and to hold themselves Jomtly ac:
countable for the results

Large groups also face lOgIstIcal Issues, such as
fmdIng enough phYSIcal space and tIme to meet
And they confront more complex constra1Ots, hke
crowd or herd behaVIOrs, whIch prevent the mtense

shanng of VIewpOInts needed to bUIld a team As
a result, when they try to develop a common pur­
pose, they usually produce onlv superfICIal "mIS­
SIOns" and well meamng mtentIOns that cannot be
translated Into concrete ObjectIves They tend faIrly

I qUIckly to reach a pomt when meet10gs become a I

chore, a clear SIgn that most of the people 10 the
group are uncertam why they have gathered, be

I yond some notIOn of gett10g along better Anyone
who has been through one of these exerCIses knows
how frustratmg It can be ThIS k10d of fallure tends
to foster cymcIsm/whIch gets 10 the way of future I

team efforts
In addltlon to fIndIng the nght SIze, teams must

develop the nght mIX of skIlls, that IS, each of the
complementary skills necessary to do the team's
Job As ObVIOUS as It sounds, 1t IS a common fallmg
In potentIal teams SkIll requuemems fall lOra
three faIrly self eVIdent categones

V Irtually all effectlve teams we have met,
read or heard about, or been members of
have ranged between 2 and 25 people For ex­

ample, the Burlmgton Northern "pIggybackmg"
team had 7 members, the KnIght RIdder newspaper
team, 14 The maJont\ of them have numbered less

I than 10 Small SIze IS admlttedly more of a prag­
matIc guIde than an absolute neceSSIty for success
A large number of people, say 50 or more, can thea
retIcally become a team But groups of such SIZe are

I more hkely to break mtO subteams rather than
I functlon as a smgle umt

Why? Large numbers of people have trouble m­
I teractmg constructlvely as a group, much less do­

mg-real work together Ten people are far more hke
ly than fxfty are to "ark through theIr mdlvldual,

iDISCIPLINE OF TEAMS

Its progress agamst each of these SpeCtllC obJec­
tIves, the team knew throughout the development
process where It stood EIther It had achIeved Its
goals or not
• As Outward Bound and other team-buildIng pro­
grams lllustrate, specIfIc ObjectIVes have a levelIng
effect condUCIve to team behaVIor When a small
group of people challenge themselves to get over
a wall or to reduce cycle time by 50%, theIr respec­
tIve tItles, perks, and other stnpes fade mto the
background The teams that succeed evaluate what
and how each IndIVIdual can best contnbute to the
team's goal and, more Important, do so m terms of
the performance objectIve Itself rather than a per-

I son's status orpersonahty
I fJ SpecIfIC goals allow a team to achIeve small WInS

as It pursues ItS broader purpose These small WInS
I are Invaluable to buildmg commItment and over
I commg the mevItable obstacles that get In the way

of a long term purpose For example, the Kroght
RIdder team mentIOned at the outset turned a nar
row goal to e1unmate errors Into a compellIng cus­
tomer-servIce purpose I

~ Performance goals are compellIng They are sym
boIs of accomplIshment that motIvate and ener
gIze They challenge the people on a team to com
mlt themselves, as a team, to make a dIfference
Drama, urgency, and a healthy fear of faIlure com
bme to dnve teams who have theIr collective eye
on an attamable, but challengIng, goal Nobody but
the team can make It happen It IS therr challenge

The cOmbInatIon of purpose and speCIfIc goals IS I

essentlal to performance Each depends on the oth
er to remam relevant and vltal Clear performance
goals help a team keep track of progress and hold It

self accountable, the broader, even nobler, aspua
tIOns In a team's purpose supply both meamng and
emotlOnal energy

--------_._'"---------------------------......
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Tecb.mcal or functIonal expertIse It would make

I lIttle sense for a group of doctors to lItlgate an em­
I ployment mscnmmatIOn case In a court of law Yet

•

teams of doctors and lawyers often try medIcal mal­
practice or personal Injury cases SimIlarly, prod­
uct-development groups that Include only mar­
keters or engIneers are less lIkely to succeed than
those WIth the complementary skills of both

Problem solvzng and decIslOn-makzng skzlls
Teams must be able to Identify the problems and
opportumtles they face, evaluate the optlons they
have for movmg forward, and then make necessary
trade-offs and deCISIOns about how to proceed
Most teams need some members WIth these sla.lls
to begm w1th, although many WIll develop them
best on the Job

Interpersonal skzlls Common understandmg
and purpose cannot anse WIthout effectIve commu­
mcatlon and constructlve confhct, which m turn
depend on mterpersonal skills These mclude rIsk
takmg, "helpful CrItlCISm, obJeCtlVlty, active lIsten
mgt gIvmg the beneht ot the doubt, and recogrllzmg
the Interests and achIevements of others

ObVIOusly, a team cannot get started WIthout
some mmimum complement ot skills, espeCIally
techmcal and functIonal ones StIll, thmk about
how otten you've been part of a team whose mem­
bers were chosen pnmanly on the baSIS of personal
compatlbllIty or formal pOSItIOn m the orgamza-

•
tlon, and m whIch the sla.ll mIX of ItS members
wasn't gIven much thought

It IS equally common to overemphaSIZe skIlls In
team selectlon Yet m aU the successful teams
we've encountered, not one had all the needed

skills at the outset The Burlmgton Northern team,
for example, IDltlally had no members who were
skIlled marketers despIte the fact that therr perfor­
mance challenge was a marketmg one In fact, we
dIscovered that teams are powerful vehIcles for de­
velopmg the skills needed to meet the team's per­
formance challenge Accordmgly, team m€mber
selectIOn ought to nde as much on skIll potentIal
as on sla.lls already proven

Effective teams develop strong commItment to
a common approach, that IS, to how they WIll
work together to accomplIsh therr purpose

Team members must agree on who wIll do particu­
lar Jobs, how schedules wlll be set and adhered to,
what skills need to be developed, how contmumg
membershIp m the team IS to be earned, and how
the group WIll make and modIfy deCISIOns Tlus ele­
ment of commItment IS as Important to team per­
formance as IS the team's commItment to ItS pur­
pose and goals

Agreemg on the speCIfIcs of work and how they
fit together to mtegrate mdlvldual skIlls and ad­
vance team performance lIes at the heart of shapmg
a common approach It IS perhaps self-eVIdent that
an approach that delegates all the real work to a few
members (or staff outSIders), and thus relIes on re­
views and meetmgs for ItS only IIwork together" as­
pects, cannot sustam a real team Every member of
a successful team does eqUIvalent amounts of real
work, all members, mcludmg the team leader, can
tnbute In concrete ways to the team's work prod- I

uct ThIS IS a very Important element of the emo
tlOnallogic that dnves team performance

- ':;'
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T he dISClplme of teams we've outlmed IS crm
cal to the success of all teams Yet It IS also
L ecrul to go one step further Most teams can

be class" cd In one of three wavs teams thdt fLC

ommend tlune;s, teams that make or do thmgs dnd
tcams that run dungs In our experIence, each type
faces a charactenstlc set of challenges

Teams that recommend thmgs These teams In

elude task forces, prOject groupsl and audIt, qualIty, I

or safety groups asked to study and solve parncular
problems Teams that recommend thmgs almost al
ways have predetermmed complenon dates Two
CntlCaliSSues are umque to such teams gettmg off I

to a fast and constructlve start and dealIng WIth the
ultlmate handoff reqUIred to get recommendatIons
Implemented

The key to the fIrst Issue lIes m the clanty ot the
te~l1n/s charter and the composltlon of ItS memrer
~lllP In addmon to wantlng 0 know wh) and how I

thel! efforts are Important task forces need a clear
deflmnon of whom management expects to parnCI
pate and the tIme commItment reqUIred Manage
ment can help by ensunng that the team mcludes
people WIth the skills and mfluence necessary for
craftmg practIcal recommendanons that WIll carry
weIght throughout the orgamzatlon Moreoverl

DISCIPLINE OF TEAMS

Think about the difference
beiween "the boss holds me
accountablell and "we hold
ourselves accountable II

roles WIll come together In effect, the team estab
hshes a SOCIal contract among members that relates
to thelf purpose and gUIdes and oblIgates how they
must work together

No group ever becomes a team untIllt can hold
Itselt accountable as a team LIke common purpose
and approach, mutudl accountabIlIty IS a stlff test
Thmk, tor example about the subtle but crmcal
dIfference between "the boss holds me account
able" and "we hold ourselves accountable" The
hrst case can lead to the second, but WIthout the
second, there Cdn be no team

Compames lIke Hewlett Packard and Motorola
have an mgramed performance ethIC that enables
tedms to tOlln or';dmcallv" whenever there IS d
clear pertormdnce challenge requmng collectlve
rather than mdlvldudl effOrt In these compames,
the factor of mutual accOuntablhty IS common
place "Being m the boat together" IS how theIr per­
formance game IS pldved

At ItS core, team dccountabilIty IS about the sm
cere promIses we make to ourselves and others,
promIses that underpm two cnncal aspects of effec
nve teams commItment and trust Most of us enter
a potentlal team SltUatlOn cautIOusly because m
gramed IndIVldual!,m and expenence dIscourage us
from putt1n~ our tates In the hands of others or ac
ceptmg responslblhn for others Teams do not suc
ceed b\ u~norIn£;or \\ lslllne; a\\ ay such behaVIOr

Mutual accountability cannot be coerced any
more than people can be made to trust one another
But when a team shdres a common purpose, goals,
and approach, mutual accountabIlity grows as
a natural counterpart AccountabIlIty anses from ,
and reinforces the tIme, energy, and actlon mvested
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peclally m a busmess settmg, each has preeXlstmg phsh and how best to get It done
Job assIgnments as well as strengths and weakness- When people 'Work together toward a common
es reflectIng a vanety of backgrounds, talents, per- obJectIve, trust and commItment follow Conse-
sonahtles, and prejudIces Only through the mutual quently, teams enjoyIng a strong common purpose
dIscovery and understandmg of how to apply all ItS and approach mevltably hold themselves responsl-
human resources to a common purpose can a team ble, both as mdlvlduals and as a team, for the team/s
develop and agree on the best approach to achieve performance ThiS sense of mutual accountabilIty
Its goals At the heart of such long and, at tImes, dlf- also produces the nch rewards of mutual achleve-

I fIcult InteraCtIons hes a commltment-bUIldmg pro- ment m WhIch all members share What we heard
cess In WhICh the team candIdly explores who IS over and over from members of effectIve teams IS
best SUIted to each task as well as how IndIVIdual that they found the expenence energlzmg and mo

tlvatlng m ways that theIr I/normalll Jobs never
could match

On the other hand, groups establIshed pnmanly
for the sake of becommg a team or for lob enhance

I ment, commumcatIOn, orgamzatIonal effectlve
I ness, or excellence rarely become effectIve teams,

as demonstrated by the bad feelmgs left In many
compames after expenmentmg WIth quahty CIrcles
that never translated IIqualItyll mto specIfIc goals
Only when appropnate performance goals are set
does the process of dlscussmg the goals and the ap
proaches to them gIve team members a clearer and
clearer chOIce they can dIsagree With a goal and the
path that the team selects and, m effect, opt out or
they can pItch m and become accountable WIth and
to then teammates
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Top management's focus on
teams and performance
challenges Will keep both
"performance" and \'team"
from becomIng cliches

management can help by mStltutlllg processes lIke
pay schemes and tralllmg for teams responSIve to
then real tlme needs, but more than anytlung else,
top management must make clear and compellmg
demands on the teams themselves and then pa,
constant attentIOn to then progress With respect to
both team baSICS and performance results ThiS
means focusmg on speCIfIC teams and specllic per
formance challenges OtherWIse "performance,"
lIke "team," WIll become a chche

Teams that run things DespIte the fact that
many leaders refer to the group repornng to them as
a team, few groups really are And groups that be
come real teams seldom thmk of themselves as a
team because they are so focused on performance
results Yet the oppoItumty for such teams m
cludes groups from the top of the enterpnse down
through the dIVISIOnal or functIOnal level Whether
It IS m charge of thousands of people or a handful as
long as the group oversees some bUSIness, ongomg
program, or SIgnIfIcant functlonal aCtlVIty, It IS d

team that runs thmgs
The mam Issue these teams face is determmlllg

whether a real team approach IS the nght one
Many groups that run thmgs can be more effectlve
as workmg groups than as teams The key Judgment
IS whether the sum of mdividual bests WIll suffIce
for the performance challenge at hand or whether

ments m real tlme, then the team option IS the
smartest one ,>f" [

When an orgamzanon does reqUIre a SIgnlllcant
number of teams at these pomts, the sheer chal­
lenge of maxrmlZmg the performance of so many
groups WIll demand a carefully constructed and per- I

formance focused set of management processes
The Issue here for top management IS how to bwld
the necessary systems and process supports With­
out fallmg mto the trap of appeanng to promote
teams for then own sake

The Imperatlve here, returmng to our earlIer ms- I

CUSSlOn of the baSIC dlscJ.plme of teams, IS a relent
less focus on performance If management farls to
pay perSIstent attentIon to the lmk between teams

I and performance, the orgamzatlOn becomes con- I

vmced that "thIS year we are domg 'teams 111 Top

Where does the team option
make sense? Where the cost
and value of the company's
products and services are
most directly determIned

where the cost and ,alue of the company's products
and serVIces are most dIrectly determmed Such
crmcal delIvery pomts mIght mcludt: where ac
counts get managed, customer servIce performed,
products deSIgned, and productlvIty determmed If

•

performance at cntIcal delIvery pomts depends on
combmmg multlple sWls, perspectlves, and }udg

management can help the team get the necessary
cooperatlOn by openmg doors and deahng WIth po-

•

hncalobstacles
MJ.ssmg the handoff IS almost always the prob­

lem that stymles teams that recommend thmgs To
aVOld thIS, the transfer of responsIbIlIty for recom-
mendatIons to those who must Implement them
demands top management's tIme and attentIOn
The more top managers assume that recommenda­
nons WIll "Just happen, 11 the less lIkely It IS that
they WIll The more mvolvement task force mem­
bers have m lmplementmg theIr recommendatIons,
the more lIkely they are to get Implemented

To the extent that people outSIde the task force I

WIll have to carry the ball, It IS cntlcal to mvolve
them m the process early and often, certamly well
before recommendanons are fmahzed Such m­
volvement may take many forms, mcludmg partlc­
lpatmg m mterviews, helpmg WIth analyses, con­
tnbutmg and cnuqumg Ideas, and conductmg I

expenments and tnals At a mmimUID, anyone re
sponslble for Implementatlon should receIve a
bnefmg on the task force's purpose, approach, and
obJectlves at the begmrung of the effort as well as
regular reVIews of progress

Teams that maJ..e or do thmgs These teams m­
elude people at or near the front hnes who are re
sponslble for domg the baSIC manufactunng, devel

•
opment, operatIons, markenng, sales, serVIce, and
other value-addmg actlvmes of a busmess WIth
some exceptIons, hke new product development or
process deSIgn teams, teams that make or do thmgs
tend to have no set completlon dates because thelI
aCtlVItleS are ongomg

In decIdmg where team performance mIght have
the ~reatest ImpaCt, tOp management should can
centrate on what \\ e cdll the company's /I crItlcal
dehvery pomts/' that IS, places m the orgamzatlon
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Jobs well, the workmg-group approach 1S more
comfortable, less nsky, and less d.1srupnve than try­
mg for more elUSIve team performance levels In­
deed, u there IS no performance need for the team
approach, efforts spent to Improve the effecnveness
of the workmg group make much more sense than
floundenng around trymg to become a team

Havmg saId that, we beheve the extra level of
performance teams can achIeve IS becommg cot!
cal for a growmg number of compames, espeCIally
as they move through major changes durmg wluch
company performance depends on broad-based be
havlOral change When top management uses
teams to run thmgs, It should make sure the team
succeeds m ldentlfymg specIflc purposes and goals

ThIS IS a second major Issue for teams that run
thmgs Too often, such teams confuse the broad

tIme and pnontIes, at worst, senous ammOSItIeS mISSIOn of the total orgamzatlon wah the specrtlc
develop that undercut even the potentIal personal purpose of theIr small group at the top The dISCI-
bests of the workmg group approach plme of teams tells us that for a real team to form

"Workmg groups present fewer nsks EffectIve there must be a team purpose that IS dIStInctIve and
workmg groups need lIttle tlme to shape theIr pur speCIfIc to the small group and that reqUIres ItS
pose smce the leader usually estabhshes It Meet- members to roll up theIr sleeves and accomplIsh
mgs are run agamst well pnonuzed agendas And I somethmg beyond mdividual end products If a
deCISiOns are Implemented through speCIfIc mdi group of managers looks only at the econOffilC per­
VIdual aSSIgnments and accountabI1mes Most of I formance of the part of the orgamzatIon It runs to
the tIme, therefore, If performance aspuatIons can I assess overall effectIveness, the group will not Mve
be met through mdividuais domg theIr respectIve any team performance goals of ItS own

'--

BEST AVAILABLE COpy

BESTAVAILABLE COpy

HARVARD BUSINESS REVIEW

DISCl'PLINE OF TEAMS

- - ----------
I

Teams at the top are
the most dIffIcult
but also the most powerful

the group must dehver substantIal mcremental per­
formance reqwnng real, Jomt work-products Al­
though the team optlon promIses greater perfor-

I mance, It also bnngs more nsk, and managers must
be brutally honest m assessmg the trade-offs

Members may have to overcome a natural reluc
tance to trust therr fate to others The pnce of fak­
mg the team approach IS lugh at best, members get
dIverted from therr mdIvldual goals, costs outweIgh
benefIts, and people resent the ImpOSItIOn on thel!



We beheve that teams WIll become the pn
mary urut of performance In h1gh-perfor
mance orgaruzatIOns But that does not

mean that teams WIll crowd out mdividual oppor
tunlty or formal hIerarchy and process Rather,
teams WIll enhance eXlstmg structures WIthout re­
placmg them A team opportumty eXIsts anywhere
hIerarchy or orgaruzatlonal boundanes mhIblt the
skills and perspectives needed for optlmal results
Thus, new-product Innovatlon requues preservmg
functional excellence through structure whIle erad
IeatIng functlonal bIas through teams And from
hne productIVIty reqUIres preservmg dIrection and
guIdance through hIerarchy while drawmg on ener
gy and flexlbIhty through self managIng teams

-- ...-:..

bondIng reqUire Impromptu and casual mt6raCtIons
Just as much as analyzmg spreadsheets and IntervIew
mg customers Busy executives and managers toO of
ten mtentIOnally tIllDlmIZe the tIme they spend to
gether The successful teams we've observed all gave
themselves the time to learn to be a team ThIS time
need not always be spent together physicall), elec
troDlC, fax, and phone tIme can also count as tIme
spent together

ExplOIt the power ofpOSItiVe feedback recognztzon
and reward POSItIve remforcemem works as well In
a team context as elsewhere "GIvmg out gold stars"
helps to shape new behaVIOrs cntIcal to team perlor
mance If people m the group, for example, are alert to
a shy person's InItIal efforts to speak up and con
tnbute, they can gIve the honest pOSItiVe remforce
ment that encourages contmued contnbutIons There
are many ways to recognIZe and reward team perfor

-mance beyond drrect compensatIon, from havmg a se
nIor executIve speak dIrectly to the team about the ur
gency of Its mISSIon to USIng awards to recogmze
contnbutIons UltImately, however, the -satIsfactIon

, shared by a team In ItS own performance becomes the
most chenshed reward

! i

Set"and selZe upon a few .ll1l1D.edlate performance
oriented tasks aDd goals Most effectIve teams trace
theu advancement to key performance onented
events Such events can be set In motion by ImmedI
ately estabhshmg a few challengmg goals that can be
reached early on. There IS no such thIng as a real team
Without performance results, so the sooner such re

- suIts occur, the sooner the team congeals
Challenge the gxoup regUlaIly WIth fresb facts and

mformatlon New mformanon causes a team to rede
fme and ennch Its understanchng of the performance
challenge, thereby helpmg the team shape a common
purpose, set clearergoals, and lmprove Its common ap
proach A plant qualIty Jmprovement team knew the
cost of poor qualxty was high, but It wasn't untIl they
researched the dxfferent types of defects and put a pIlce
tag on each one that they knew where to go next Con
versely, teams errwhen they assume that all the mfor
matIon needed exISts m"the collectlve expenence and
knowledgeoftherrmemherS 2........:~~.- - ::

Spend lots of tlme together Common sense.tells us
that team members-must spend alot of tIme together,
scheduled and uiischeduled, especxally m-the begm­

_ rung Indeed, creatIve mSIghts .as well as personal
-.r:,r- .... - _~ ~R"-;J __ --,~'<.. -::,~:¢h4.~"" "-; ~- ~

I
Wlnle the basIc dlsc1plme oft~s~oesn~tdJffer ~; must be a;. t~eam all the tl.me,~athai thet~ lead-

for them, teams at the top are certamly the most ens above dOIng real work. .... ; • ~.,,~ <j: %""... ~
I r

•

<hffJ.cult The complexitIes of long-term challenges, As understandable as these assumptIons may be,
heavy demands on executIve tl1D.e, and the deep- most of them are unwarranted They do not apply

I seated md1v1duahsm of semor people conspne to the teams at the top we have observed, and when
! agamst teams at the top At the same tlme, teams at replaced Wlth more reahst1c and fleXlble assump-

the top are the most powerful At £Ust we thought tlOns that permIt the teaItl disciphne to be apphed,
such teams were nearly ImpOSSIble That IS because real team performance at the top can and does oc- I

we were lookmg at the teams as defmed by the for- cur Moreover, as more and more compames are
mal organIZatIonal structure, that 15, the leader and confronted WIth the need to manage maJor change
all IDS or her duect reports equals the team Then across theIr orgamzatlons, we wl1l see more real

I we dIscovered that real teams at the top were often teams at the top
smaller and less formahzed - WhItehead and Wem­
berg at Goldman, Sachs, Hewlett and Packard at
HP, Krasnoff, Pall, and Hardy at Pall Corp, Kendall,
Pearson, and Calloway at PepSI, Haas and Haas at
LeVI Strauss, Batten and RIdder at Krught RIdder
They were mostly twos and threes, WIth an occa­
slOnal fourth

Nonetheless, real teams at the top of large, com­
plex ofgaruzatlons are stlll few and far between Far I

too many groups at the top of large corporatIons
needlessly constram themselves from achIevmg
real team levels of performance because they as
sume that all dIrect reports must be on the team,
that team goals must be IdentIcal to corporate
goals, that the team members' positlOns rather than
skills determIne theu respective roles, that a team•
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a team's'umquepotentlal to dehverresults,'deploy >~-'

teams strategically-when they are the best tool
for the Job, and foster the baSIC dtsclplme of teams
that WIll make them effectlve By domg so, top
management creates the land of envrronment that
enables team as well as mdividual and Qrgamza
tIOnal performance

DISCIPLINE OF TEAMS

How s Your Team I

In recent research many execut1ves have reported acute concern about how to bUlld teams and how to
work m teams Few other sk1lls the data say tap more mtense mterest among hundreds of managers
That s why we want to ask the communzty of HER readers to deepen our knowledge on th1S sub,ect to let
us learn from vour expenence

The above art1cle prOVides systemat1c fmdmgs on how and why teams work and why some fall We d
be grateful for a note from you on your personal expenences Mth teams Please mc1ude your educatlOnal
and work bad-ground and md1cate any portlOns you do not want to be quoted The authors are pleased to
10m us m studvmg vour 1deas respondmg and perhaps m furtlwr wlltmg on teams

We d llJ..e to knm'\' 1f economiC and technzcal changes have made teams more Important to you m re
cent years Do teams become crltlcal as you move mto h1gher management levels l Does MBA trammg
help an executlVe to be more effectlVe on teams' Less' Does prevlOus success lock some executives mto I

habits that mhlb1t theIr part1clpatlOn m teams or mal"e them deaf to 1deas from others l How can HBR be
more usefulm vour own contmuous Improvement at team SJ..111S'

We are convmced that every company faces spe­
CUIC performance challenges for whIch teams are
the most practIcal and powerful vehlcle at top man­
agement's dISPOSal The cntlcal role for semorman­
agers, therefore, IS to worry about company perfor­
mance and the kmds of teams that can delIver It

I ThiS means that top management must recognize

---------------------------------------_.....~

Please mall \ our Lomments to Teams Harvard Busmess ReView Soldiers FIeld Road Boston MA 02163
or fax them to 617 495 9933 The Edztors

Repnnt 93207

.._~- -- •

-They don t actually do am thmg I 7ust lzke the way they make me feel

CARTOON BY DAVlD BRION
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A ll1Ultlj1z11CtlOnal tcam '::, ll1easurement systenl nlust empower
the teanlinstead of empowering top managers

,
I

I
I
!

I

Chrzstopher Meyer IS managIng drrector of the StrategIC
AlIgnment Group a consulttng tum In Portola Valle}
Caltforma that speCIalIzes m helpmg compames reduce
tIme m J..nowledge based worJ.. such as. product devel
opmem ana deSIgn and Implement multIfunctlOnal
teams He IS the author of Fast Cycle Time How to
Align Purpose Strategy, and Structure for Speed (Free
Press 1993)

------------

language TradItlOnal measurement systems don't
solve those problems

The pnmary role ot tradmonal measurement sys­
tems, whIch are sull used 10 most compames, IS to
pull"good mformatIon" up so that semor managers
can make "good deCISIons" that flow down To that
end, each relatIvely mdependent functlon has Its
own set of measures, whose mam purpose IS to In­

form top managers about ItS aCtlVItleS Markenng
tracks market share, operatlons watches mventory,
fmance momtors costs, and so on

Such results measures tell an organIZatlOn where
It stands m Its effon to achIeve goals but not how It
got there or, even more Important, what It should
do dIfferently Most results measures track what
goes on WIthm a functlon, not what happens across
functlOns The few cross-functIonal results mea
sures m orgamzatIOns are typIcally fmancIal, lIke
revenues gross margms costs of goods sold capItal

-
-~-

by Chnstopher Meyer

M
any executIves have realIZed that process­
focused, mulufunctlOnal teams can dramat­
Ically Improve the way therr compames

delIver products and servIces to customers Most
exeCUtlves have not yet realIzed, however, that
such teams need new performance-measurement
systems to tulfIll thelT promIse

The deSIgn of any performance-measurement
system should reflect the baSIC operatmg assump
nons of the orgamzanon It supports If the orgamza
non changes and the measurement system doesn't,
the latter WIll be at best meffectlve or, more lIke­
ly, counterproductIve At many compames that
have moved from control onented, functIOnal
hIerarchIes to a faster and flatter team based ap­
proach, tradmonal performance measurement sys­
tems not only faIl to support the new teams but
also undermme them Indeed, traditIOnal systems
often heIghten the confhcts between multIfunc
nonal teams and functIOns that are vexmg many or
gamzanons today

Ideally, a measurement svstem deSIgned to sup
port a team based orgamzatlon should help teams
overcome two major obstacles to theIr effective
ness gettmg functlons to prOVIde eXpertIse to
teams when they need It and gettmg people from
dIfferent functlons on a team to speak a common

I
i

I

•

•
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TEAM '\'lEAIlURES

dtL ml..lsures that support then rI1lSSIOn, or they
WIll not fully explOIt then abtllty to pertorm th.e
process faster and m a way that IS more responsl
to customer demands

A process measure that a product development
team mIght use IS one that tracks staffmg levels to
make sure that the necessary people are on a gIven
team at the nght time Another measure IS the
number or percentage of new or ul1lque parts to be
used 111 a product WhIle such parts may offer a per
formance advantage, the more a product contams,

the greater the lIkelIhood that there
wIll be dIffIcult deSign, IntegratlOn,
Inventory, manufactunng, and as­
sembly Issues

Havmg sung the praIses of process
measures, let me throw In a quahfi
catIon whIle such measures are ex­
tremely Important, teams stIll need
to use some tradItIOnal measures,
lIke one that tracks receIvables, to
ensure that functIonal and team re-

sults are achIeved FunctIonal excellence IS a pre
reqUIsIte for team excellence

4 A team should adopt only a handful of mea­
sures The long-held Vlew that "what gets mea
sured gets done" has spurred managers to react to
IntenSIfyIng compeutlOn by pIlmg more and mor.
measures on theIr operatlons m a bId to encourag
employees to work harder As a result, team mem­
bers end up spendmg too much tIme collectmg cilta
and mOnItonng then actiVItleS and not enough
nme managmg the prOject I have seen dozens of
teams spend too much tlme at meetIngs discussmg
the mechamcs at the measurement system mstead
of dlscussmg what to do As a general rule, If a team
has more than 15 measures, It should take a fresh
look at the Importance of each one

Trymg to run a team Without a good, SImple gUld
ance system IS lIke trymg to dnve a car Without
a dashboard We mIght do It m a pmch but not as a
matter ot practIce, because we'd lack the necessary
mformanon-the speed, the amount of fuel, the en­
gme temperature-to ensure that we reach our des-

1tmatlOn Compames may fmd It helpful to create
a computenzed "dashboard,1J whIch mexpensIve
graphICS software has made easy to do (See the m
sert "The Team Dashboard IJ)

I ~Thc lack of an effectIve measurement system or
dashboard, can even prevent teams from makmg It
much past the startmg lIne After compames hrst
adopt the team approach, teams must tYPIcally
prove to skeptlcal senror and middle managers that I ~

the power these managers have WIelded can b.
handLd to the teams WIthout the busmess spmnm t

How should performance measurement svstems
be overhauled to maXImIze the effectIveness of
teams 7 Here are four guIdmg pnncipies

1 The overarchmg purpose of a measurement
system should be to help a team, rather than top
managers, gauge Its progress A team's measure­
ment system should pnmanly be a tool for tellmg
the team when It must take correctlve actlon The
measurement system must also prOVIde top man
agers With a means to Intervene If the team runs
mto problems It cannot solve by Itself But even If
a team has good measures, they Will be of lIttle use
It semor managers use them to control the team
A measurement S) Mcm IS not only the measures
but also the way thev dre used

2 A truly empowered team must play the lead
role m deslgnmg ItS own measurement system A
tLam wIll know best what son of measurement sys
tern It needs, but thL tcam should not deSIgn thiS
system m Isolatlon Semor managers must ensure
that the resultmg measurement system IS consls
tent with the company's strategy

3 Because a team IS responSible for a value­
dehvery process that cuts across several functIOns
{hke product development, order fulfIllment, or cus­
tomer serVIce}, It must create measures to track
that process In '1 tr1dltlonal functIOnal organrza
twn, no bmglL tune tJOn IS responSible tor a total
value dLlIvery prOCL~S, thus there are '10 good ways
to lTIL.lbUre those proLLSbLS In contrast the pur
pose ot the mulnful1LtlOl1al tL..lm approach IS to ere
ate a structure - thL team - that IS responSible for a
completc valuc ddl\ Lr} process Teams must cre-

1"~Lh, ellld dLht, '1nd thLY LXI ... t only to hLip top
mdn.1~US In contrast, J1TO<-c..~~ mea~urc, mOl1ltor
thc t l~ks emu aCtlVItleS throughout an or~ lnIZatlOn
th.1t produce a given result Such meJsures arc es­
sLnnal for cross-functIOnal tt.ams that are responsl- I

bk for processes that delIver an entIre SLfVIce or
product to customers, hkL order fulfIllmu1t or new
product development UnlIke.1 trJthtIOnal, func
nonal organiZatIOn, a te.1m-based orgJl1lzanon not
only makes It possIble to use process measures but
'1150 reqUIres them

Trying to run a tean1 \\'"ithout
a good, sl111ple guidance systenl
is like trying to drIve d car
\,vithout a dashboard.
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IkrlO! 111 ll1LL M my plOJULt lkvdopmL11t tL lln~,

lor Lxampk, do 1 poor Job rlJ.n1Un~ Lxactly WhUl
they wrll need pwpk with a LLrtam tunctIOnal ex
peruse Not havmg all the necLssary people at a par
ncular stage often leads to expenSive and tlme-con
summg efforts to fIX problems th.!! the nght people
would have detected earlH..r

This IS exactly what 1 saw happen at a campa
ny that had given a multifunctional team seven
months to develop a consumer product for testmg
blood-sugar levels The team began work on July I
and had a February 1 target date for launchmg the
product Although the company had named the
people from the cntlcal functIOns who would serve
on the team well before the effon got under way!
Mary, the manufactunng representative, dId not
jam the team unnl mid-August By then, people
from marketmg and development engmeenng had
already made some best-guess deCISIOns about SIg­
mfrcant packagmg and manufacturmg Issues After
one week on the team, Mary raised senous ques­
tions about many of those deCISIOns, and the team
deCided to adopt her suggestions and retrace Its
steps Not only was Mary's arnval on the team very
awkward, but also the program slipped by three
weeks within the fIrst two months

A team's rehance on tradrtIOnal measures can al­
so cause ItS members to forget the team!s goal and
revert to therr old functIOnal way of workmg - or
fIghtmg - WIth one another ConSider the case of
Ford Motor Company dunng the development of a
luxury model m 1991 The project was one of Ford's
hrst attempts to use multifunctional teams tor
product development By and large! the team!s mea­
surement system was a collectIOn of the mdlvld-

ual measures that each functlon on
the team (stylmg, body engmeer
mg, powertram, purchasmg, tmance,
etc) had used for years

Shortly before team members were
to SIgn ott on the car's deSIgn and be­
gm engmeenng the body, a contro­
versy developed over the door han­
dle, which was dIfferent from the
ones Ford had been usmg One rea
son for the controversy was that each

functIOn made dlfterent assumptions about the rel­
ative Importance at the factors contnbutmg to the
product's costs and competItiveness

Members tram the purchasmg and fmance de­
partments teared that the handle would be too ex­
penSIve Then gaugcs were the cost of manufactur
mg the handle and Its warranty costs The people
from deSIgn and bodv engmecnng rcsponded that
the handle's deSIgn was no more complex than that

The most commonly used results measures m
product development are schedule and cost But the
tact that a program IS SIX months late and S2 mIl
han over budget doesnJt tell anvone what went
wrong or what to do dIfferently In contrast, track
mg staftmg levcls dunn~ the course of a proJect­
a process mL.l~Ure that mIght mclude not only the
number of bodIes but also the years of c,,::penenCL 111

malar Job categones - can radIcally affect a team's

The fact that a progranl IS six
1110nths late al1d $2 lnillion over
budget doesll<\t tell anyone what
,vent \VT011g or V\That to do next.

Many managers fall to reahze that results
measures lIke profits, market share, and
cost, which may help them keep score on

the pertormance of theIr busmesses, do not help a
multitunctlOnal team! or any orgamzatlon, mom
tor the actIVItleS or capablhties that enable It to
pertorm a given process Nor do such measures tell
team members what they must do to Improve theu
performance

An 8% drop m quarterly profIts accompamed by
a 10% nse m service costs! for example! does not
tell a customer seIVlce team what Its servIce tech
mCIans should do differently on theu next call
Process measures! however! examme the actIOns
and capabilmes that contnbuted to the SituatIOn
Knowmg that the average tlme spent per serVIce
call rose 15% last month and that, as a result, the
number of late calls rose 10% would explam to the
techmClans why seIVlce costs had gone up and cus
tomer satisfactIOn and prohts had gone down

out o! LolltlOl A tL.1111 C.lI1 o!lL1 no '>Udl plOO! 11 It
bck~ thL tools to track lt~ pLrtorm.:mcc

What operatIOns exeCUtlve, tor t.xampk, v, auld
be wIllmg to let .a new product development teJm
manage the tranSltlOn from an e"::lstmg product to
a new one If the team dId not have a measure that
tracked ala product Inventory from the factory
throughout the dIstr1butlon channel' WIthout such
mtormatlon, the company mIght end up stud. WIth
lots of an unsellable old product And what devel
opment executive would be wIllmg to hand over re­
sponsIbIlIty for a project If he or she dId not see that
the product development team was able to track
cost, qualIty, and schedule'

I
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•The Team Dashboard
Spreadsheets are the most common format compa

mes use to msplay then performance measures But If
a measurement system shouid functIon lIke a car's
dashboard by provIdmg a multIfunct{onal team wIth
the mformatlon It needs to complete Its Journey, why
not actually construct a dashboard7 The dashboard
format, complete WIth colorful graphIC mdlcators and
other easy to read gauges, makes It much eaSIer for a
team to mOnitor Its progress and know when It must
change dIrectlon A multIfunctIOnal team called
Lethal, whIch deSIgned and bUllt a 2 5-mch dIsk dnve
for the Quantum Corporatlon m MllpItaS, Cahforma,
used the dIsplayed dashboard

Quantum had begun usmg multifunctIOnal devel
opment teams only mne months before It establIshed
the Lethal team late m 1989 Lethal's core group m
eluded representatIves from marketmg, manufactur
mg, engmeenng, quahty assurance, fInance, and hu
man resources Whlle Quantum was a strong player m
the 3 5 mch dnve segment, It had never made 2 5 mch
doves On top of thIS technIcal challenge, managers
wanted Lethal to dehver the dove m 14 months-lO
months less than SImIlar projects had taken

Larry, the team's pnnclpal leader, who came from
engmeenng, was very skeptIcal about whether or not
Quantum's past development practIces would enable
Lethal to reach Its 14 month goal When he asked
leaders from prevlOUS teams what they would do dIf
ferently, all SaId they would try to fmd a better way to
detect problems early The teams would gather all the
nght players, but too many problems still ended up be
mg resolved 10 the functions Larry reCOgnIzed one
reason for that sItuatlOn the teams had used measure
ment systems deSigned for hIerarchIcal functlonalor­
gamzatlons He thought Lethal could do better

When the team began trymg to establIsh a schedule,
Its members qUIckly mscovered that development en
gmeenng was the only functIon that had prOVIded a
complete schedule for performmg Its tasks The others
had only sketched out malor ml1estones In addltlon,
mmvIdual team members were often unsure what the
others' schedules meant, and none of the schedules
had been mtegrated Marketlng had even gone ahead
and set a date for the product launch WIthout consult
mg development engmeenng l

After thIs revelatIon, the team members deCIded to
spell out the detaIls of all the functIonal schedules
m terms that everYone could understand They then
mtegrated those schedules mto one master product
development schedule, '" hlch product development
programs often lack

In addmon to thIS schedule momtor and a mIlestone
gauge, the dashboard containS a vanety of other re
sults measures, whIch development teams typIcally

use to track theIr progress m achlevm~ the key strate
gle goals that WIll determme whether or not tOP man
agers conSIder the project a success Lethal s goals In

eluded creatmg a product that could be manufactured
at a targeted cost (trackcd by the' Overhead" and
"BIlls of Matenals" gauges) and had d cOmpetItIve
quahty levelltracked by the "Product QualIty" gauge]
The dashboard also has results measures for trackmg
the product's success m achIevmg proht margm and
revenue targets once It IS on the market But such re
sults measures tell a team only where It stands, not
why It stands there To do the latter, Lethal adopted
the fIrst process measures used by multIfunctional
teams In the company

PreVIOUS teams at Quantum had focused on devel
OpIng the product and treated as secondary such tasks
as developIng the methods and eqUlpment for testmg
Only after teams dIscovered that early prototypes
couldn't be adequately tested dId those ISSUes receIve
attention To aVOId such a bottleneck, Lethal adopted
a separate process development gauge for all the tasks
mvolved In manufacturIng, IncludIng testIng

A sIml1ar dISCUSSIon resulted m a deCISIOn to m­
clude staffmg gauges on the dashboard People for ar
eas hke testmg, manufacturmg, and market10g had to
be hIred early enough so that they would be on board
when the team needed them If the team waIted untIl.
the development of test10g methods and equlpmen
were supposed to start before hmng test engmeers, the
schedule could shp by at least SIX weeks

Larry's motive for suggestmg the employee satlSfac
tlon gauge was SImple unhappy team members won't
keep to an ambItIOUS schedule The posmon of the
"Current" needle reflects the team leaders' oplIDon of
the team's morale The posltlon of the "Last survey"
needle reflects the most recent survey of all team
members By forc1Og themselves to mOIDtor morale,
the leaders dIscovered that people were concerned
about such thmgs as the shortage ot lab space and ac
cess to the workstatIons and", ere able to do some
thmg about those Issues berore they hurt morale

The mmcator hghts m the lower left hand corner of
the dashboard were deSIgned to ensure that the team
allocated enough tIme to planmng WhIle weekly
team meetmgs were adequate for dealIng WIth many
Issues, some, hke product launch planmng, requIred
more preparatIon Because of the program's mtensIty
team members Vvorned that Issues that couldn't be
solved qUlckly would eventually cause a bottleneck
Scheduhng a half or full day meetmg that everyone
could attend would often take at least four weeks
John from marketIng suggested that the team use the
mdICator lIghts as a remInder to schedule tIme for
plannmg seSSIOns
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The.. tt.<l111 ljulLkly rt.ahzt.d \\ hlch ~.lUgt.S were not
userul John trom fmance .argued that determmmg
Lethal s t.xpenses for the Program Cost to Date
gauge ",as nearh ImpOSSII)le SInce the company did
not have ..1 project bas<..d accountlng system Mort.
0, er top managers r.areh asked about an Individual
program s costs because they hardly vaned from
prOI<..ct to prOJect SInC<- nobod;. on the team changed
11l~ OJ he..r bLl1'lVlOr It tht. OTohram t.ll~t !,aUhL droppLd
0 r IncreasLd he team decld<-d to elImInate It

The tLal11 succeedLd m gettIng potentlal customers
tor thL 2 'i 111t.h dJ.,k dnvt. to 'lpproVL thL companv a~

a qUdl'!JLd :>uppllLr In 16 month<; - 2 months OH"r
thL olli,Il1..l1 t..lI~,<..l ddt<. but stlll 3 j Yo L.1stcr than pre

VIOUS tL 1111<; HowLver thL dnve took lon~~r to move
through the actll<ll quah ICatIOn phase than prevIOUS
dnves The "EvaluatIons In Progress gauges helped
Lethal track Its progress WIth potentIal customers but
did not help the team diSCO" er a kev problem untIl
relatlveh late Lethal s test procedures were more
ngorous than tho<;e used by potennal customers \I. hlch
made It looh a<; It the dn\<..s tdllure rate \'vas relanvely
hl..,h On thL t,asl<; ot the..se dna potLntIal customers
",auld not quald\ the compam 1<; a suppher

Could J dJshbo'ird \\ ah {htILre..nt gauges ha\e de
teLted tht. problun Llrh enou)..,l1 to ~olv<- It Probably
not LlhL ,mv pertorm1nce I11L.1<;UILl11ent tool the
d..lshbo lrd b not a rt.pl.lce..mcm lor the.. deCISIOn maker



Creating Process Measures •
There are four baSIC steps to creatmg process mt-a tlve the fIrst tIll measure was meamngless Dealers-

sures defmmg what kmds of factOrs, such as tIme, and the fmal customcrs - dldn t care where the part
cost qualIty, and product performance arc cntlcal to came from they Just wanted to know when they'd re
satisfyIng customers mappmg the cross functIonal CClve It And lust because a part was on the warehouse
process used to delIver results, IdentIfymg the cntlcal shelf dId not ensure that It would get to a dealer qUIck
tasks and capabl1mes requIred to complete the process ly the sloppy handlmg of orders and shlppmg prob
successfully, and, fmally, deslgmng measures that lems could also cause delays
track those tasks and capabilltlcs Because the new team was re
The most effectIve process mea sponslble for the entIre process, It
sures are often those that express mapped ali the steps m the servIce
relatIve terms For example, a mea cycle, from the moment the ware
sure that tracks the percentage of house receIved a dealer's order to
new or umque parts IS usually more the moment the dealer receIved the
valuable than one that tracks the part, and the tune each step took
absolute number The team then ldentlfled Its cntlcal

Here's how the parts and servIce tasks and capablhtles, WhICh m
operatlon of a Europe based car eluded the order entry operatlon
company created process measures the management mformanon sys

The warehousmg functlon had tern for trackmg orders and mven
tradItIonally measured ItS perfor tones, warehouse operanons, and
mance by trackIng how often parts shIppmg The team created cycle
ordered by dealers could be fIlled tlme measures for SlX to eIght sub
ImmedIately from the warehouse Creating process measures begms WIth processes WhICh helped the team
shelf If a stock pIcker found a gas mappmg a cross-functIonal process see how much tIme was bemg spent
ket on the warehouse shelf - mean on each step of the process relatIve
mg that It dId not have to be ordered - that counted as to the value of that process WIth thIS InformatIon
a "frrst fIll " the team could begm fIgunng out how to reduce cy •

When the orgamzatIon began usmg teams It pUt the de tIme WIthout sacnfIcmg qualIty The resultmg
warehousmg and the dealer servIce groups on a multI changes mcluded reducmg the copIes made of each or
functlonal team charged WIth Improvmg the total ser der and the number of SIgnatures reqwred to authonze
VIce process, f~om product breakdown through repau flllmg It WIthIn SIX months the team was able to re
The team reexammed the current performance mea duce the serVIce cycle conSIderably Not COlDCldental
sures and concluded that, from the dealer's perspec ly, dealer complalDts fell by a comparable amount
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of eXIstmg handles And because there was no baSIS
for assummg that ItS warranty costs would be hIgh
er, they argued, the cost at manufactunng the han
dIe should be the mam Issue m the cost debate
They submItted a bId tram a vendor on Ford's ap
proved vendor lIst as proof that the handle would
be no more expenSIve to make In addItIOn, they
argued, purchasmg and fmance were not gIvmg
enough weIght to the Importance of the handle's de
SIgn m the overall deSIgn of the car

The purchasmg representatlve was stIll not satIs
fled about the warrant' costs He saId that handles
made by other approved vendors had had lower war
ranty costs than handles made by the vendor whose
bId had been submmed Atter J shan shoutmg
match, the deSIgn and engmeenn~people gJVL up

Dunng the debate no one d!>kcd the crltlcal ques
tlon Would the new h.ll1dk mcrease the Cdr s dbIlI

ty to compete m the marketplace? Smce the mod
el's dlstmCtlVe stylmg was a cntlcal competItlve
element, the new handle mIght have helped the ve
hIde capture enough addmonal customers to more
than compensate for hIgher warranty costS Adopt
mg the old handle was not necessanly the best deci
SIOn, and thIS last-mmute deslgR change, whIch m
turn requITed other changes, added at least one
week to the development process The members of
thIS product development team were stIll thmkmg
as the, dId m theIr functlons, where nobody had an
overVlev" of what would make the product succeed
m the marketplace

What kmd of measures could have helped the
team aVOld ItS v. In lose battle over cost \ ersus
styk One possIbIhty would have been a measure.
that mcorporated several product attnbutes such
JS produu cost kamre!>, serVIce, and packagmg, to ':I
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Top 111anagers lTIUSt set strategIC
goals, show a leanl 110"\v It fIts

Into those goals~ and train the
tean1 to choose Its OvV11lueasures.

•

•

ll1 Ihk thl tl1l11 to JS~l.SS tndL-otb Thl'" 1l1ly h IVl
hdped thl. tl.a111 re.lhze... th.1t an UndUUl1l11H..d
fclctor - the... proposed handl<. 's warranty co~ts ­
~hould not helve mfluenced thl. deCISIOn so hl.J\ lly

When cross-functlonal teams drc bcmg es
tabbhed, many compame...s do not mst!
tute a measurement system that supports

thl. company's strategy, ensures semor mandgers
that there won't be unpleasant surpnses, and, L:1st
but not least, truly empowers the teams Let me of
fer a genenc process that most compames can Im­
plement I'll start WIth the role of top managers

In two artlcles on the balanced scorecard (/lThe
Balanced Scorecard-Measures That Dnve Perfor­
mance," HBR January February 1992, and /lPuttmg
the Balanced Scorecard to Work/' HBR September­
October 1993L Robert S Kaplan and DaVId P Nor­
ton proVIde managers WIth a valuable framework
for mtegratmg a company's strategIc ObjectIves and
competItIve demands mto ItS performance mea
surement system They urge managers to augment
therr traciJ.tIonal fmancIal measures WIth measures
of customer satiSfactIOn, mtemal processes, and m
novatIOn and Improvement aCtlVIties

What Kaplan and Nonon do not explam 15 how
such an approach can be applIed to team based or­
gamzatlons I belIeve that It can, With one caveat
semor managers should create the strategIC context
for the teams but not the measures Semor man­
agers should dIctate strategIC goals, ensure that
each team understands how Its job fits mto the
strategy, and provIde trammg so that the team can
deVIse Its own measures But to ensure that owner­
shIp of and accountabIlItv tor performance remams
with the teams, managers must reqUIre the teams
to deCIde whIch measures WIll best
help them perform theIr lobs

Fur eJl.ample, the managers of a
multmatIOnal computer company
established an ambmous strategIC
goal for all of the company's product
development teams to reduce theIr
cycle tlmes by more than 50% with
m three years But rather than dic
tatmg how the teams measure cycle
time, managers asked each team to
select ItS own measures To help the teams m thIS
effort, managers proVIded trammg In cycle tIme re
ductIOn and a very broad selectlon of measures
from whIch the teams could choose

Top managers and a team should Jomtly establIsh
rules about when or under what CIrcumstances
managers WIll reVIew the team's performance and
ItS measurement system A team ~houlJ know at

the out<;et th It 1t wIll h lve to leVILW the mll<;UTl<;
It hJS sc..lccted with top man 1gers to ensure that
they arc conSIstent with corporate strategy and that
It may have to adjust ItS measures The teJm
should also promIse to renegotiate WIth managers
any major changes m the mc...asures made dunng the
course of the project As I WIll dISCUSS later, mea­
sures should not be carved m stone

The team and semor managc...rs should also set
boundanes, whIch, If crossed, WIll sIgnal that the
team has run mto trouble senous enough to tngger
an /lout of-bounds II management reVIew Such an
approach keeps managers mformcd WIthout disen­
franchIsmg the team

Dunng an out-of-bounds reVIew, teams and man­
agers must deflne the problem and deCIde what cor­
rectIve actIOn to take The team must retam re­
sponSIbIlIty for callIng and runmng the reVIew and
executmg any deCISIons It must be clear that the
purpose of the reVIews IS for semor managers to
help the teams solve problems, not to fmd fault

Some product-development teams actually nego­
tiate wntten contracts WIth semor managers at the
start of a project The contracts defme the product,
mcluciJ.ng features and qualIty targets, the targeted
cost to the customer, the program cost, fmanclal m­
formation hke revenues, gross margms, and cost of
goods sold, and the schedule Dunng the contract
negOtiatIOns, management ensures that the overall
program, mcludmg the measures, supports the com­
pany's strategy

The contract also establIshes rules for manage­
ment reVIews For example, one company reqUires
only two planned reVIews The fIrst comes at the
end of the deSIgn phase so that management can
confum that the product still meets the market

need before the company mvests m expenSIve tool
mg The second reVIew IS after productlon IS under
way so that management can learn about and pass
on to other teams any advances tha~ the team has
made, lIke deslgmng a partIcular component to be
manufactured eaSIly, and can solve unforeseen pro
ductlOn problems earlv on Dunng the entIre deSIgn
phase, the team IS free to proceed WIthout any can
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t1ct with m maguncl1t unkss It hac; hrokLI1 or
knows It WIll break Its conml1tmLl1tS on produCt
teaturcs, performancc, product •.l11d dLVI.J.opmL nt
costs, or schedule

The mam problem at most compame~ that now
use mulnfuncnonal teams IS that top managers use
a team's measurement system to momtor clnd con
trol prOjects or processes Even If umntentIOn.ll,
such behavIOr wIll mevitably undermme the effec­
tIvencss of any team

ThIs IS what happened when a Ford manufactur­
mg plant turned to multIfuncnonal teams to llTI­

prove product qualIty but dIdn't change manage­
ment's command-and-control mmd-set

The company grouped lme workers from vanous
functIOnal areas mto teams and tramed them to col­
lect and analyze data so that they could resolve
qualIty problems on then own But then came the
mIstake the dlvislOn managers asked qualIty engI­
neers, who supposedly had been sent to aSSIst the
teams, to send a monthly report on the plant's qual
Ity and plans for Improvmg It In turn, the qualIty
engmeers asked the teams for then data

Over tIme, the teams began to depend on the
quahty engmeers to analyze the data and waIted for
the engmeers' duectlons before takmg actIOn The
engmeers recogrnzed what was happenmg but felt I

caught m a bmd because the dIvISIOn managers
wanted them, rather than the teams, to proVIde the
reports Problems that the teams had been able to
resolve on theu own m a day or two began to re
qUIre the mvolvement of the quahty engmeers and
tWIce the time And the qualIty engmeers asked for
more engmeers to help them support the teams

The dIVISIOn managers became very frustrated
GIven all theu verbal support for empowenng
teams, they couldn't understand why the teams
dIdn't act empowered

W hen a group of people bUIlds a measure­
ment system, It also bUIlds a team One
benefIt of havmg a team create ItS own

measurement system IS that members who hall
from dIfferent functIons end up creatmg a common
language, whIch they need m order to work as an ef
fectIve team UntIl a group creates a common Ian
guage, It can't reach a common defmltIOn at goals
or problems Instead of actIng like a team, the group
wIll act lIke a collectIon of functIons

As a ftIst step, the team should develop a work
plan that can serve as a process map of the cIltlcal
tasks and capabIlitIes reqUlred to complete the
prOject The second step IS to make sure that every
onc understands the team'c; goals 1I1 the same wav
TLam memhers frequently start out bc11Lvmg that

TEAM MEA"URI:.~

thLYshare an ul1l1Lr~tdndll1g of their go lis only to
diSCOVLr when they begm dLvdopmg perfonnclnce •
measures how wrong thLy werL

After the goals have been confumed, the appro
pnate team members should develop mdividual
measures for gaugmg the team's progress m achiev
mg a gIven goal and Idennfymg the condmons that
would tnggu an out-of-bounds reVIew In addmon,
each member should come to the next meetll1g
WIth two or three gauges that he or she conSIders
most effectIve for momtonng hIS or her functlonal
area In an attempt to push team members to focus
on overall goals and the total value delIvery process
as they develop measures, they should be encour
aged to mclude process measures (See the msert
"CreatIng Process Measures ")

At the next meetmg, each member should ex
plam what hIS or her proposed measures track and
why they are Important Everyone should make an
effort to defIne any terms or concepts that are un
famIlIar to others One Important rule IS that no
questlOn IS a "dumb questIon II So-called dumb
questIOns are often the most valuable because they
test the potentIal value of each measure m the most
ObVlOUS terms

Some measures WIll be eIther el1mll1ated or
agreed on very qUIckly The hard work WIll be as
sessmg those that fall m between No fmal deci.
SIOns should be made until all the gauges accepte
or snll m contentIOn are tested as a unit agamst the
followmg cntena
DAre cntIcal team objectIves (lIke fillIng an order
withm 24 hours) tracked2

o Are all out of bounds condItIons momtored?
C Are the CritIcal vanables reqUlred to reach the
goal (hke havmg enough skilled personnel to run an
order entrv system) tracked2

o Would management approve the system as IS or
seek changes2

DIs therc any gauge that wouldn't cause the team
to change ItS behaVIOr If the needle swung from one
SIde to another2 If so, ehmmate It
DAre there too many gauges? As I mentioned earli
er, If a team has more than 15 measures, It should
take a second look at each one

After a team's measures have passed thIS test, the
svstem IS ready for the management reVIew

Atcam can preserve the value of ItS pertor
mance measurement system by dIlIgently
addmg and ehmmatlng gauges, as requued,

dunng the proJcct or task
Measures that were relevant dunng the ea.

<;tagLs In the development of a new product WIll u
doubtLdly becomc Irrelevant as the product nears
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prodUe..tlOl1 In mo~t Ll~L~ tL lIn~ rLJ1JZL th It Jnd
plan for ch.mges dunnl, tilL tiL VclOPl11Lllt of theIr
measurement SyStll11S But pnontlL'> oftLn cl1Jn~c

dunn~ J. proJcct, whH.. h ll1LanS thJt nH.. Isures
should bL chan!;t:.d too And SOllh.. tlmCS mLasurcs
prove not to be so useful J~tcr all and should be
dropped A tcam should also regularly audlt the dJ­
ta bemg fed mto Its measurement system to make
sure they are accurate and mnely

Managers an.. sull m thL early ~tagLs of learn
mg how to maXImIze the effectlveness of multl­
functlonal teams that are mcorporated mto thel!
functlonal orgamzatlOns The same applIes to the
measurement systems used to gUIde both As corn
pames gam expenence, they WIll dIscover that
some speciftc measures can be used over and over

l~Jm by dIttLn.. m tL 1m,> umkrtakm~<;111111 u tJ.~ks

or prolLcts But mJnJ~Lr~ should be on theIr bUald
kst they do WIth pLrtormance measurement sys­
tems what they hwc done WIth so many manage
ment tools assume that 0l1l.. SIze fitS all Managers I

can systematlze the process that teams use to cre­
ate thel! measurement systems They can also cata-

I log the measures that appear to have been most ef­
fectIve m parucuLu appllcanons But managers
must never make the mIstake of thmkmg that they
know what IS best for the team If they do, they WIll
have crossed the Ime and returned to the com­
mand-and-control ways of yore And they WIll have I

rendered theIr empowered teams powerless
Author Snote The author would hI e to thank Steven C Wheel
WrIght who prOVIded valuable gUIdance for thIS artIcle
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Notes from "How the Right Measures Help Teams Excel", by Christopher Meyer,
Harvard Business Review, May-June 1994 •

The team develops Its own performance measures and IS responsible for the entire
process

Measures should not be carved In stone

Top managers and a team should JOintly establish rules about when or under what
circumstances managers will review the team's performance and ItS measurement
system

If top managers use a multifunctional team's measurement system to momtor and
control projects or processes, such behavior will inevitably undermine the
effectiveness of any team

When a group of people bUilds a measurement system, It also builds a team The
team ends up creatmg a common language, which they need m order to work as an
effective team

Four basIc steps to creating process measures

Defme what kinds of factors (such as time, cost, quality, and product
performance) are critical to satisfYing customers
Map the cross-functional process used to deliver results
Identify the critical tasks and capabilities required to complete the process
successfully
Design measures that track those tasks and capabilities

For assessing indicators, assess against the following criteria
Are critical team objectives tracked?
Are all out-of-bounds condItions monitored?
Are the critIcal variables required to reach the goal tracked?
Would management approve the system as IS or seek changes?
Is there any gauge (or indicator) that wouldn't cause the team to change ItS
behavIOr If the needle swung from one side to another? If so, eliminate It
Are their too many indicators? If a team has more than 15 measures, It should
take a second look at each one

Managers must never make the mistake of thinking that they know what IS best for
the team If they do, they will have rendered their elT'powered teams powerless

•

•
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Notes from "How the Right Measures Help Teams Excel", by Chrrstopher Meyer,
Harvard Business Reviewl May-June 1994

The team develops ItS own performance measures and IS responsible for the entire
process

Measures should not be carved In stone

Top managers and a team should JOintly establish rules about when or under what
circumstances managers will review the team's performance and ItS measurement
system

If top managers use a multifunctional team's measurement system to momtor and
control projects or processes, such behavior will inevitably undermine the
effectiveness of any team

When a group of people bUilds a measurement system, It also bUilds a team The
team ends up creatmg a common language, which they need In order to work as an
effective team

Four basIc steps to creating process measures

Defme what kmds of factors (such as time, cost, quality, and product
performance) are cntlcal to satisfyIng customers
Map the cross-functional process used to deliver results
Identify the cntlcal tasks and capabilities .-eqUired to complete the process
successfully
DesIgn measures that track those tasks and capabilities

For assessing indicators, assess agaInst the following cnterla
Are crrtlcal team objectives tracked?
Are all out-of-bounds conditIOns momtored?
Are the cntlcal vanables required to reach the goal tracked?
Would management approve the system as IS or seek changes?
Is there any gauge (or indicator) that wouldn't cause the team to change ItS
behavior If the needle swung from one side to another? If so, eltmlnate It
Are their too many indicators? If a team has more than 15 measures, It should
take a second look at each one

Managers must never make the mistake of thmklng that they know what IS best for
the team If they do, they will have rendered their empowered teams powerless
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WHATIS EMPOWERMENT?

There are many defimtlons of empowerment The followmg thoughts are mtended to
create a "PICture" of what we mean by the concept of empowerment

• An envrromnent m whIch obJectlves, polIcIes, systems and structures work toward
common goals whIch are clearly commumcated at all levels of the orgamzatlon

• Expectatlons and Jobs wlnch are mIme WIth the capabilIoes of employees

• Systems wlnch consIStently prOVide all personnel With the tramIng, resources, and
authonty to do their Jobs well

• A clImate m whIch mdIviduals (and teams) are encouraged to take responsibIlIty
for their own work and are gIven the means to evaluate and Improve their own
performance

• Systems whIch encourage, evaluate, and reward mdIviduals for contnbutlons to the
orgamzatlon m ways apart from their everyday work and see all of their efforts as
worthwlnle and Important

•

•

• Execuoves, managers, and employees who are clear about the scope of their
authonty and accept personal responsIbIlIty and accountabilIty for proVldmg
customer satISfactlon, contmually tmprovmg processes, and contmually learmng



WHAT EMPOWERMENT IS (AND IS NOT)

There has been considerable confusion within human resource development and
management literature regarding what empowerment actually IS Some have Implied
that It IS only particIpative management warmed over Others have emphasized
excitement and climate-setting strategies

Defmltlons

There IS an old paradox about power the more you give It away the more you have
Many people who become supervisors and managers forget this truth, and they try
desperately to hold onto what they perceive to be their power As a result, they create
resistance among their "followers", and they end up having little power at all Toffler
pOints out "Of course, no one likes to give up power The lowliest foreman and the
highest paid executive may both have a stake In maintaining old-style work
relationships But the odds are shIfting against them" Kanter adds "In many
segmentallst organizations, supervisors and middle managers feel sufficiently powerless
anyway so that they may be even more resistant to schemes that take away what
limited authonty they feel they have and do not also give them something else to do to
feel Important and useful"

•

Power IS the ability to get Intended effects, to get what you want Bennis and Nanus •
say that power IS "the capacity to translate Intention Into reality and sustaIn It" It can
also be thought of as having the means to meet needs A person IS perceived as
powerful when he or she has what someone else wants or needs That may be
Information, contacts, Skills, authonty, personality, or the ability to stop things or prevent
deCISions from being made Kanter calls these "organizational power tools," "three basIc
commodities that can be Invested In action mformatlOn (data, technical knowledge,
political intelligence, expertise), resources (funds, matenals, space, time), and support
(endorsement, backing, approval, legitimacy) "

Most power In organizations IS attnbuted, that IS, It IS In the eye of the beholder People
make you powerful when they choose their behavior on the baSIS of your expectations
A person makes himself or herself powerful by claiming credit for haVing developed
himself or herself and for haVing achieved organizational POSition Self-empowerment,
then, IS something over which a person has conSiderable control, even It a person IS
In an oppressive climate

Empowerment IS the process of enabling people to do what they are qualified and
being held accountable to do It means dnvIng down deCISion making, information,
control over work conditions, and other Job-related procedures In order to generate
commitment It means aVOiding the "responsibility Without authOrity" trap Empowenng
others (employees, for example) IS a process of InvolVing them In matters for which a
leader needs their understanding and commitment It IS a leap of faith for many •
managers The person IS trusting that If he or she dnves down deCISion making,



•

•

•

problem solving, action planning, goal setting, task sequencing, etc, he or she will
receive In return synergy and Increased effectiveness

The more influential a person feels In the work situation the more likely he or she IS to
commit to being effective on the Job The author's Law of Commitment says that
commitment represents an attitude shift that IS triggered by participating meaningfUlly
In things at work that affect the individual

Meaningful participation
leads to a

Sense of Involvement
that evokes a

Feeling of Influence
that generates

Psychological ownership
that results In

COMMITMENT

There IS "more truth than poetry" In thiS law When a person perceives his or her
participation In decIsions, problem solving, planning, goal setting, and change to be
personally relevant, that individual may become committed When others deCide for a
person, that person IS less likely to support the conclUSions actively Empowerment
means that something has to happen inSide the individual A person has to experience
a shift In attitude He or she has to feel influential - empowered As Sashkln observes,
"While It cannot be suggested that participation In goal setting and decIsion making Will
magically and totally remedy workers' feelings of powerlessness - which have been
fostered by organizations over the past hundred years - sound eVidence indicates that
participative management approaches InvolVing goal setting and deCISion making do
Increase workers' sense of power and control" If a person IS meaningfully participating,
the work Situation or deCISion becomes that IndiVidual's, and he or she Will likely
become ready and Willing to do whatever It takes to make the Situation work A person
IS committed to what he or she owns psychologically If It IS their problem, the person
IS not committed, he or she may go along, but the matter Will not receive his or her full
effort A long time ago Drucker put It thiS way "Motivation IS a problem In psychology
and therefore stands under different rules It requires that any deCISion become 'our'
deCISion to the people who have to convert It Into action ThiS In turn means that they
have to participate responSibly In making It"

A person's own empowerment usually establishes his or her limits on empowering
others, particularly employees In other words, If a leader does not feel influential over
work deCISions and procedures that affect his or her own Job, that person IS unlikely to
give away what power he or she does have to other people In an organization In which
nonparticipation IS the norm, a leader Will probably conform If a leaders's own manager
does not consult With him or her or actively Involve employees In deCISions In which
they could add value or that affect their work, that leader probably Will mirror the boss's
behaVior With hiS or her own employees



Misconceptions About Empowerment

Numerous misconceptions have arisen around the concept and practices of
empowerment Empowerment does not mean bemg a wimp, giving up, cavmg m, glvmg
the dog a bone, glvmg away the store, askmg for advice, or dlsempowenng oneself
Here are the most common misconceptions, with commentary on each

Misconception A leader can empower others This IS a notion that IS similar to the
one that managers can somehow motivate employees That cannot be done either
Convey IS typical of wnters who Imply that empowerment IS somethmg you do to other
people "If you want to mfluence and empower people, first recognize that they are
resourceful and have vast, untapped capacity and potential" People empower
themselves, leaders facIlitate the process through coaching, counseling, delegating,
tramlng, rewardmg, modeling and challengmg People are motivated, but they may not
be empowered If they seize opportunities and grow Into competence they empower
themselves The first steps m facilltatmg the empowerment of others, according to
Byham, are to mamtam one's self-esteem, listen and respond emphatically, and ask for
help In solVing problems PrevIous efforts at applymg motivation theory to enhancmg
human performance have not been effective As Vogt and Murrell pOint out "Whereas
the motivational orientation seemed to ask 'What can we do to employees so they Will
contnbute m ways we see as most useful?' an empowerment Orientation asks 'What
can we do to faCIlitate people's mdlvldual and Jomt contributions to their own and the
organization's well bemg?'"

Misconception Empowerment results In a loss of control ThiS notion IS the major
fear of managers and supervisors Bemg accountable for staymg on top of a Situation
that IS out of control IS viewed as somethmg to be aVOided at all costs In fact,
empowerment does not necessitate a loss of control However, the type of control shifts
from one of restraints to one of accountability Sometimes what leaders refer to as
control IS Simply the IllUSion of control Tight procedures and regulations are seldom
followed to the letter Holdmg people accountable and supportmg them In their
development are highly benefiCial forms of control If you want to control people, excite
them With VISion and help them to develop the means to actualize It

Misconception Power IS dirty Power Simply IS, It IS judgements about the actual
exercise of power that make It good or bad As Kmg and Glidewell said, 'To many the
word 'power' has a negative connotation, undoubtedly because It IS so frequently allied
With negative acts" Organizations can be "low wattage," can have not enough power
When everyone becomes powerful, the organization has Increased ItS human
resources What often IS confused With empowerment IS organizational politiCS They,
too, Simply eXist They do not go away when people become empowered, they change
m unpredictable ways

Misconception People do not want power, they want to be led It IS clear that one
of the demotlvators that employees complain about IS lack of credible, strong
leadership People want to be led, but they do not want to be managed Empowerment
IS completely consistent With a view of leadership that promotes the establishment and

•

•

•
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nurturance of VISion and organizational values "Mlcromanagement" satisfies no
employees except the clinically dependent Only people with well-developed neuroses
want to be weak and powerless Being powerful In work situations IS a necessary
antidote to employee alienation

Misconception Power IS a fixed quantity, If you give It away, you lose It One of
the paradoxes about power In organizations IS that It IS an "expanding pie" The more
you faCIlitate the empowerment of others, the more you are able to Influence them In
Machiavellian terms, grow your people In order to earn their "followershlp"

Misconception Empowerment IS like "gettmg religion" There IS a certain moral
attraction to the concept of empowerment It sounds good, espeCially If you have little
power The truth however, IS that empowerment IS not a conversion experience, It IS
hard work Empowering oneself inevitably Involves taking risks, stretching, learning and
changing Empowenng others entails coaching, counseling, delegating developmentally,
observing, proViding timely, task-oriented feedback, and many other activities
Empowerment means fOCUSing on behaVior change, not attitude development As Beer
et aI, state "The most effective way to change behaVior IS to put people Into a new
organizational context which Imposes new roles, responsibilities, and relationships on
them ThiS creates a Situation that In a sense 'forces' new attitudes and behaViors on
people II ThiS can be done, of course, In humane, participatory ways

Misconception Empowerment always leads to benefiCial results The truth IS that
when you faCIlitate the empowerment of individuals and teams Within the organization,
they sometimes make bad deCISions and Incomplete plans Sometimes they become
legalistiC and argumentative about their nghts as employees Other times they Interpret
empowerment as a license to break the rules With Impunity Empowerment IS not the
"answer In the back of the book" It IS a way of dOing bUSiness, a difficult path that
needs to be taken, Imperfect as It IS

The Empowerment Profile by John E Jones Ph D and Wilham L Bearly Ed D Organizational Umverse Systems
1992



•
FOUNDATION OF EMPOWERMENT

The foundatIon of empowerment IS based upon a clear understandmg
and realIZatIon of the fundamental concepts defmed below

Personal respoDSlbility IS the willmgness to VIew oneself as the pnnczpal source of the
results and crrcumstances whIch occur m one's lIfe, both mdIvldually and collectIvely WIth
others m the workplace Managers and employees are most effectIve m those areas wlnch
they have personally mastered and for wluch they claun maxunum personal responsIbIlIty

Personal accountability IS the wIllmgness to claun ownershzp
for the results whIch are produced as a consequence of one's mvolvement, both mdlvldually
and collectIvely WIth others m the workplace lbrough ownershIp of the dlfficulues as well
as the successes whIch occur m the workplace, the truly empowered manager or employee
realIZeS the OPPOrtunIty for feedback, growth, and the acquISItIon of new sklJ.ls m the areas
where defiCIencIes eXISt

Personal empowerment IS an zntemally-denved capaCIty to perform at or above an
establIshed level of expectatIon ThIs capacIty IS expanded by gomg beyond both self- •
unposed and external ImntatIons The fundamental charactenstIc of an empowered mdividual
IS the acceptance of personal responsIbIbty An mdIVldual IS personally empowered only to
the extent that he or she assumes a predisposed mmdset of personal responsIbIlIty
Therefore, personal empowerment IS ultImately measured by performance

From MANAGEMENT BY EMPOWERMENT
Created by InnovatIons InternatIonal, Inc

(Copynght permtSSIon receIved on July 31, 1995 from
Dr WIllIam GuIllory, CEO, InnovatIons International, Inc)

•
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PRINCIPLES OF E:MPOWERMENT

1 People are the most Important orgamzatIonal resource

2 Hlgh-mvolvement IS m.axumzed

3 Teamwork 15 valued and rewarded

4 Personal and professlOnal growth are contmual

5 Responslblhty and accountabIlIty are maxmuzed

6 Self-determmatIon, self-motIvatIon, and self-management are
expected

7 Expanded delegatIon IS a contInual process

• 8 Hierarchy 15 ID1D1mlzed

9 OrgamzatIonal leadershIp and support are necessary

10 DiverSIty IS a neceSSIty for orgamzatIonal empowerment

From MANAGEMENT BY EMPOWERMENT
Created by InnovatIons InternatIonal, Inc

•
(Copynght permISSlOn receIved on July 31, 1995 from
Dr WIllIam GuIllory, CEO, InnovatIons InternatIonal, Inc )



ORGANIZATIONAL EMPOWERMENT*
(PrInCIples)

1 Involves orgamzatIOnal comnntment to producmg an exceptIOnal product or servIce,
exceedmg customer demand, and preservmg the well-bemg of all employees

2 Incorporates the defImt10ns of responsIbIlIty, accountabIlIty, and empowerment as the
basIS for operanonal agreements

3 Expands the focus of a product or servIce from the mdiVIdual and the team to mclude
the orgamzatIonal unIt

4 The mdIVldual and the team realIze how theIr contrIbutIon fits WIthIn a greater
whole The focus IS "What IS best for the external clIent!customer m terms of
product or servIce?" rather than "What IS best for the m.dIVIdual or the team?"

5 The management strucmre, honzontally and vertIcally, espouses and demonstrates
therr acnon-onented support of empowerment

6 Management establIshes actIon-onented procedures (1 e, delegatIon WIth authonty
and accountabIlIty) that demonstrate Its support of empowerment

*An orgamzanon IS a network of mterdependent unIts that produces a product or servIce for
mternal and!or external customers

From MANAGEMENT BY EMPOWERMENT
Created by InnovatIons internatIonal, Inc

(Copynght perrmssIOn receIved on July 31, 1995 from
Dr WIlham Guillory, CEO, InnovatIons InternatIonal, Inc)

•
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•



•
CREATING AN EMPOWERING ORGANIZATIONALENVIROmtENT

OrgamzatIons can be created winch allow empowerment to flounsh and grow In
empowenng orgamzatIons, managers

• Descnbe clearly the purpose of the orgarnzatlOn and work process and what are
the desrred outcomes

• Clearly descnbe the jobs of employees, how they fit In and contnbute to the
larger process Employees must be clear on what IS expected of them and for
what they are responsIble and accountable

• Match the structure, dutIes and level of jobs WIth the capabl1Itles of IndIVIduals m
them

• Descnbe the latItude and dISCretIon employees have m the job, especIally as It
relates to makIng unprovements and satIsfymg customers' needs Expand the
latItude to the maxunum extent pOSSIble

• Provide employees WIth the authonty they need to do the job well

• Help employees view theIr jobs m a context whIch mcludes the value of
contnbutIons made to the organIZatIOn as a whole, to customers, to SOCiety, etc

• • Ensure employees can do therr jobs by provldmg trammg, InstruCtiOns, tools and
equipment. and a phySIcal envrronment conducive to successfully completmg therr
tasks

•

• Ensure employees (and teams) have ongomg mformanon to momtor performance
(mdIvldual overall results performance), and the authonty to take corrective
acnon or raISe concerns

• Ensure that employees are not pumshed for calculated and well-mtentloned nsk­
takIng Use these as opportunIties to leam

• Create an enVIronment where honesty prevaJ.1s. where employees feel comfortable
dISCUSsmg how somethIng IS really wod~mg, even It IS In contrast to how It IS

supposed to be workIng

• Foster open, honest and genume commumcaUon Commumcauon alIDed at
pleasmg the boss at the cost of aclnevmg results should be dIscouraged



Il\.fPLE:MENTING El\1POWERMENT

The most Important factor to understand when Inlplemennng thIs management phIlosophy IS
that It IS a transjormatzon of the orgamzatIOnal culture ThIs means a fundamental change m
an orgamzatIOn's pattern of belIefs, values, attItudes, and norms that dIctate Its day-to-day
operatIon, both spoken and unspoken It also means a change m the basIS and procedure for
decIsIon makIng and polIcy makIng Ultunately, every employee m the orgamzatIon must be
Impacted by thIS change m the way work IS performed and managed

The orgamzatIonalleadershIp IS the most Important segment m mstItunng cultural change,
whether It IS parttcipauve or hIerarchIcal The leadershIp must clearly commumcate the
orgamzatIon the ratIonale for and value of the new cultural framework ThIs must be done
m a sufficzently znvztzng and persuaszve manner so that It IS accepted and embraced through
self-enrollment by a cntIcal and Slgmficant part of the orgamzanon

The rate at WhIch empowerment occurs as a concerted and systematIc process IS determmed
by the level of orgamzatIOnal support, where "concerted" refers to a long-term plan and
IIsystematIc II refers to the successful stepwise ImplementatIon of the plan OrgamzatIOnal
support IS an ongomg process establIshed by a urnt, diVISIon, and/or orgamzanon whIch not
only encourages, but VISIbly demonstrates Its expectanon of empowered behaVIOr,
empowered employees, and an empowered orgamzanon

From MANAGEMENT BY E1vIPOWERMENT
Created by Innovanons Intemanonal, Inc

(Copynght permission received on July 31, 1995 from
Dr WIllIam Guillory, CEO, InnovatIOns International, Inc)
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MANAGERIAL ACTIONS THAT FACILITATE
EMPOWERMENT.•

USAID/Ben1n Retreat TRG

•

•

Sett1ng D1rect10n -- Enables others to analyze sltuat10ns and
1dentlfy strateg1es that wlll help lmprove the sltuatl0n Helps
people look beyond short term results and p1cture a longer term
"V1Slon" of how th1ngs should be for example, how teams In the
f1eld offlce should work together or how commun1tles should be
served Facll1tates others' 1nvolvement 1n systematlcally
develop1ng plans WhlCh w1ll ach1eve expected results Helps
others understand and be Sk1llful uSlng program plann1ng
processes Carrles out dlrect10n sett1ng and plann1ng 1n a way
so that part1c1pants feel 1nvolved 1n the process, are commltted
to taklng responslblllty for 1mplement1ng steps 1n the plan, and
are able to sustaln the plann1ng process over t1me

Structur1ng Supports both formal (e g , report1ng
relat1onshlps, Job descr1pt1ons) and 1nformal (ways lnformat1on
1S shared, who 1S 1ncluded 1n what k1nds of meet1ngs) structures
that enable people to get results Manages performance so that
1nd1v1duals are perform1ng to the best of the1r ab1l1ty, are
real1z1ng the1r own potent1al, and are fulf1ll1ng the larger
obJect1ves of the organ1zat1on Works to prov1de staff the
necessary resources to carry out these Ob)ect1ves Develops and
susta1ns effect1ve, h1gh produc1ng teams Wh1Ch can work
1ndependently and make dec1s1ons on 1ssues llke who works on
what, and how to 1mprove qual1ty and product1v1ty Effect1vely
negot1ates for resources w1th and manages the expectat10ns of
external const1tuenC1es

Commun1cat1ng -- Recogn1zes that access to needed 1nformat1on
enables people to act 1n empowered ways, supports patterns of
commun1cat1on that emphas1ze part1c1pat1on trust and openness
Creates a cl1mate where 1nformat1on 1S shared w1dely and 1n a
t1mely way, and where people feel free to state V1ews Wh1Ch are
d1fferent from each others and from those 1I1 n power II

Effect1vely fac1l1tates 1nformat1on shar1ng forums 1nclud1ng
staff meet1ngs, one-on-one meet1ngs, commun1ty meet1ngs and
wr1tten commun1cat1on BU1lds broad networks of people who are
eager to share 1nformat1on Pract1ces good 1nd1v1dual
commun1cat1on Sk1lls, part1cularly by demonstrat1ng an ab1l1ty to
ask quest10ns Wh1Ch 1nvolve people and by act1vely llsten1ng

DeC1S10n Mak1ng -- Enhances people's capac1ty to make deC1S1on
and organ1ze themselves to solve the1r own problems Is clear



about h1S or her own dec1s1on mak1ng style, and rout1nely
exam1nes the appropr1ateness of h1S or her own role 1n dec1s1on
maklng Seeks extens1ve 1nput around deC1S1ons that need to be
made, and, where poss1ble, shares the respons1b1l1ty for mak1ng
decls10ns wlth all those affected by the dec1s1on Delegates
author1ty to others to make dec1s1ons as they carry out thelr Job
respons1b111t1es and works to ensure that f1nal deC1S1ons are
made at the place where 1t 1S most appropr1ate in terms of
informat1on and expertise

supportlng -- Recogn1zes that a cr1t1cal element of h1S or her
role 1S valu1ng d1vers1ty through help1ng people learn,develop
profess1onally and make the maX1mum contr1butlon to the off1ce
Helps others learn from the1r own exper1ence by coach1ng and
fac111tat1ng opportun1t1es for groups and 1ndlv1duals to carry
out self assessment Shares h1S or her own expertlse 1n ways
that do not create dependency BU1lds others' self conf1dence
and pr1de in accomplishment Exhibits and models curiosity about
others diversity and value added contributions, willing to
educate and be educated Supports people's efforts with both
appreciative and constructive feedback Looks for ways to
develop hiS or her own Skills and seeks feedback from others
Strives to get others involved in the process of continuous
improvement Models with hiS or her own managerial act10ns
(e g , when problem solving, planning or making decis1ons) how
staff should act when work1ng 1n the commun1ty Ma1nta1ns h1S or
her own poslt1veness and enthus1asm 1n the face of d1ff1cult1es
Helps sat1sfy others' needs for career enhancement, recognit1on,
self-esteem, a sense of control over their lives, and living up
to one's 1deals

•

•

•
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Transition Guidance Cables Released
On October 1, 1995 the new operating procedures based upon the pnnclples of reengIneenng became effectIve A senes of
tranSItion guIdance cables (TGCs) has been released which provIde additIonal gUIdance on transltIomng to the new
systems The cables do not estabhsh polICIes or change procedures, but simply aId In the transitIOn from the old systems to
the new After cables were released, they were also sent as agency notIces to ensure the Widest dlstnbutlon Each has also
been made avaIlable to the field on the EXONET, and m Washington on the electronIC bulletin board system (BBS)

The followlng lS a llst ofeach of the transltlon gUldance cables released and a brzefsummary ofthelr contents

•

•

TGC #1 Rollout of the Reengmeered USAID Systems
State 214052, General Notlce dated Sep 11, 1995
ThIS first cable sets the tone and prOVides a general Intro­
ductIOn to the reengmeered systems It announces the
senes of tranSItion gUidance cables and descnbes what the
next steps wIll be

TGC # 2 TransItIon to Reengmeered OperatIons
Processes
State 221490, General Notlce dated Sep 20, 1995
PrOVIdes gUIdance regarding planmng and Implementing
(achieVing) USAID development asSIstance begmnlng
October 1, 1995 The followmg tOpICS are covered
strategIc plans and management contracts, ahgnment of
activItIes With strategic or speCIal objectives, speCIal
objectives, reach10g an understanding WIth customers and
partners, new FY 1996 obhgatIons, documentation reqUIred
before oblIgatIon of funds, optIons for oblIgatIOn and
related documents, resource allocatIOns, and teams

TGC # 3 NMS Infrastructure
State 221491, General Notlee dated Sep 27, 1995
The purpose of thiS notIce IS to prOVIde InfOrmatIOn about
the techmcal 10frastructure reqUIred for the automated New
Management Systems (NMS) and the current schedule for
puttmg all the pieces In place

TGC # 4 New Management Systems (NMS)
ApplIcatIons Software
State 221492, General Notlce dated Oct 3, 1995
ProVIdes applIcatIOns InformatIOn about the automated
NMS to be Implemented 10 FY 96 10 support of the
agency's key busmess practices

TGC # 5 Customer Service Plannmg
State 234428, General Notlce dated Oct 5 1995
ProVIdes guIdelInes, mformatIon, and contacts to assIst
USAID mISSIOns and offices m developmg customer servIce
plannmg
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TGC # 6 TransItion to Reengmeered Operations
Processes - Achlevmg
State 234430, General Notlee dated Oct 6, 1995
ThIs cable acts as a supplement to the automated directIves
system (ADS) senes 200 whIch replaced handbooks 2 and 3
and parts of handbooks 1, 4, 5 and 7 The Impact of the
core values on the operatIons systems IS discussed as well
as other changes m the operations system

TGC # 7 Results Framework Development
State 255335, General Notlce dated October 25, 1995
DeSigned to asSISt operating umts In transItIOnIng to the
new operating system descnbed 10 ADS chapters 201
through 203 GUIdance on developing strategIC plans,
results frameworks (RFs) and/or convertmg eXIst10g plans IS
proVIded Bureau reengIneenng coordInators and agency
subject matter experts are IdentIfied

TGC # 8 Automated DirectIves System (ADS)
General Notlce dated October 25, 1995
This notIce proVIdes a descnptIve explanatIOn of what the
ADS IS and how It IS structured System Improvements and
future modIficatIOns are dIscussed

TGC # 9 Teamwork and USAID's Reengmeered
Operations System
State 255298 , General Notlee dated October 25, 1995
Its purpose IS to asSISt operatmg UnIts In planmng and
ImplementIng human resource changes m the context of the
reengmeered operatIons system TOPICS covered mclude
sIze and scope of teams, partICIpatIOn WIth partners and
customers, team assIgnments and membershIp,
orgamzatlonal structure, team responsIbIlItIes, personnel
evaluatIons, and, awards and mcentIves

TGC # 10 Performance MODitonng and Evaluation
State 255113, General Notlce dated Nov 1, 1995
PrOVIdes gUIdance and summanzes key aspects of the new
performance momtonng and evaluatIon (PM&E) polICIes
and procedures whIch became effectIve on October 1, 1995,
as contamed In sectIon 203 of the ADS

3



• INFORMATION
USAID/GENERAL NOTICE
AA/M
09/n/9S

SUBJECT Reeng~neer~ng Trans~t~on Gu~dance Cable No 1

Reeng~neered USAID Systems
Rollout of the

•

I Introduct~on

On October 11 1995 1 ~mplementat~on of our reeng~neer~g effort begJ.ns
Between now and October 1 you w~ll rece~ve a ser~es of gu~dance

messages des~gned to answer many of the quest~ons you w~ll have as we
beg~n ~mplementat~on

No one off~ce ~n Wash~ngton pretends to have all the answers We are
count~ng on you, ~n the operat~ng un~ts, to f~ll ~n the gaps and to use
the new operat~ons systems ~n creat~ve ways to ac~eve your purposes
Just as the reeng~neered processes are the ~ntellectual product of the
Agency, we expect bureaus and operat~ng un~ts to take the lead ~n

adapt~ng the new processes to the~r operat~ons Remember that there 1S
no one answer to f~t every case Bureaus w~ll address operat~ons

d1fferently, and each operat1ng un~t ~s empowered, w~th1n the framework
of the automated d~rect1ves system, to develop 1tS own 1nternal
operat~ng procedures

As we 1mplement the new procedures, ~t ~s ~mportant to keep 1n m1nd the
core values, the precepts that govern the reeng1neer~ng process
management for results, empowerment of employees and accountab111tYI
teamwork, and customer focus

•

II T~metable

The computer-based new management systems (NMS) wlll be
lnstalled In Washlngton for productlon on October 1, 1995
They wlll used In a productlon mode In the fleld on January
I, 1996 Detalled guldance on the lntrastructure
requlrements, the functlonallty of these systems, and the
rollout plan wlll be covered In transltlon Cables Numbers 3
And 4

So=tware development wlll contlnue throughout Flscal Years
1996/7, wlth updates to the flrst NMS release plus
addltlonal buslness area appllcatlons (such as Human
Resources)

Thls schedule should not lnterrupt ongolng actlvltles or the
adoptlon of reenglneered operatlons processes The
processes set forth In the automated dlrectlves system (ADS)
wl:l become operatlonal on October I, and the new operatlons



system w~ll take effect then
apply

A Agency Strateg~c Plan

The follow~ng elements w~ll •
The Agency's Strateg~c Plan cons~sts of three elements

1 Strateg~es for Susta~nable Development

Th~s document was completed ~n March of 1994
forth the Agency·s goals

2 Implementat~on Gu~del~nes

It sets

The strateg~es have been supplemented w~th ~nd~v~dual

~mplementat~on gu~del~nes for each Agency goal

3 Agency Strateg~c Framework

PPC/COIE has prepared an Agency Strateg~c Framework to
be released th~s fall Th~s framework w~ll establ~sh

the Agency obJect~ves for each goal to wh~ch all •
country and reg~onal frameworks must relate

B Reo 1 onal and Central P'ann~ng Frameworks

Operat~ng bureaus w~ll need to ensure that all reg~onal and
central frameworks co~nc~de w~th the Agency Strateg~c

Framework Th~s should be perfunctory, as bureau frameworks
have been des~gned around the Agency's strateg~c plan for
some t~me

C Qperat~ng Un~ts

1 Real~gnment of Ex~st~ng Program Act~v~t~es

A cr~t~cal task over the com~ng year ~s real~gnment of
ongo~ng act~v~t~es under strateg~c obJect~ves Cable
No 2 In th~s ser~es, Trans~t~on to the New Qperat~ons

System, w~ll d~scuss the mechan~sms for do~ng th~s

2 Strateg~c Plans

Every operat~ng un~t that manages program funds must •
have an approved Strateg~c Plan Requ~rements



•

•
3

4

perta~n~ng to the content of the Strateg~c Plan,
outl~ned ~n the ADS d~rect~ves, shall apply only to new
Strateg~c Plans Except for the spec~al cases set
forth ~n the ADS, all operat~ng un~ts should have an
approved Strateg~c Plan by the date for subm~ss~on of
the~r FY 1996 Results Rev~ew and Resource Request (R4)

Strateg~c Plans approved under PPC's May 1994
d~rect~ves w~ll be val~d ~n the new operat~ons system
~f they were approved ~n an agencyw~de rev~ew process
(barr~ng the need for rev~s~ons due to changes ~n

resource levels th~s year) Reg~onal Bureaus are
respons~ble for ensur~ng the qual~ty of approved
Strateg~c Plans Issues or concerns about a strategy
and strateg~c obJect~ves may be addressed to the
respect~ve bureau, PPC and M/ROR

Management Letters

Beg~nn~ng October I, Reg~onal and Central Bureaus w~ll

be respons~ble for prov~d~ng new m~ss~on d~rectors and
pr~nc~pal off~cers of other operat~ng un~ts w~th

management letters outl~n~ng the strateg~c d~rect~on of
the program, key management or strateg~c ~ssues,

resource parameters and any spec~al fore~gn pol~cy

~nterests ~n the country

Management Contracts

By the end of FY 96, each operat~ng bureau w~ll have ~n

place a management contract between the operat~ng un~t

and the AA of the bureau

5 Customer Sery~ce Plans

•
6

By subm~ss~on of the next R4, all operat~ng un~ts w~ll

have Customer Serv~ce Plans (CSP) ~n place, regardless
of the status of operat~ng un~tJs Strateg~c Plan The
CSP does not requ~re approval by USAID/W (but w~ll be
ava~lable to USAID/W for ~nformat~on purposes) It ~s

a work~ng document for the operat~ng un~t

Performance MQn~tor~ncr Plans

The Performance Mon~tor~ng Plan (PMP) must be prepared



,

by every operat~ng un~t work~ng w~th approved strateg~c •
obJect~ves and support~ng results frameworks The PMP
~s due to be subm~tted w~th the f~rst R4

7 Spec~al Ob)ectlves

Spec~al ObJect~ves are analogous to earmarked and
d~rected act~v~t~es as well as targets of opportun~ty

In the FY 96 R4, m~ss~ons and operat~ng un~ts w~ll

report on progress toward meet~ng Spec~al ObJect~ves ~n

order to Just~fy fund~ng levels

8 Results Frameworks (RF)

D

All operat~ng un~ts w~ll prepare and ~ncorporate

results frameworks for each strateg~c and spec~al

obJect~ve The RF w~ll establ~sh the bas~s for
report~ng future results Where poss~ble, the RF
subm~tted w~th the FY 96 R4 w~ll establ~sh the basel~ne

for report~ng program results ~n subsequent years
Operat~ng un~ts should move qu~ckly to establ~sh RFs,
but leeway w~ll be glven durlng th~s translt~on year

Delecratlons of Authorltv (DOAs)

Accompany~ng the rollout of the reenglneered systems are
delegatlons of new authorlty to the fleld The new DOAs are
modeled on those prevlously conferred on the Country
Experlmental Labs (CELs) Cables reflectlng the new
delegatlons are now clrculat~ng In USAID/W and w~ll be
released before the October 1 mllestone

•

E Computer~zed Systems

We have begun a comprehenSlve tralnlng program In Washlngton
and overseas From July through early September, we wlll
have tra~ned over 200 tralners (TOT) ~n programs conducted
In USAID/W and Bangkok These lnd~v~duals wlll serve as
change agents wlthln the~r home operatlng unlts For
mlsslons, we are plannlng to supplement thlS wlth reglonal
hands-on tralnlng once the computers and software are •
lnstalled We are develop~ng slmllar tralnlng programs for



,

•

•

USAID/W staff Tra~n~ng for execut~ve management ~n USAID/W
w~ll beg~n ~n m~d-September

In add~t~on, we w~ll have spec~al sess~ons at reg~onal

venues such as REDSO schedul~ng conferences Var~ous

m~ss~ons and bureaus have already organ~zed reeng~neer~ng­

based tra~n~ng for selected PVOs and partners, and we
encourage m~ss~ons and operat~ng un~ts to proceed w~th th~s

tra~n~ng USAID/W ~s ~dent~fy~ng qual~f~ed ~nd~v~duals and
f~rms who can supplement m~ss~on efforts ~n th~s f~eld We
w~ll prov~de these names ~n a later cornmun~cat~on

IV Help Desks

There w~ll be an extens~ve help network establ~shed ~n

USAID/W to ass~st bureaus, m~ss~ons and other operat~ng

un~ts dur~ng the trans~t~on per~od For quest~ons related
to the new operat~ons system, remember that the f~rst po~nt

of contact ~s your bureau's Trans~t~on Coord~nator The
Coord~nators are

for AFR Dav~d McCloud/AFR/DP
for ANE Frank Young/ANE/ORA, and Jay Nussbaum/ANE/ORA
for ENI Jeff Evans/ENI/PCS
for Global Lor~e Dobb~ns/G/PDSP

for LAC Bob Jordan/LAC/DPP
for BHR Fred Cole/BHR/PPE

Bureau Trans~t~on Coord~nators and subJect matter experts
w~ll comp~le ~nqu~r~es and consult electron~cally to share
quest~ons and answers on the trans~t~on General quest~ons

and answers w~ll be rout~nely transm~tted to operat~ng un~ts

~n USAID/W and the f~eld by electron~c bullet~n boards,
INTERNET, E-MAIL, EXONET and cables

A separate telegram w~ll prov~de deta~ls on where to go for
help related to automated systems support

•
V Further Cables ~n Th~s Ser~es

Th~s ~s the f~rst ~n a ser~es of 11 or more cables wh~ch

w~ll be ~ssued over the com~ng weeks Each cable w~ll

prov~de ~nformat~on beyond what ~s conta~ned ~n the ADS
ser~es The subJects to be covered ~n thlS ser~es of cables
are as follows



trans~t~on to the reeng~neered operat~ons system
trans~t~onal requ~rements for strateg~c plann~ng

NMS Task Force computer ~nfrastructure

NMS Task Force computer appl~cat~ons software
ach~ev~ng

results frameworks
the Automated D~rect~ves System
performance mon~tor~ng and evaluat~on

the new personnel system
gu~del~nes for develop~ng customer serv~ce plann~ng

capab~l~ty

any other subJects wh~ch emerge as needed

In cornb~nat~on w~th the ADS ser~es, these cables should
prov~de a f~rm foundat~on for the trans~t~on

As of October 1, the pr~mary respons~b~l~ty for change w~ll

res~de ~n the bureaus, m~ss~ons and other operat~ng un~ts

I urge you to prov~de steady and construct~ve suggest~ons to
the Bureau Trans~t~on Coord~nators on your exper~ence dur~ng

the trans~t~on so we can share these lessons worldw~de

Not~ce 913

•

•

•
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USAID General NotIce
INFORMATION M/ROR

09/20/95

SUBJECT Reengmeenng TransItIOn GUIdance Cable No 2
TransItIOn to Reengmeered OperatIOns Processes

1 Summary

TIns NotIce IS the second m a senes of guIdance messages that
deal WIth transItIon to the new systems Startlng 10/01/95,
USAID mISSIOnS, centers and offices (operatmg UnItS) WIll use
the reengmeered operatIons processes IdentIfied m the Automated
DIrectIves Systems (ADS), Senes 200 The Senes 200 ADS,
proVIdes gUIdance (polIcIes and essentIal procedmes) on the new
operatIons systems However, we recogmze that a transItIOn
penod IS reqUIred to fully Implement these polIcIes and
essentIal procedmes TIns notIce provIdes guIdance regardmg
planmng and Implementmg (achIevmg) USAID development
asSIstance dmmg the tranSItIOn penod begmnmg October 1,
1995 The follOWIng tOPICS are covered StrategIc Plans and
Management Contracts, AlIgnment ofActIVItIes WIth StrategIc or
SpecIal ObJectIves, SpecIal ObJectIves, ReachIng an Understandmg
WIth Customers and Partners, New FISCal Year 1996 OblIgatIOns,
CongressIOnal NotIficatIOn Procedmes, documentatIOn reqUIred
before oblIgatIOn of funds, OptIOns for OblIgatIOn and Related
Documents, Resomce AllocatIOns, and Teams

2 StrategIC Plans and Management Contracts

All operatmg umts that manage program resomces shall have an
approved strategIC plan and management contract (ADS SectIOn
201 5 5 and 201 5 12) ASSIStant Admllllstrators (AAs) of regIOnal
and central bureaus are bemg delegated authonties to approve or
disapprove strategIC plans, management contracts and requests for
reVISIons to them Regional and central operating bureaus shall
establIsh schedules for SUbmISSIOn of new or reVIsed strategIC
plans by operatIng urnts

Operating umts may use theIr most recently approved strategy or
actIon plan (or eqUIvalent document) as therr approved strategIC
plan The tranSItIOn management contract for these operatmg
umts shall conSIst of the strategIC plan and/or actIOn plan and



the guIdance emergmg from the cogmzant bureau's reVIew of the
most recent of these documents (ADS 201 5 12A) Operating urnts
whIch do not yet have a results framework for each approved
strategIc objective shall to the extent possIble prepare and
mcorporate them pnor to SUbmISSIOn of theIr results reView and
resource request (R4), but not later than the end ofFY 96, or as
may be agreed WIth the cogmzant regIOnal/central bureau
RegIOnal bureaus may Issue separate grudance regardmg theIr

schedules for submIssIOn of the R4 An amendment or reVISIOn to

an operatmg umt's strategIC plan (or eqUIvalent document) or
management contract reqUIres approval by the cogmzant bureau's
AA Nonnally, operatmg umts Will mclude any proposed changes
to theIr strategIC plan or management contract as part of the R4

3 AlIgnment of Current PortfolIos With StrategIC or
SpeCIal ObjectIves

Operatmg umts shall focus USAID's resources on the achIevement
of strategIC objectives that have sIgmficant potentIal for
sustaInable development Impact (See ADS Section 201 5 lOA) As
of October 1, 1995, operatmg umts shall alIgn on-gomg
proJect/program funded actiVIties With a strategIC or speCIal
objective presented m theIr approved strategIC plan (or an ENI
objective under EN! strategIC framework) and management contract
ActIVitIes funded under on-gomg projects or programs that do not
support achievement of a strategIC or speCIal objective shall, at
the dIscretIon of the MISSIOn DIrector or Pnnclpal Officer of
the operatmg urnt, be termInated or contmued until the
presently oblIgated funds are expended or deoblIgated Increases
m eXlstmg projects Will continue to requIre congressIOnal
notIficatIOn TIns subject WIll be dIscussed further m future
notIces dealmg WIth the subject of congressIOnal notification
(paragraph 7)

-- Where on-gomg actIVItIes can be alIgned With approved
strategIC or speCIal ObjectIves and supportmg results
frameworks, dIrectors and pnnclpal officers of operatmg umts
Will be delegated authonty to amend authonzatIOns and
agreements for on-gomg projects and programs to reflect that
alIgnment

-- Where on-gomg project and program documents are already
alIgned With approved strategIC or speCial ObjectIves and reflect
appropnate results onentatIOn, mISSIons may continue to

•

•

•



• Implement such actIvItIes Without changes

-- Where the actIVItIes have not yet been alIgned With a
strategIc or specIal ObjectIve or there IS msufficient results
onentatIon reflected m on-gomg project and/or program
documents mISSIons must affect that alIgnment m FY 96 OptIons
mclude a) amend on-gomg project and program documents to
reflect a strategIc or speCIal ObjectIve and mtermedIate
results, (b) negotIate a new strategIc or speCIal ObjectIve
agreement that encompasses eXlstmg and new actIVItIes that fully
support mtermedlate results and strategIC or speCIal obJectIves,
or, (c) amend contracts or grants that encompass new and/or on­
gomg actIvItIes to reflect mtermedIate results and strategIc or
specIal obJectIves We recogmze procurementiacqulSltIon rules
may not permIt umlateral amendments to contracts or grants and
SubstantIve modIficatlOn m terms of a contract may reqUIre
recompetltlOn

•

•

4 SpeCIal ObjectIves

As noted above m paragraph 3, operatmg umts may mclude
actIvItIes funded under on-gomg projects and programs m theIr
portfohos that are not ahgned With a strategIC obJectIve, but
whIch produce results that support other U S government
ObjectIves (dIrectIves/earmarks) IdentIfied as speCIal
ObjectIves Whenever such actIVItIes meet one or more of the
cntena presented m ADS, SectIon 20 I 5 IDC, they may be
JustIfied as speCIal ObjectIves An operatmg urnt may contmue
on-gomg actIvItIes that were JustIfied m an approved strategIC
plan (or eqUIvalent document) that are alIgned With or fully
support a speCIal objectIve New actIVItIes that are not alIgned
With the operatIng urnt's strategIC ObjectIves may be undertaken
when approved as part of the R4, or treated as an amendment
thereto Results frameworks are reqUIred for all speCIal
ObjectIves They may be submItted to the cogrnzant bureau along
With the R4, m the spnng ofFY 1996

5 ReachIng an Understandmg With Customers and Partners

As operatmg umts transItIOn from on-gomg projects and programs
to strategIC ObjectIves supported by results frameworks, the
process Will undoubtedly generate confuSIOn among those With whom
we work ReachIng an understandmg With our partners and
customers on the strategIC objectIve and ItS results framework IS



key to the transItIOn An overall understandmg supported by all
partIcIpants IS desIrable Accordmgly, m the transItIon
alIgnment phase, whether proceedmg on new agreements or
amendments to old, operatmg umts should clanfy all pertInent
agreements, (e g, eXIstmg PROAGs, new SOAGs, eXIstmg or new
contracts and grants, eXIstIng or new MOD With host government or
other partners) to underscore new strategIc or specIal ObjectIve
understandmgs These clanficatIOns should stress the new
oblIgatIOns of all partners to achIeve those ObjectIves We
leave It to the dIscretIOn of the operatmg urnt m consultatIOn
With the RLA and CO to decIde what IS the appropnate
documentatIon, under reengmeenng pnncipies and ADS guIdance,
for reachmg an understandmg With customers and partners

6 New FIscal Year 1996 OblIgatIOns

Operatmg urnts, m the StatIstIcal Annex for the FY 96
AppropnatIOn and m the FY 1997 CongreSSIOnal PresentatIOn,
shall present the alIgnment of eXIstmg projects and programs
With theIr strategIC and speCIal ObjectIves If these projects
and programs cannot be alIgned With an operatmg urnt's current
strategIC obJectIve, subject to the cogmzant MIS approval, they
may be claSSIfied as a speCIal ObjectIve As AWACS IS brought on
lme, operatmg urnts shall also alIgn actIVItIes under eXIstIng
projects and programs With one or more mtermedlate results m
the results framework for a strategIC or speCIal ObjectIve

7 CongressIOnal NotIficatIOn Procedures

ConsultatIOns are currently underway With Congress regardmg the
Agency's notIficatIOn procedures Upon completIOn of these
consultatIOns, we Will prOVIde all operatIng urnts With guIdance
regardmg the congreSSIOnal notificatIon procedures

8 DocumentatIon ReqUITed Before OblIgatIOn of Funds

A General

It IS left to the operatmg urnts to deCIde how to document
and certIfy that the documentatIOn and mformatIOn reqUIrements
mentIoned m SectIOn 8 (B) and (C), below, have been met pnor to
oblIgatIon

As an operatmg urnt begms the process ofplanmng and

•

•

•



• oblIgatmg at the strategIc obJectlve level, mclusIOn ofthe
RegIOnal Legal AdvIsor (RLA) and Contract Officer (CO) IS
essentlal to develop procedures to properly certIfy that
necessary legal and regulatory reqUIrements have been met pnor
to obhgatlon and to define the appropnate oblIgatmg
documentatIon The operatmg umts are also encouraged to
commurncate WIth theIr RegIOnal Bureau's TranSItIon Coordmator
and each other WIth respect to any difficultles they encounter m
applymg the follOWIng guIdance and any Improvements or
InnOvatIons they develop

B Plannmg DocumentatIon

The requrrements for socIal-cultural, technIcal,
mStItutIOnal, financIal, eConOmIC and enVIronmental analyses as
well as IdentIficatIOn ofmethods of ImplementatIon and
dIsbursement were usually satIsfied before authonzatIOn by PP(s)
and PAAD(s) The vanous analyses should be completed to the
extent appropnate for the obJectIve, mtermed1ate results and
IllustratIve or actual actIVIty as determIned by the MISSIOn
Drrector or Pnncipal Officer of the operatIng urnt that IS

• authonzed to oblIgate funds

C Other ReqUIred InformatIOn

•

To satISfy FAA SectIOn 611 (a), before oblIgatIon the MISSIon
Drrector or Pnncipal Officer of the operatmg urnt must ensure
that adequate plannmg has been completed WIth respect to the
mutually agreed program for achIevmg the mtended results In
addItIon to appropnate plannmg documentatIOn, the follOWIng
InformatIOn should be aVaIlable m the operatlng urnt's files
(1) the antIcIpated results and tlmeframes for achIevmg them,
(2) explanatIOn about how these results contnbute to achIevmg
the strategIc obJectIve, (3) the resources reqUIred to achIeve
mtended results, (4) the measures to be employed to gauge
progress m achIevmg the mtended results, (5) the customers
these results serve and mechamsms by whIch the related
actlVItIes faCIlItate customer partICIpatIon, (6) the lIkely
partners and mechamsms for procurement ofgoods and servIces to
carry out actIVItIes needed to achIeve mtended results, (7)
Imtlal EnVIronmental Exammatlon (lEE) and, (8) statutory
checklIst (See also "OffiCIal FlIes," AppendIX B, Ch 202 Of ADS
Senes)

9 OptIOns for OblIgatIOn and Related Documents



A General

Resources are allocated by strategIc ObjectIve as operatmg
umts plan theIr budgets, oblIgatIOns are made WIthm strategIc
objectives One or more obhgatmg mstrument may be necessary
to support a strategIc ObjectIve Wlule It IS to an operatmg
umt's advantage to oblIgate at the strategIc or speCIal
ObjectIve level to proVIde maxImum fleXIbIlIty, m many cases
oblIgatIon at the S 0 level may not be feasIble The types of
agreements we enVISIon for effectIve strategIc ObjectIves are
outlIned m B, C, D, and E below Model fonns Will be mcluded
mADS 300 Senes

B StrategIc ObjectIve Agreement (SOAG)

The SOAG IS a government-to-government agreement whIch can
oblIgate all funds supportmg a strategIc ObjectIve Any grants
to non-governmental orgamzatIOns or mternatIOnal orgamzatIOns
or contracts under the strategIc ObjectIve can be subobhgatIons,
thereby mcreasmg the fleXIbIlIty ofmovmg resources WIthIn the
strategIc ObjectIve

The S 0 Agreement IS a government-to-government agreement
and should only oblIgate funds for an ObjectIve whose
IllustratIve actIVItIes (and actual activity selectIOn cntena)
or actual actiVitIes have been adequately planned and mutually
agreed to The language ofthe agreement can be substantIally
that of a current project agreement (PROAG) taIlored to fit the
strategIc ObjectIve context

The strategIc ObjectIve, presented m eIther the pnncipal
part of the Agreement or Annex A ofthe SOAG, may be descnbed
m tenns of an SO's measurable mtennedlate results,
IllustratIve actIvItIes to accomplIsh those mtennedlate results,
and ObjectIve cntena and procedures for selection of the actual
actiVItIes

It should mdIcate whether the IllustratIve actIvItIes would
reqUIre fundmg equal to or exceedmg the amount oblIgated It
should also mdicate that IllustratIve actiVItIes may be replaced
by SubstItute actIvItIes, provIded they meet the agreed upon
cntena When only mcremental fundmg IS provIded, the
operatmg urnt can amend the S 0 Agreement to oblIgate
adchtIOnal funds as they are aVaIlable Fmally, It should set

•

•

•
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forth a basIS for movmg funds from non-performmg to performmg
components of the strategIc obJectlve package

The strategIc obJectIve, presented m eIther the pnncipal
part of the Agreement or Annex A of the SOAG, can also be
descnbed m terms ofan SO's measurable mtermedIate results
and the actual actlvltles that both partIes agree are necessary
to accomplIsh IntermedIate results

C Grants or Contracts WIth Pnvate EntItles

StrategIC ObjectIve oblIgatIOns can also take place usmg
documents other than a SOAG Where a SOAG proves mfeaslble or
undeSIrable, operatmg unIts can also oblIgate theIr funds WIth
grant, contracts and cooperatlve agreements Wlnle contracts,
grants and cooperative agreements may have certaIn advantages, m
deCIdIng whether to use them as oblIgatIng rather than
suboblIgatmg documents, conSIderation should be gIven to the
pOSSIbIlIty that such funds can only be shIfted from one
mterventIOn to another by deob-reob In usmg contracts and
grants alone WIthout a SOAG, It WIll also be necessary to very
carefully delmeate the part the gIven contract or grant plays In
aclnevmg the S 0

D CombmatIOn of the Above

It has also been operatmg procedure for some operatmg
unItS m the past to oblIgate certam portlons of a program WIth
a government-to-government agreement and the remainder, as
enVIsaged m that agreement, through eIther oblIgating or
suboblIgatmg grants and contracts WIth pnvate entitles The
same combmatIon IS clearly pOSSIble m a strategIC objective
rather than the program context Indeed, gIven the lIkelIhood of
a greater number of dIfferent components under certam strategIC
objective deSIgns, It mlght prove a very useful mamage of
mechamsms to most effectIvely and expedItiously achIeve deSIred
results

E Memorandum ofDnderstandmg (MOD)

Fmally, It has proven helpful m the past to use an MOD
(non-oblIgatmg agreement) of thIs kmd to buttress the
understandmg of the other partIes reflected m the oblIgatIng
agreements, as to theIr roles m acruevmg a strategIC ObjectIve
For example, m EN! no government-to-government oblIgatmg



agreements eXIst between USAID and host governments Funds are
oblIgated by mdividual grants and contracts With pnvate
entItIes

Another type ofMOU IS bemg used to bnng other partners,
such as non-USAID funded PVO(s) playmg a role m a gIven
objective scenano mto a larger partnershIp understandmg
There may be other mstances where MOU(s) prove helpful We
leave It to the dIscretIon ofoperatmg urnts to detemllne the
desIrabIlIty of utilIzmg such a non-oblIgatIng mechanIsm m
therr strategIc or speCIal ObjectIve ImplementatIOn plans The
EN! government-to-government MOU Will be mcluded m the ADS 300
Senes

10 Resource AllocatIOns

In makmg resource allocatIons among strategIC obJectIves, the
relative contnbutIon of each to overall agency goals and
obJectIves, as defmed m operatmg urnt strategIC plans and
updated annually m the R4, shall be a pnncipal factor ADS
201 5 15 proVIdes that resource allocatIon shall be by strategIC
or speCIal ObjectIve OperatIng urnts shall be allowed to deCIde
upon the allocatIOn of funds WithIn therr approved strategIC or
speCIal ObjectIves

11 Teams

ADS SectIon 202 5 5 (pnnclples for Developmg and Managmg
ActivItIes) states that teams shall carry out the followmg
functIOns m developmg and managmg actIVIties a) ensure that
all USAID-financed agreements (strategIc ObjectIve agreements,
grants, contacts, cooperatIve agreements, etc) have clear
perfonnance targets and accountabIlIty standards, b) defme
procedures for momtonng, evaluatIng and reportIng on the
results of USAID aSSIstance, c) create plans and support systems
whIch are suffiCIently fleXible to enable USAID and Its
development partners to respond to customer needs and complex and
changmg CIrcumstances, d) expenment With new and InnovatIve
approaches to development problems to enhance the probabIlIty of
success, and, e) use performance mformatIOn on results to mform
deCISIons on future dIrectIOn of the actIVItIes

Note StrategIC ObjectIve Teams Will orgamze actIVIties m
results packages to accomplIsh the results set forth m the

•

•

•



•

•

•

results framework and deemed essentIal to accomplIshIng a given
strategIc objectIve A separate transItIon notIce on aclnevmg
Will discuss results packages and other lmplementatlOn gutdelmes
under the ADS Senes

CONTACT POINT QuestIons regardmg tlns notIce should be
drrected to RIchard Byess, MlROR, 663-3399

NotIce 927
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SYSTEMS ADMINISTRATORS AND THEIR MANAGERS DATED 8/19/95,
(G) STATE 214052 DTD 9/9/95 .

• I INTRODUCTION

RE REFTEL G1 THIS IS TRANSITION CABLE NUMBER 3 THE



PURPOSE OF THIS CABLE IS TO PROVIDE INFORMATION ABOUT THE
TECHNICAL INFRASTRUCTURE REQUIRED FOR THE AUTOMATED NEW
MANAGEMENT SYSTEM (NMS) AND THE CURRENT SCHEDULE FOR
PUTTING ALL THE PIECES IN PLACE

THE NMS PROJECT IS AN INTENSIVE EFFORT WITH MANY
ACTIVITIES CURRENTLY UNDERWAY. THE PLANS DETAILED BELOW

."

REPRESENT A SNAPSHOT OF THE IMPLEMENTATION PROCESS. YOU
WILL RECEIVE FURTHER UPDATES AS WARRANTED

A NUMBER OF COMPONENTS MUST BE IN PLACE FOR THE NMS TO
WORK AS PLANNED: SOFTWARE (BOTH INFRASTRUCTURE AND
APPLICATION SOFTWARE), UNIX SERVERS, PCS,
TELECOMMUNICATIONS, AND TRAINING. THIS CABLE ADDRESSES
THE KEY HARDWARE AND SOFTWARE COMPONENTS. TRANSITION
GUIDANCE CABLE NUMBER 4 ADDRESSES THE NMS APPLICATIONS
THEMSELVES - THEIR FUNCTIONALITY, THE STATUS OF THE
DEVELOPMENT EFFORT, THE IMPLEMENTATION SCHEDULE, AND THE
APPLICABLE TRAINING.

THE OVERALL TECHNICAL INFRASTRUCTURE GOAL IS TO INSTALL
SERVERS, PCS, AND TELECOMMUNICATIONS OF SUFFICIENT
CAPACITY TO ACCOMMODATE THE NMS ROLLOUT IN EARLY FY 96,
WITH THE NMS BUSINESS AREAS TO BE ADDED LATER IN FY 96,

UNCLASSIFIED
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FOLLOWED BY FUTURE APPLICATIONS, AND THE LONG TERM GROWTH
CAPACITY NEEDED FOR DATA STORAGE.

II. KEY COMPONENTS. UNIX SITES

IN ADDITION TO SUPPORTING THE REENGINEERED BUSINESS
PROCESSES, THE PRIMARY GOAL OF THE NMS WAS TO REPLACE
EXISTING CORPORATE SYSTEMS AND HAVE ONE, INTEGRATED
DATABASE. THE FIRST PRIORITY WAS THE REPLACEMENT OF FACS
(THE FINANCIAL ACCOUNTING AND CONTROL SYSTEM USED IN
USAID/W), MACS (THE MISSION ACCOUNTING AND CONTROL
SYSTEM), AND CIMS (THE CONTRACT INFORMATION MANAGEMENT
SYSTEM). THEREFORE, THE INITIAL FOCUS IS ON THE LOCATIONS
THAT HAVE THOSE THREE SYSTEMS. THOSE SITES CURRENTLY HAVE
UNIX-BASED SERVERS. THEY ARE:

USAID/W PLUS AFR: ABIDJAN, ACCRA, ADDIS ABABA,
ANTANANARIVO, BAMAKO, CONAKRY, DAKAR, GABORONE, HARARE,
KAMPALA, LILONGWE, MAPUTO, MBABANE, NAIROBI, NIAMEY,
PRETORIA; ANE: AMMAN, BANGKOK, CAIRO, COLOMBO, DHAKA,
JAKARTA, KATHMANDU, MANILA, NEW DELHI, RABAT, TEL AVIV;
LAC: GUATEMALA CITY, KINGSTON, LA P.~Z, LIMA, MANAGUA,
PANAMA CITY, PORT AU PRINCE, QUITO, SAN JOSE, SAN
SALVADOR, SANTO DOMINGO, TEGUCIGALPA; ENI ALMATY,

•

•

•



• BUDAPEST, KIEV, MOSCOW, WARSAW

A. INFRASTRUCTURE SOFTWARE

1. ORACLE: THE DATABASE IS CONSTRUCTED USING ORACLE
SOFTWARE. FOR YOUR CURRENT UNIX SERVER, ORACLE 7 1 3 WAS
PROVIDED BY IRM IN APRIL. WHEN THE NEW SERVERS ARE

UNCLASSIFIED ~
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PROCURED (SEE PARA II.C.L BELOW), THE CURRENT VERSION OF
ORACLE WILL BE LOADED ON THE SERVER PRIOR TO SHIPPING IT

•

•

TO THE MISSION. THE LICENSING OF THAT UPDATED VERSION
WILL BE FUNDED BY USAIDjW

2. SQNET: THIS SOFTWARE ALLOWS THE APPLICATION TO
ACCESS THE DATABASE ON THE SERVER. RELEASE 1.1 7 8 WAS
PROVIDED TO ALL UNIX SITES IN APRIL WHEN THE FINAL
NUMBER OF USERS AT EACH MISSION ARE DETERMINED, IRM WILL
ISSUE THE APPROPRIATE NUMBER OF LICENSES TO THE MISSION.
SHOULD A NEWER RELEASE OF THIS SOFTW~~E BE REQUIRED TO
SUPPORT THE NMS, THAT RELEASE WILL BE FUNDED BY USAID/W
AND PROVIDED WITH THE NMS APPLICATION INSTALL PROCEDURE.
IRM WILL INSTALL SQNET IN USAID/W.

3. ONNET. THIS PRODUCT ALLOWS THE PC TO COMMUNICATE WITH
THE UNIX SERVER AND REPLACES ANY VERSIONS OF TCP/IP OR
SUPERTCP CURRENTLY IN USE. IRM POUCHED ONNET RELEASE 1.2
TO ALL UNIX SITES IN JUNE WITH LICENSE NUMBERS FOR 500F
THE USERS AT POST. IRM WILL PROVIDE APPROPRIATE SOFTWARE
& LICENSES TO NMS USERS IN USAIDjW

4. WINDOWS WINDOWS SOFTWARE IS REQUIRED FOR THE NMS
SYSTEMS WINDOWS 3 1. IS THE CURRENT RELEASE SUPPORTED BY
THESE SYSTEMS. IT MAY BE INSTALLED EITHER STANDALONE ON
INDIVIDUAL PCS OR ON A BANYAN NETWORK FILE SERVER. REF A
PROVIDED THE IRM RECOMMENDATIONS FOR THE STANDARD WINDOWS
INSTALLATION. ALL MISSIONS/OFFICES WERE TO COMPLETE THEIR
WINDOWS IMPLEMENTATION BY MARCH, 1995 TO ALLOW AGENCY
STAFF TO BECOME ACCLIMATED TO WINDOWS AND ITS FEATURES
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WELL IN ADVANCE OF THE NMS ROLLOUT IF WINDOWS IS NOT YET
IMPLEMENTED AT YOU~ LOCATION, PLEASE MAKE IT A HIGH
PRIORITY

5 ODBC/ORACLE OBJECTS: TWO 'DRIVERS', ORAClE OBJECTS
AND MICROSOFT OPEN DATABASE CONNECTIVITY (ODBCS), WILL



ACCOMPANY THE NMS APPLICATIONS. THESE DRIVERS ARE
PRODUCTS THAT PROVIDE ACCESS TO THE ORACLE DATABASE FROM
THE NMS SOFTWARE AT YOUR PC. ORACLE OBJECTS WILL BE USED
IN THE AWACS PORTION OF THE NMS SOFTWARE; ODBCS IN THE
A&A, BUDGET AND OPERATIONS MODULES ORACLE OBJECTS
VERSION 1.0.55 AND MS ODBC VERSION 2 a ARE REQUIRED TO RUN
THE NMS APPLICATIONS. THEY WILL BE DISTRIBUTEp AS PART
OF THE NMS SOFTWARE; THE MISSIONS/OFFICES ARE NOT REQUIRED
TO PURCHASE THESE DRIVERS. THEY WILL RESIDE ON EACH
USER1S PC ALONG WITH OTHER PIECES OF THE NMS APPLICATIONS.

6. IMPROMPTU. THE NMS INCLUDES SOME STANDARD REPORTS AND
QUERY CAPABILITIES. HOWEVER, IT IS EXPECTED THAT SOME
USERS WILL NEED INFORMATION NOT ALREADY PROVIDED IN THOSE
REPORTS. THIS PRODUCT IS TO BE USED FOR ADHOC QUERIES OF

THE DATABASE AND ALLOWS YOU TO EXTRACT THE DATA AS WELL AS
FORMAT IT TO MEET YOUR REQUIREMENTS THE PROCUREMENT OF
IMPROMPTU IS IN PROGRESS AND COPIES WILL BE PROVIDED TO
EACH MISSION AND USAID/W OFFICE.

B HARDWARE

1 UNIX SERVERS
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IT WAS DETERMINED RECENTLY THAT LARGER SERVERS THAN THOSE
CURRENTLY IN THE MISSIONS WOULD BE NEEDED IN ORDER TO
ACCOMMODATE FUTURE APPLICATIONS AS WELL AS THE NMS
SOFTWARE TO BE DELIVERED IN EARLY FY96, THE NMS BUSINESS
AREAS TO FOLLOW LATER IN FY96, AND THE GROWTH EXPECTED FOR
DATA STORAGE. A CONTRACT WAS ISSUED TO IBM ON 9/7/95 FOR
A RISC 6000 R20 PROCESSOR FOR EACH OF THE 44 UNIX-BASED
MISSIONS LISTED ABOVE. SHIPMENT OF THE SERVERS WILL
COMMENCE 9/25/95. THE VENDOR WILL INSTALL USAID-SUPPLIED
SOFTWARE TO CONFIGURE THE SYSTEM FOR NMS OPERATION PRIOR
TO SHIPMENT OF THE SERVER. THE VENDOR WILL ALSO INSTALL
THE SERVERS AT MISSION, PROVIDE ONE-WEEK OF TRAINING TO
THE SYSTEM ADMINISTRATORS ON VENDOR-SPECIFIC UNIX FEATURES
AND PROBLEM DIAGNOSIS I AND PROVIDE HOT-LINE SUPPORT. ALL
COSTS FOR EQUIPMENT, TECHNICAL MANUALS, SHIPPING,
INSTALLATION, MAINTENANCE, AND TRAINING (INCLUDING TRAVEL)
RELATED TO THIS PROCUREMENT ARE FUNDED BY USAIDjW. THE
SPECIFIC DETAILS ON THE ABOVE ISSUES HAS OR WILL BE
PROVIDED IN A SEPARATE EMAIL TO SYSTEMS ADMINISTRATORS AND
THEIR MANAGERS.

THE CURRENT PLAN IS FOR ALL IB~ SERVERS TO BE INSTALLED BY
MID-NOVEMBER. THE APPLICATIONS SOFTWARE WILL BE SENT TO
THE MISSIONS FOR INSTALLATION, THEREAFTER ThE PLANNED
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DATE FOR NMS USE, IN PRODUCTION MODE, IN THE FIELD IS
1/1/96

THE SUN SERVERS CURRENTLY AT YOUR LOCATION WILL BE
RETAINED AT THE POST FOR RUNNING NON-NMS UNIX-BASED
APPLICATIONS OR PROVIDING GATEWAYS TO THE USAID NETWORK.
NO UPGRADES ARE PLANNED FOR THESE SUN SERVERS. ORACLE

'7
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LICENSING FOR THE SUN SERVERS WILL NOT BE RENEWED ONCE THE
NEW SERVERS ARE INSTALLED AND OPERATIONAL

FOR USAID/W, THE SERVERS ARE IN PLACE AND HAVE BEEN USED
FOR DEVELOPMENT AND TESTING OF THE NMS APPLICATIONS
SOFTWARE

2 . PERSONAL COMPUTERS (PCS)

THE MINIMUM, REPEAT MINIMu~, CONFIGURATION FOR END-USER
PCS IS A 486 WITH 16MB OF RAM AND A 400MB HARD DRIVE. SEE
REFTEL B. FUNDING IS CLEARLY NOT AVAILABLE TO BRING ALL
EMPLOYEES TO THAT LEVEL AND NOT ALL ~PLOYEES NEED
FREQUENT, DESKTOP ACCESS TO THE NMS APPLICATIONS.
MISSIONS AND USAIDjW OFFICES NEED TO DETERMINE WHICH
EMPLOYEES WILL NEED IMMEDIATE, FREQUENT ACCESS AND,
THEREFORE, REQUIRE THE NMS AT THEIR DESKTOP, AND WHICH
EMPLOYEES COULD USE A PC IN SHARED, GENERAL-USE SPACE
UNTIL SUCH TIME AS THEIR INDIVIDUAL PC IS UPGRADED. THE
SEPARATE CABLE ON APPLICATIONS FUNCTIONALITY SHOULD ASSIST
YOU IN MAKING THOSE PC DEPLOYMENT DECISIONS.

ADDITIONAL FUNDING TO PURCHASE PCS HAS PROVIDED TO THE
UNIX SITES IN LATE JULy AND UPGRADES TO EXISTING PCS OR
NEW PROCUREMENTS SHOULD BE UNDERWAY NOW. IT IS INCUMBENT
UPON THE MISSIONS TO HAVE THE PC UPGRADES IN PLACE BY
NOVEMBER 15. SPECIFIC QUESTIONS ABOUT PCS AND UPGRADES
SHOULD BE DIRECTED TO THE SYSTEM ADMINISTRATORS. THE
POINT-OF-CONTACT FOR THE ADMINISTRATORS IS SANDY MULDOON­
KUNZ, IRMjTCO.
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IN WASHINGTON, IRM HAS PROCURED THE UPGRADES (M~~ORY, NIC
CARDS, HARD DRIVES) AND THE INFORMATION TECHNOLOGY
SPECIALIST ASSIGNED TO EACH OFFICE IS NOW UPGRADING THAT
EQUIPMENT AN UPDATED INVENTORY OF USAIDjWASHINGTON
EQUIPMENT IS BEING CONDUCTED NOW AND EACH INFORMATION
TECHNOLOGY (IT) SPECIALIST WILL WORK WITH OFFICE

/
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I. INTRODUCTION.
RE REFTEL, THIS IS TRANSITION CABLE NUMBER 4. THE PURPOSE
OF THIS CABLE IS TO PROVIDE APPLICATIONS INFORMATION ABOUT
THE AUTOMATED NEW MANAGEMENT SYSTEM (NMS) TO BE
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IMPLEMENTED IN FY 1996 TO SUPPORT THE AGENCY'S KEY
BUSINESS PRACTICES; INFORMATION ON HARDWARE/INFRASTRUCTURE
IS COVERED IN TRANSITION CABLE NUMBER 3. THE
ESTABLISHMENT OF REENGINEERED POLICIES, PROCEDURES, AND
INFORMATION SYSTEMS FOR AN E..?>ITIRE AGENCY IS A COMPLEX
PROCESS WITH MANY COMPONENTS TO BE CLEARLY DEFINED AND
IMPLEMENTED THE PICTURE YOU WILL FIND BELOW IS JUST THAT



- A SNAPSHOT OF THE IMPLEMENTATION PROCESS AT THIS POINT
IN TIME. YOU WILL RECEIVE FURTHER UPDATES INFORMATION
BECOMES AVAILABLE.

II. REENGINEERING IS KEY.

THE PRINCIPLE CONCEPT OF A REENGINEERED USAID is THE
ADOPTION OF PROCEDURES THAT EMBRACE THE AGENCY'S CORE
VALUES: MANAGING FOR RESULTS, CUSTOMER SERVICE, TEAMWORK,
AND EMPOWERMENT. THOSE NEW PROCEDURES WILL ALLOW YOU TO
PLAN, ACHIEVE, MONITOR, AND EVALUATE RESULTS THAT
INCORPORATE OUR BEST PRACTICES AND YOUR NEW IDEAS. THE
ACCOMPLISHMENT OF THESE ACTIVITIES ARE THE RESULT OF
PEOPLE WORKING TOGETHER IN A NEW WAY. ONE OF THE MANY
TOOLS THAT WILL ASSIST USAID PERSONNEL IN WORKING IN THIS
MANNER IS THE AUTOMATED NEW MANAGEMENT SYSTEM (NMS). THE
USE OF THE NMS SHOULD NOT BE VIEWED, THEREFORE, AS HAVING
REACHED USAID I S REENGINEERING GOALS - BUT, RATHER, ONE
MEANS OF OBTAINING THOSE GOALS.

III. WHAT WILL USAID BE ABLE TO DO THROUGH THE NMS~

WITH FEW EXCEPTIONS, THE FUNCTIONS LISTED BELOW CAN BE
PERFORMED BY USAID PERSONNEL WHETHER OR NOT THEY HAVE THE
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NMS INSTALLED. THE WORK PERFORMED DOES NOT CHANGE BECAUSE
WE HAVB AN AUTOMATED SYSTEM THE IMPLEMENTATION OF THE
NMS DOES, HOWEVER, RESULT IN FASTER PROCESSING, REDUCTION
OF PAPER, GREATER COMMUNICATION OF INFORMATION FOR
DECISION MAKING, ELIMINATION OF DUPLICATE DATA ENTRY, AND
A REDUCTION IN ERRORS WITH A RESULTING INCREASE IN
ACCURACY OF THE DATA.

THE FOUR BUSINESS AREAS INCLUDED IN THIS FIRST SET OF
SOFTWARE ARE AWACS (AGENCYWIDE ACCOUNTING AND CONTROL
SYSTEM), BUDGET, ACQUISITION AND ASSISTANCE (PROCUREMENT),
AND THE RESULTS TRACKING PORTION OF OPERATIONS.

A. THE KEY FUNCTIONS INCLUDED IN THE FIRST TRANCHE OF
SOFTWARE ARE:

DEFINE AN ACTIVITY, LINKING IT TO THE PLANNED RESULTS,
OBJECTIVES, AND AGENCY GOALS. DEFINE THE NATURE OF THE
CAUSAL LINKS AND THE ASSUMPTIONS THAT SUPPORT THAT
CAUSALITY. IDENTIFY THE TARGET CUSTOMER GROUP FOR THE
ACTIVITY. DEFINE THE MEASUREMENT INDICATORS (WHETHER
QUALITATIVE OR QUANTITATIVE) AND RECORD ACTUAL
MEASUREMENTS. GENERATE PROJECTIONS OF FUTt-IRE PROGRESS
AGAINST MEASUREMENTS

•
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DISTRIBUTE PREVIOUSLY NEGOTIATED OYB LEVELS TO THE
MISSION/BUREAU LEVEL FOR FY96. (FY96 OYB PLANNING AND
NEGOTIATING WILL TAKE PLACE OFF-LINE FOR THIS FY, BUT
THESE FUNCTIONS WILL BE INCLUDED IN FUTURE RELEASES OF THE
SOFTWARE). WITHIN THE MISSION/BUREAU, DISTRIBUTE THE OYB
LEVELS PROVIDED BY USAIDjW TO THE STRATEGIC OBJECTIVE,
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ACTIVITY, AND SUB-ACTIVITY LEVEL, AS APPROPRIATE.

PLAN PROCUREMENTS, TO THE LINE ITEM LEVEL, AND CREATE
A DETAILED REQUEST THAT INCLUDES THE STATEMENT OF WORK,
DELIVERY SCHEDULE, TECHNICAL AND LOGISTICAL REQUIREMENTS,
AND APPLICABLE WAIVERS AND JUSTIFICATIONS. THE SOFTWARE
ALLOWS AN EARLY IDENTIFICATION OF THE PROCUREMENT TEAM,
CONSISTING OF THE TECHNICAL TEAM MEMBERS, THE DESIGNATED
'REQUESTOR' OF GOODS OR SERVICES, THE ACTIVITY OR
STRATEGIC OBJECTIVE MANAGER, THE CONTRACTING OFFICER, AND
THE NEGOTIATOR IT ALSO ALLOWS THE ELECTRONIC ROUTING OF
THE PROCUREMENT PLAN/REQUEST TO OTHERS FOR
COMMENT/APPROVAL .

IDENTIFY THE FUNDING FOR THE PROCUREMENT TO THE LINE
ITEM LEVEL AND COMMIT THE FUNDS THROUGH ELECTRONIC
SIGNATURE. THE COMMITMENT IS PERFORMED BY THE ACTIVITY OR
STRATEGIC OBJECTIVE MANAGER DESIGNATED IN THE
MISSION/BUREAU/OFFICE TO HAVE THAT AUTHORITY.

EXECUTE PROCUREMENTS (CONTRACTS, ASSISTANCE
INSTRUMENTS, SMALL PURCHASES), INCLUDING ADVERTISING OF
SOLICITATION, EVALUATION OF RESPONSES, DESIGNATION OF
AWARDEE. THE SOFTWARE ALSO ALLOWS FOR RECORDING ANY PRE­
OR POST-AWARD PROTESTS AND PERTINENT INFORMATION RELATING
TO EACH PROPOSAL.

-- MAINTAIN A VENDOR DATABASE WHICH INCLUDES VENDOR'S
CAPABILITIES, PERFORMANCE ON OTHER CONTRACTS, MULTIPLE
LOCATIONS, ETC THIS DATABASE IS USED FOR BOTH THE
ISSUANCE OF CONTRACTS AND THE PAYMENTS TO VENDORS.

UNCLASSIFIED
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OBLIGATE FUNDS. THE OBLIGATION IS ALSO DONE THROUGH
ELECTRONIC SIGNATURE AND IS PERFORMED BY THE PERSON WITH
CONTRACTING OFFICER/WARRANT AUTHORITY.

RECORD DELIVERY SCHEDULES AND RECEIPT, ACCEPTANCE, OR
REJECTION OF GOODS/SERVICES

•
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-- PAY FOR GOODS / SERVICES RECEIVED, WITH APPROPRIATE
INTEREST OR DISCOUNTS CALCUIATED; AUTOMATED TRANSMISSION
OF PAYMENT DATA FROM USAID/W AND THE MISSIONS TO TREASURY.

-- POST, AUTOMATICALLY, COMMITMENTS AND OBLIGATIONS TO
THE GENERAL LEDGER AS WELL AS THE ABILITY TO POST
APPORTIONMENTS, ALLOTMENTS, APPROPRIATIONS, DF~OMMITMENTS,

DEOBLIGATIONS

-- REPORT OFFICIAL AGENCY FINANCIAL STATUS TO TREASURY
AND THE OFFICE OF MANAGEMENT AND BUDGET (OMB).

CALCULATE AMORTIZATION SCHEDULES, COLLECTIONS, AND

RECEIVABLES FOR LOANS, RESCHEDULE, CAPITALI ZE, AND
REFINANCE LOANS; RECORD THE SALES OF LOAN MATURITIES.

-- OBTAIN INFORMATION TO SUPPORT DECISION-MAKING THROUGH
AD-HOC QUERIES OR STANDARD REPORTS ALREADY PROGRAMMED IN
THE SYSTEM. THE SOFTWARE WILL BE AVAILABLE IN ALL
MISSIONS/OFFICES TO PERFORM THE NECESSARY QUERIES AND
STRUCTURE THE CORPORATE DATA IN WAYS THAT TURN THE DATA
INTO USEFUL INFORMATION UPON WHICH MANAGERS CAN MAKE
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DECISIONS.
B THE NMS ALSO SUPPORTS THE FOLLOWING ACTIONS WHICH ARE
CLEAR BENEFITS TO USING AUTOMATION FOR OUR WORK

ELECTRONIC TRANSMISSION OF REQUESTS FOR QUOTATION
(RFQS), RFQ RESPONSES, AND PURCHASE ORDERS.

-- ELECTRONIC APPROVAL OF DOCUMENTS, CREATING THE
ELECTRONIC FUNDING (COMMITMENT AND OBLIGATION)

ELECTRONIC STATUS REPORT ON PAYMENTS FOR ACCESS BY
AGENCY VENDORS.

IV DATA MIGRATION.

A LARGE EFFORT IS UNDERWAY TO MIGRATE EXISTING PROJECT
DATA, WITH ALL APPLICABLE FINANCIAL AND CONTRACTUAL
INFORMATION, TO THE NEW ACTIVITY STRUCTURE. TO THE EXTENT
DATA THAT IS ALREADY IN SYSTEMS CAN BE MOVED TO THE NEW
SYSTEM, IT WILL BE. THERE IS SOME INFORMATION, SUCH AS
STRATEGIC OBJECTIVES AND AGENCY GOALS, THAT DIDN'T EXIST
PREVIOUSLY. ALL OFFICES/MISSIONS WILL BE RECEIVING
DETAILS ON THE DATA THAT WE ARE ABLE TO CONVERT AND
GUIDANCE ON HOW TO FILL IN THE MISSING PIECES. IN THE
MEANTIME, EACH MISSION/OFFICE SHOULD REVIEW THEIR EXISTING
PROJECT PORTFOLIO AND IDENTIFY THE ACTIVITIES AND
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APPLICABLE STRATEGIC OBJECTIVES TO WHICH EACH SHOULD BE
ASSIGNED.

V. ARE THE SYSTEMS INTEGRATED?
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THE SYSTEMS ARE INTEGRATED FROM A DATA PERSPECTIVE. THAT
IS, EACH PIECE OF INFORMATION IS ENTERED ONLY ONE TIME AND
IS REFLECTED, AS APPROPRIATE I IN OTHER MODULES OF THE
SOFTWARE.

INTEGRATION CAN.ALSO OCCUR FROM A PERSPECTIVE OF THE 'LOOK
AND FEEL' OF THE SCREENS. IN THIS REGARD I THE FULL
INTEGRATION IS NOT COMPLETE. IN ORDER TO CONCURRENTLY

DEVELOP SOFTWARE FOR FOUR LARGE BUSINESS AREAS, A PROJECT
TEAM WAS CREATED FOR EACH AREA TO THE EXTENT THAT THE
FOUR TEAMS COULD MAKE THEIR SEPARATE COMPONENTS 'LOOK AND
FEEL' LIKE EACH OTHER WITHIN THE DELIVERY SCHEDULE, THEY
HAVE DONE SO. THERE IS MORE WORK TO BE DONE ON THIS AND
MODIFICATIONS WILL BE INCLUDED IN AN UPDATE TO THE NMS
SOFTWARE NEXT SPRING.

VI. WHAT WILL BE IN FUTURE VERSIONS OF THE NMS?

THE SCHEDULE FOR DELIVERY OF THE FIRST SET OF SOFTWARE DID
NOT ALLOW FOR ALL FUNCTIONS TO BE INCLUDED. THE NEXT
RELEASE, CURRENTLY PLANNED FOR THIS SPRING, WILL INCLUDE
THE FOLLOWING ADDITIONAL FUNCTIONS. (NOTE: IF SOME OF
THESE ARE COMPLETED AT THE TIME WE DELIVER SOFTWARE IN
DECEMBER, THEY MAY BE INCLUDED WITH THAT RELEASE).

-- ROLL MULTIPLE PROCUREMENT REQUESTS INTO ONE CONTRACT
AWARD.

-- DEFINE, ALLOCATE AND TRACK FUNDS DIRECTED TOWARD
AGENCY GOAL AND OBJECTIVE I CONGRESSIONAL EARMARKS AND
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DIRECTIVES, ACTIVITY AND SPECIAL INTEREST CODES, ETC.

CREATE AND ANALYZE ALTERNATIVE BUDGET SCENARIOS,
DETERMINE THE TOTAL USAID FUNDING BENEFITTING A COUNTRY NO
MATTER THE FUNDING SOURCE WITHIN THE AGENCY, AND ANALYZE
OPERATING EXPENSE COST CATEGORIES

PLAN AND IMPLEMENT THE STATEGIC FRAMEWORK AND



ACTIVITIES INCLUDING BUDGET REQUEST AND FORMULATION,
ACTIVITY SCHEDULING, FORMATION OF TEAMS, SELECTION OF
CUSTOMERS AND FORMULATING CUSTOMER SERVICE PLANS, AND
COLLECTION OF ACTIVITY-RELATED DATA; GENERATION OF
ELECTRONIC DOCUMENTS REQUIRED IN THE PROGRAMMING PROCESS.

-- TRANSMIT ELECTRONICALLY VOUCHERS FROM THE ~DOR TO
USAID AND SUBSEQUENT ELECTRONIC PAYMENT OF THOSE VOUCHERS
TO THE VENDOR'S ACCOUNT.

PAY VENDORS IN FOREIGN CURRENCY.

RECORD AND GENERATE A BILL FOR ACCOUNTS RECEIVABLE.
ACCRUE INTEREST, PENALITY AND FEE CHARGES, AS APPROPRIATE.
CALCULATE AGING ON RECEIVABLES, RECORD AND APPLY
COLLECTIONS.

ADJUST COMMITMENTS AND OBLIGATIONS.

ESTIMATE AND POST ACCURALS TO BOTH PROJECT AND GENERAL

LEDGER
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PROCESS PAYROLL FOR USAID EMPLOYEES

ENHANCE REPORTING CAPABILITY.

VII. WHO ARE THE RECIPIENTS OF THE SOFTWARE?

ALL OPERATING UNITS WITHIN USAID WILL BE RECEIVING THE
SOFTWARE. IN ADDITION TO SUPPORTING THE REENGINEERED
BUSINESS PROCESSES, THE PRIMARY GOAL OF THE NMS WAS TO
REPLACE EXISTING CORPORATE SYSTEMS AND HAVE ONE,
INTEGRATED DATABASE. THE FIRST PRIORITY WAS THE
REPLACEMENT OF FAGS (THE FINANCIAL ACCOUNTING AND CONTROL
SYSTEM USED IN USAID/W), MACS (THE MISSION ACCOUNTING AND
CONTROL SYSTEM), AND CIMS (THE CONTRACT INFORMATION
MANAGEMENT SYSTEM). THEREFORE, THE INITIAL FOCUS IS ON
THE LOCATIONS THAT HAVE THOSE THREE SYSTEMS. THE DELIVERY
WILL OCCUR FIRST IN USAID/WASHINGTON, FOLLOWED BY THE 44
UNIX INSTALLATIONS OVERSEAS, AND FINALLY THE NON-UNIX
MISSIONS THE DETAILS SUPPORTING THE ROLLOUT PLAN ARE IN
THE INFORMATION BELOW AS WELL AS IN TRANSITION CABLE
NUMBER 3 ON NMS INFRASTRUCTURE (SEE REFTEL)

NOT ALL EMPLOYEES WILL NEED TO USE THE NMS ON A REGULAR
BASIS. ACTIVITY MANAGERS, PROCUREMENT OFFICIALS, AND
CONTROLLER STAFF ARE LIKELY TO BE THE HEAVIEST USERS.
THOSE WHO PERIODICALLY PLAN AN ACTIVITY, REQUEST A

•

•

•
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•

•

PROCUREMENT, PREPARE THE BUDGET, OR APPROVE A PAYMENT
MIGHT BE INTERMITTENT USERS AND, THEREFORE, NEED ACCESS TO
THESE SYSTEMS ON A LESS-THAN-FULLTIME BASIS. AS OFFICES
DEPLOY THE pes NECESSARY TO RUN THESE SYSTEMS, THEY MUST
BASE THEIR DEPLOYMENT OF THE 486 PCS ON THE NEEDS OF THE

UNCLASSIFIED
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USERS TO ACCESS THE NMS. THE FUNCTIONALITY OF THOSE
SYSTEMS, LISTED IN PARA III ABOVE, SHOULD ASSIST YOU IN
DETERMINING WHO NEEDS ACCESS TO THE APPLICATIONS.

VIII. WHEN IS THE TRANSITION TO THE NMS?

A NUMBER OF FACTORS CONTRIBUTE TO THE ABILITY TO ROLLOUT
THE SOFTWARE, NOT THE LEAST OF WHICH IS HAVING THE
TECHNICAL HARDWARE IN PLACE TO RUN THE SYSTEMS. SEE
TRANSITION CABLE NUMBER 3 FOR DETAILS ON THE TECHNICAL
INFRASTRUCTURE. THE CURRENT PLANS ARE AS FOLLOWS.

A USAID/W' OCTOBER 1995

THE SOFTWARE WILL BE INSTALLED IN USAID/W IN EARLY OCTOBER
AND WILL BE USED FOR THE INPUT OF FY96 DATA/TRANSACTIONS.
REPRESENTATIVES FROM EACH OFFICE/BUREAU WILL BE TRAINED ON

THE FOUR MODULES OF THE SYSTEM DURING THE PERIOD 10/16/95
THROUGH 12/15/95 THE TRAINING COURSE OUTLINE, NUMBERS OF
PEOPLE WHO CAN BE TRAINED, AND EXACT DATES ARE BEING
DEVELOPED NOW FURTHER INFORMATION WILL BE PROVIDED TO
ALL OFFICES/BUREAUS

B. MISSIONS WITH UNIX SERVERS JANUARY 1996

A PROCUREMENT IS UNDERWAY TO REPLACE THE SERVERS IN YOUR
MISSION. TRANSITION CABLE NUMBER 3 PROVIDES DETAILS AND A
LIST OF THE UNIX SITES. IT IS ANTICIPATED THAT THE
SERVERS WILL BE INSTALLED IN THE MISSIONS BY LATE
NOVEMBER. ONCE THE SERVERS ARE INSTALLED, THE NMS

UNCLASSIFIED
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APPLICATIONS WILL BE LOADED. THEREFORE, THE CURRENT
SCHEDULE IS FOR THE 44 UNIX MISSIONS TO BEGIN USING THE
SOFTWARE IN A PRODUCTION MODE IN JANUARY 1996 TRAINING
ON THE NMS APPLICATIONS WILL BE PROVIDED AT REGIONAL
LOCATIONS FOR REPRESENTATIVES FROM EACH MISSION BEGINNING
1/7/96. THE TRAINING COURSE OUTLINE, NUMBERS OF PEOPLE TO
BE TRAINED, EXACT LOCATIONS, AND DATES ARE BEING DEVELOPED
NOW



C NON-UNIX MISSIONS·

THE NON-UNIX MISSIONS WILL BE PERFORMING THE SAME BUDGET,
ACQUISITION AND ASSISTANCE, AND RESULTS TRACKING FUNCTIONS
AS THOSE MISSION WITH UNIX SERVERS. TESTS ARE IN THE
FINAL STAGES TO DETERMINE THE HARDWARE/SOFTWARE SOLUTION
FOR EACH SITE. A DELIVERY TIME WILL BE BASED, ~N PART, ON
THE PROCUREMENT OF ANY APPLICABLE SOFTWARE AND HARDWARE
UPGRADES. A FINAL DECISION WILL BE COMMUNICATED TO THESE
MISSIONS NLT 11/15/95.

IX. TRAINING PLANS

A. TRAINING OR ORIENTATION COMPLETED

THIS SUMMER, TRAINING WAS PROVIDED TO ALL OFFICE OF
PROCUREMENT (M/OP) CONTRACTING OFFICERS, NEGOTIATORS, AND
PROCUREMENT TECHNICIANS ON THE ACQUISITION AND ASSISTANCE
SOFTWARE. IN ADDITION, AT LEAST ONE CONTRACTING OFFICER
PER OVERSEAS MISSION WAS TRAINED, AS WELL AS SEVERAL FSN
NEGOTIATORS.

UNCLASSIFIED
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ALSO THIS SUMMER, ALL CONTROLLERS IN WASHINGTON ON HOME
LEAVE HAVE RECEIVED AN ORIENTATION OF AWACS. DETAILED
AWACS TRAINING WILL OCCUR IN THE REGIONAL TRAINING
DISCUSSED BELOW.

TWO HUNDRED PEOPLE ATTENDED THE TRAINING OF TRAINERS

COURSES DURING JULy AND AUGUST. THE COURSE CONTENT
COVERED THE REENGINEERED BUSINESS PROCESSES, THE CORE
VALUES AND SKILLS FOR TRAINERS. THE PARTICIPANTS WERE
ALSO EXPOSED TO THE EMPLOYEE EVALUATION PROGRAM (EEP) AND
THE NEW MANAGEMENT SYSTEMS (NMS). THE ATTENDEES TOOK A
PRESENTATION OF THE NMS WITH THEM TO PRESENT TO THEIR
MISSION/OFFICE COLLEAGUES. THAT PRESENTATION FOLLOWS A
SAMPLE SCENARIO FOR A BILATERAL ACTIVITY IN HONDURAS FROM
CREATION OF THE STRATEGIC OBJECTIVE THROUGH TO THE PAYMENT
OF VOUCHERS AND MEASUREMENT OF RESULTS.

B UPCOMING PRESENTATIONS

IN SEPTEMBER, TWO PRESENTATIONS WILL BE MADE - ONE IN
ROSSLYN AND ONE IN NEW STATE - FOR EMPLOYEES WHO WISH TO
SEE THE SYSTEMS. EXACT DATES AND TIMES WILL BE ANNOUNCED.

C. DETAILED TRAINING USAID/W AND OVERSEAS

TRAINING ON ALL FOUR BUSINESS AREAS WILL BE PROVIDED TO

•

•

•



• REPRESENTATIVES FROM EACH BUREAU/OFFICE IN USAIDjW DURING
THE PERIOD 10/16/95 THROUGH 12/15/95. FOR MISSIONS,
REGIONAL TRAINING WILL BEGIN 1/7/96 AS MENTIONED IN PARA
IV, DETAILS ARE TO FOLLOW.

UNCLASSIFIED
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x. POINTS OF CONTACT

THROUGHOUT THE ROLLOUT AND SUBSEQUENT USE OF THE NMS,
SUGGESTIONS FOR IMPROVEMENTS AND CORRECTIONS IN THE
FUNCTIONALITY OR SCREEN DESIGNS MAY BE MADE TO THE
FOLLOWING PROJECT LEADERS.

-- DOUG ARNOLD, ACCOUNTING (AWACS)
-- LARRY TANNER, OPERATIONS (RESULTS TRACKING AND, LATER,
PLANNING AND IHPLEMENTATION)
-- KEN MILOW, BUDGET

CARRIE JOHNSON OR TERRY PAYNE, ACQUISITION AND
ASSISTANCE
ISSUES WITH RESPECT TO REENGINEERED BUSINESS PROCESSES AND
CORE VALUES SHOULD BE DIRECTED TO THE RESULTS ORIENTED
REENGINEERING (ROR) TEAM (RICHARD BYESS, DIRECTOR, H/ROR).
QUESTIONS REGARDING THE CONTENTS OF THIS CABLE MAY BE
DIRECTED TO THE NMS TASK FORCE, DIANNE ARNOLD OR MICHAEL

ZEITLIN
CHRISTOPHER

UNCLASSIFIED
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SUBJECT Reeng1neer1ng Trans1t1on GU1dance Cable No 5
Customer SerV1ce Plann1ng

REF STATE 214052

I Summary

Th1S not1ce prov1des gU1del1nes, lnformat1on, and contacts to
ass1St USAID m1SS1ons and off1ces 1n develop1ng customer serv1ce
plann1ng as part of Agency reeng1neerlng Cons1stent w1th the
Adm1n1strator1s statement of pr1nc1ples on part1c1patory
development (STATE 94/007970) the reeng1neer1ng team's BUS1ness
Area Analys1s of USAID operat1ons h1ghl1ghted the fact that
part1c1patory approaches and close attent10n to customer serv1ce
are cr1t1cal elements 1n reeng1neer1ng our Agency These
elements have been 1ncorporated 1n USAID1s new automated
d1rect1ves system (ADS) / Wh1Ch w1II gu1de operat1ons beg1nn1ng
October 1, 1995 Effect1ve customer serV1ce plann1ng w1Il ass1st
m1SS1ons and off1ces 1n reduc1ng transact10n costs assoc1ated
w1th dellver1ng program resources to our partners and customers
By 1dent1fy1ng probable customers and assess1ng the1r needs as we
determ1ne country and sector strateg1es, and engag1ng potent1al
customers to part1c1pate as we plan, 1mplement, mon1tor and
evaluate act1v1t1es a1med at ach1ev1ng results toward our
strateg1c obJect1ves, we wlll obta1n greater support and
comm1tment from our customers and encourage more effect1ve and
susta1nable outcomes for USAID programs Customer serv1ce
plann1ng 1S an ongo1ng process Customer serv1ce plans prov1de
essent1al 1nput to operat1ng un1ts' strateg1c plans, and to
results reV1ew and resource requests

II What Should a Customer Serv1ce Plan Conta1n?

Customer SerV1ce Plann1ng (CSP) lS a tool for operat1ng un1ts
Wh1Ch manage program resources to ach1eve results Plann1ng
should be des1gned to meet the spec1f1c 1nformat1on needs of the
operat1ng un1t, to enable the un1t to better determ1ne the
obstacles, opportun1t1es and benef1ts exper1enced by 1tS var10US
customers (male and female, young and old, ethn1c and rel1g1ous
groups etc) In access1ng and uSlng a un1t's program serv1ces,



and thelr Vlews of ltS serVlce performance, allow the unlt to ~
develop performance measurements and standards whlch may result
In lmprovements In ltS programs, assess the unlt's comparatlve
strengths In the host country and ldentlfy weaknesses whlch can
then be addressed systematlcally, establlsh lnternal
communlcatlons regardlng customers wlthln the unlt's teams, and
provlde for responslve communlcatlons between the unlt and ltS
partners and customers, and allow the unlt to express ltS
commltment to quallty serVlce, and to USAID's goals and values,
In ltS host-country context

In conformlty wlth the U S Government's Executlve Order 12862,
whlch speclfles crlterla for customer servlce plans, an operatlng
unlt's customer serVlce plannlng documents reflect ltS customer
servlce plannlng process Customer servlce plans should

A Present and explaln the unlt 1 s l1VlSlon l1 for achlevlng ltS
ob]ectlves Vla lts reenglneerlng efforts,

B Identlfy the unlt's customers and partners, reflectlng the
unlt's declslons about the strateglc focus of ltS program, and
how they are llnked both to USAID and to each other,

C Identlfy and descrlbe the serVlces belng, or planned to be,
provlded to customers and partners, and lndlcate the pOlnts of
contact for each serVlce,

D Explaln how customers have been surveyed to determlne thelr
Vlews of the unlt's serVlces, and when they wlll be surveyed
agaln,

E Present the areas ldentlfled by surveYlng customers for
lmprovlng serVlce prOVlSlon and servlce quallty, and explaln the
actlons the unlt lntends to take to address these lssues,

F Identlfy the key customer serVlce standards whlch the unlt
develops and to whlch It wlll commlt ltself -- such as
rellablllty (the ablllty to perform dependably and accurately),
responslveness (wllllngness to act effectlvely, approprlately,
and promptly In response to a proposal, sltuatlon, or concern),
courtesy, assurance (ablllty to convey trust and confldence),
empathy (ablllty to demonstrate carlng and concern for lndlvldual
customers), and physlcal arrangements or procedures whlch
facllltate effectlve customer contacts,

~

~
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G Expla1n how customer survey f1nd1ngs, and customer serV1ce
standards, w1ll be commun1cated to partners and customers, and

H Note un1t p01nts of contact for customer serV1ce lssues
names, t1tles, respons1b1l1t1es, addresses, telephone, fax, and
E-Ma1l 1nformat1on

The customer serV1ce plan should be 1n a form whlch can be w1dely
d1str1buted and shared w1th customers, partners, and
stakeholders, and wlth1n the Agency The document w1II reflect
an 1terat1ve plann1ng process and 1S subJect to per1od1c reV1ew
and reV1S1on w1th1n the operat1ng un1t Customer serV1ce plan
documents are not rev1ewed and approved outslde the operatlng
un1t 1tself The un1t's 1n1t1al customer serV1ce plan, based on
a comb1nat1on of eX1st1ng 1nformatlon and addltlonal customer
assessments and prepared as part of the un1t's translt10n to the
new operat1ng system, w1ll be "replaced" by succeedlng verS10ns
WhlCh lncorporate further feedback from customers, partners, and
operatlng experlence Customer serV1ce plannlng provldes
essentlal 1nput to the operat1ng un1t's strateglc plannlng,
results reportlng, and resource requests, subm1tted perlod1cally
to AID/W

III Def 1 n1t1ons

A Customer SerVlce Plan A work1ng document WhlCh descrlbes the
operatlng un1t's ongo1ng and proposed actlons for ldentlfylng and
engag1ng the partlclpatlon of ltS customer groups and partners In
plannlng, 1mplementat1on, monltor1ng and evaluatlon of ltS
programs Operatlng unlts are encouraged to follow good bUS1ness
practlce to use customer 1nput and feedback to lmprove dec1s1on
mak1ng, customer serV1ce quallty, and customer satlsfactlon

B Ult1mate Customers The Nat10nal Performance ReV1ew def1nes
"customer" as "an 1nd1v1dual or ent1ty who 1S d1rectly served by
a department or agency" USAID's agency-level customer serv1ce
plan def1nes our ult1mate customers as those host country people,
espec1ally the soc1ally and econom1cally d1sadvantaged, who are
end users or benef1c1ar1es of USAID ass1stance and whose
part1c1pat1on 1S essent1al to ach1ev1ng sustalnable development
results An operat1ng un1t's ult1mate customers are deflned as
those who are end users or benef1Clar1es of actlvltles under ltS
strateg1c Ob]ectlves



•C Intermedlate Customers Persons or organlzatlons, lnternal
or external to USAID, who use USAID servlces, products, or
resources to serve lndlrectly or dlrectly the needs of the
ultlmate customers

D Partner An organlzatlon or customer representatlve wlth
whlch/whom USAID collaborates to achleve mutually agreed upon
obJectlves and to secure customer partlclpatlon Partners
lnclude U S Prlvate and Voluntary Organlzatlons (PVOs) 1

lndlgenous and other lnternatlonal non-governmental
organlzatlons, unlversltles and other USG agencles, host country
governments at all levels, U N And other multllateral
organlzatlons, professlonal and buslness assoclatlons, and
prlvate buslness To the extent that USAID resources or
actlvltles facllltate a partner 1 s ablllty to achleve results,
partners are also lntermedlate customers

E USAID Contractor An organlzatlon or lndlvldual actlng as an
agent of USAID and carrYlng out a scope of work flnanced by
USAID Although the relat1onsh1p between USAID and a contractor •
1S qual1tat1vely dlfferent from that between USAID and a partner,
In terms of serV1ce del1very llnks to USAID's ult1mate customers,
contractors are also lntermedlate customers whose performance lS
related to the rellable and tlmely actlon of USAID operat1ng
unlts

F Stakeholder Part1es whose support or acqu1escence lS
necessary for USAID program success and ach1evement of polltlcal,
developmental, and/or humanltarlan asslstance goals (host country
persons or groups, the US Congress and Execut1ve Branch, U S
taxpayers, PVOs, unlvers1t1es, and prlvate flrms, other donors,
etc)

G Partlclpatlon The actlve engagement of partners and
customers ln formulatlng ldeas, commlttlng tlme and resources,
JOlntly maklng declslons, and taklng actlon to brlng about a
deslred development obJectlve

H Surveylna A I1cover term l1 for a wlde range of
methods/technlques lntended to obtaln quantltatlve and
qualltatlve lnput on USAID programs' serVlce dellvery performance
from customers and provlde deeper understandlng of the SOC10­
polltlcal and economlC contexts In whlch varlOUS customers Ilve •
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and work It can 1nclude -- slngly and 1n comblnat1on -- focus
groups, consultat1ons, rap1d appra1sals, m1n1-surveys, formal
large scale surveys, 1nd1v1dual and group 1nterv1ews DeC1S1ons
on what methods to use are based on assessment of the k1nds of
1nformat1on needed as well as other cons1derat1ons (t1me
Ilmltat1ons, f1nances, techn1cal resources/expert1se ava1lable,
lOglStlCS, etc)

IV Steps 1n In1t1at1ng Customer Serv1ce Plann1ng

Slnce each un1t operates 1n a un1que cultural as well as
developmental context, 1t lS most appropr1ate to offer broad
suggest10ns (based on slm1lar types of efforts 1n the past) as
gUldance, rather than a spec1f1c but poss1bly unreal1st1c plan of
act10n M1SS1ons and off1ces vary w1dely 1n program Slze, staff
resources, budget and other resources, and loglst1cal support
Customer serV1ce plans, llke strateglc plans, must a1m for
ach1ev1ng results 1n a pract1cal, lmplementable fash10n To
repeat customer serV1ce plann1ng lS a work process management
tool Wh1Ch enables operat1ng un1ts to obta1n essent1al feedback
and 1ncorporate 1t 1nto operat1ons to achleve better program
performance Customer serV1ce plans should, therefore, be kept
as slmple, and practlcal, as poss1ble They should be created
1n-house, and not produced by external spec1al1sts, 1f they are
to be 11 owned II by the un1t 1tself

A The un1t should des1gnate one or more 1nd1v1duals to
coordlnate customer serV1ce plann1ng efforts across strateg1c
Ob]ect1ve teams and to serve as llalson for customer serV1ce
lssues w1th AID/W He/she should have some famll1arlty w1th
evaluat1on/mon1torlng methods and/or total qual1ty management
approaches, and experlence w1th soc1al soundness and
1nst1tut1onal assessments/survey1ng techn1ques In f1eld
mlSSlons, one or more FSN staff should be 1ncluded to backstop
the CSP effort, prov1d1ng 1ns1ght lnto local factors and/or
cond1tlons Wh1Ch could affect customer serv1ce, as well as long­
term cont1nu1ty for managlng customer serVlce In the future
Thls customer serV1ce team can also serve as the contact p01nt
for customer serv1ce backstopp1ng from AID/W CSP act1v1t1es may
be lntens1ve at tlmes, and should be 1ncorporated 1nto the
des1gnated 1nd1v1duals' work plans



•B Customer serV1ce plann1ng should be kept as slmple and
pract1cal as poss1ble Before des1gn1ng customer surveys, the
un1t should reV1ew 1tS eX1st1ng knowledge base and use
documentary and other sources to develop 1nformat1on regard1ng
1tS current and potent1al customers, customer networks, and the
soc1o-pol1t1cal and econom1C contexts Wh1Ch affect var10US
customers' part1c1pat1on 1n 1tS programs Informat1on should
1nclude

1 The un1t 1 s ult1mate customers for 1tS program portfol1o -­
def1ned accord1ng to the strateg1c obJect1ves of the un1t1s
program and tak1ng 1nto account gender, ethn1c1ty, age and other
soc1al factors as appropr1ate to the country program context

2 The llnkages between the un1t, ltS partners, and ltS ult1mate
customers -- a descr1pt1on of the un1t's customer network and the
roles of the varlOUS components of that network

3 The actual contact p01nts between the un1t, partners, and
customers, and the frequency of contacts, and where they occur

4 What d1fferent types of customers and partners expect from
the un1t's programs

5 What these customers and partners feel 1S most sat1sfactory,
and what 1S least sat1sfactory, about the un1t's programs

6 The key stakeholders of the unlt's programs, and the1r
1nfluence and relatlons w1th d1fferent customers and partners
Are they 1n some lnstances also partners -- or customers?

•

C The operatlng un1t's teams respons1ble for the management of
program resources toward ach1evement of strateg1c obJect1ves
should then lead focused 1n-house d1Scusslon of these quest1ons,
and others that wlll emerge, so that the un1t reaches a work1ng
consensus on who 1tS actual and potent1al customers and partners
are, current pract1ces regard1ng customer relatlons, and the
maJor 1ssues affect1ng customer serV1ce relat1onsh1ps w1th1n the
context of ongolng and proposed act1vlt1es a1med at ach1ev1ng
results and meetlng strateg1c obJect1ves Th1S 1nformat1on may
be developed through "bralnstormlng", document reV1ew, focus •
groups w1th1n the mlSSlon, key 1nformant 1nterv1ews, etc
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Informatlon provlded through team and unlt dlscusslon wlll enable
the CSP team to develop plans r survey hypotheses r and lnstruments
for survey1ng r US1ng 1n-house or other resources as avallable and
practlcal Thls 1nformat1on should be based on the deflnltlons
of customers, partners, customer networks, etc , outllned In
sectlon II of thls notlce If a unlt lS developlng a country
strategy, the klnds of lnformat1on needed, the range of
customers r and the types of surveY1ng the unlt wlshes to do may
be very dlfferent from what lS requlred If It lS assesslng
customers regardlng actlvlty deslgn or achlevement of results In
an ongolng program

D The unlt wlll need to determlne the resources requlred and
avallable for surveylng to gather lnformatlon for the development
and perlod1c updatlng of ltS customer serVlce plan, the
approprlate tlme-frame for customer servlce plannlng actlvltles
so that the lnformatlon obtalned can lnform the overall unlt
effort r sources of local aSSlstance (consultants, unlversltles,
prlvate flrms) rand mechanlsms (such as local purchase orders or
IQCs) Wh1Ch the un1t may use Based on the1r determlnatlon of
what lnformatlon lS needed from customers and what makes
technlcal, f1nanc1al, and 10glst1cal senser the unlt CSP team
decldes Wh1Ch methods can be most effectlvely used and takes
approprlate actlon Methods m1ght lnclude facllltated focus
group d1Scusslons r key 1nformant and other lntervlews,
consultat1ons, formal quest1onna1res r mlnl-surveys, and/or rapld
appralsals They should a1m at el1c1tlng rap1d, tlmely, and
rellable 1nformatlon wlth1n the context of the unlt's
soc1ocultural sett1ng and loglst1cal constra1nts

The un1t's customer serVlce plannlng should be closely lntegrated
wlth ltS overall strateglc plan It should spell out who (In
terms of gender and other relevant soclal categorles) wlll
lmplement, part1clpate 1n and benef1t from ach1evement of the
strateg1c obJectlves, and how people-level lmpact wlll be
measured and mon1tored It should also conform to the Agency's
automated dlrect1ve system for plannlng, ach1evlng, and
monltor1ng and evaluat10n Customer serv1ce plannlng must
reflect the unlt's core values and V1Slon ln order to be an
effectlve management tool over the long term, and not "Just
another exerC1se for AID/W consumpt1on" It should become
lncreaslngly better grounded 1n flndlngs from customer surveys,
and lnclude customers and partners In 1tS preparatlon Customer



•serVlce plannlng should always look toward what mlght be done
more effectlvely to dellver USAID resources and lmprove program­
level lmpact related to mlSSlon strateglc ob]ectlves, what
customer serVlce standards the unlt wlIl use to measure program
lmpact and customer serVlce quallty and satlsfactlon, and how
the unlt wlll communlcate customer survey flndlngs and standards,
and get feedback, from customers and partners The unlt should
work wltn ltS partners to asslst them In preparlng slmllar
customer serVlce plans, and executlng thelr own customer surveys

As part of long-term plannlng for sustalnlng ltS efforts, unlts
should establlsh a contlnulng capablllty (through, e g , local
lnstltutlons or flrms famlllar wlth customer surveylng) for
executlng perlodlc customer servlce assessments related to
mlSSlon strateglc ob]ectlves and program portfollo, wlthln staff
and resource llmltatlons

V Tools and Technlcal Asslstance for Customer Servlce Plans

A Reenglneerlng References Over the past several months, a •
number of short documents have been prepared deallng wlth
customer serVlce plannlng, serVlce quallty assessments, and
technlques useful for customer surveYlng In addltlon l several
CDIE publlcatlons deal wlth survey methods The Agency's
Partlclpatlon Inltlatlve Staff are collectlng case examples of
lIpartlclpatory practlces 11, and provldes a useful resource through
ltS partlclpatlon forums The PPC Partlclpatlon Inltlatlve Staff
are preparlng a revlsed and expanded "Resources and Tools for
Partlclpa1:l0n" WhlCh wlII be avallable agency-wlde soon
Contacts Dlane Lavoy, Senlor Pollcy Advlsor for Partlclpatory
Development, PPC/AA (202-447-7057), Anne Sweetser, Partlclpatlon
Speclallst, PPC/AA (202-647-7072), Krlshna Kumar I Senlor Soclal
SClence Advlsor l PPC/CDIE (703-875-4964), Sher Plunkett, Customer
Servlce Offlcer, M/ROR (202-663-2496), and LlZ Baltlmore,
Customer SerVlce Offlcer, M/ROR (202-663-2459)

B Technlcal Asslstance from Contractors M/MPI's new IQC for
management consultlng lS orlented toward asslstlng unlts In thelr
reenglneerlng efforts ThlS IQC wlII be avallable In November
1995 to provlde analytlcal and tralnlng support for operatlng
unlts Contacts Susan Walls, M/MPI (202-647-0943) and BlII •
AIIl, M/MPI, (202-647-2172)
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C Survev Software Some Exper~mental Laboratory m~ss~ons

(CELs) have made use of J1RAOSOFT Surveyl1, a computer program
wh~ch can be used to des~gn quest~onna~re forms I enter data and
analyze results of surveys The software package allows the user
to des~gn quest~ons (yes/no, mult~ple cholce, open ended comment I

welghted score, date, t~me or numerlC format), does automat~c

data tabulat~on by frequency and percentage, and creates bar and
ple charts ~nstantly from analys~s, or allows you to create your
own charts Th~s software may be purchased by operatlng unlts to
asslst ~n developlng and malntaln~ng capablllty In customer
surveYlng Contact Joseph Gueron, Informatlon Systems
Speclallst, M/IRM (703-875-1734)

D M/ROR Backstopplna The M/ROR customer servlce team w~ll

send unlts addlt~onal materlals on customer servlce, customer
serv~ce assessments, etc From the Natlonal Performance ReVlew
and other sources as they are ldent~fled and become avallable
The team wlll answer quest~ons from un~ts regardlng customer
serVlce lssues and provlde technlcal support on customer servlce
plannlng, customer surveYlng, and partlclpatory approaches to
achlevlng agency goals

POlnts of Contact Sher Plunkett (phone 202-663-2496, Fax 202­
663-2204), L1Z Baltlmore (phone 202-663-2459, Fax 202-663­
2204) They wlll work In close coordlnatlon wlth the Reglonal
Bureau Transltlon Coordlnators, desk offlcers and customer
serVlce backstops, wlth PPC/CDIE and PPC's Sen~or Pollcy Advlsor
for Partlclpatlon Development, and wlth M/IRM Please let your
reglonal bureau customer serVlce backstop and the M/ROR team know
what asslstance you need for customer serVlce plannlng In your
operatlng unlt

Notlce 1006
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SUBJECT Transltlon GUldance Cable No 6 Transltlon to
Reenglneered Operatl0ns Processes - Achlevlng

•

REF STATE 214052

I Introductl0n

A The ADS operatlons dlrectlves (Chapter 201, Strateglc
Plannlng, Chapter 202, Achlevlng, and Chapter 203,
Monltorlng and Evaluatlng Performance), replaclng
Handbooks 2 and 3, went lnto effect October I, 1995 ThlS
and other trans2t2onal gu2dance cables should be vlewed as
supplements to the ADS Operatlng unlts should form teams
2n support of the2r strateglc obJectlves, develop results
frameworks for approved strateglc obJect2ves, and allgn
current portfoll0S w2th the results frameworks Further
detalls on th2s process are provlded In the gu2dance cable
on reenglneer1ng operatlons processes, State 221490, and
1n Paragraph IV below

B The Achlev2ng chapter, coupled wlth the Strateg2c
Plannlng and Monltorlng and Evaluatlng Performance
Chapters, forms the operat2ons d2rectlve In the serles
200 Program Asslstance, of the ADS The Chapter's
obJectlve 1S to ensure that resources are effect2vely used
In carrYlng out the Agency's development andnumanltarlan
ass1stance programs, wlth a focus on the core values
emphaslzlng (1) a results orlentatl0n, (2) meetlng
ultlmate customer (end beneflclary) needs, (3) a teamwork
approach (lncludlng partners and customers), and {4}
empowerment and accountablllty for those lndlvlduals and
management unlts closest to the development and
humanltarlan problems belng addressed Those responslble
for draftlng the Achlevlng Chapter coordlnated wlth those
draftlng other serles 200 dlrectlves, e g , partlclpant
tralnlng, dlsaster asslstance, food ald, houslng
guarantees, envlronmental procedures, and varl0US other
pollcles, to help assure conslstency In the dlrectlves
bearlng on the lmplementatlon of USAID asslstance
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programs

II What W1II be D,fferent 1n the Reeng1neered USAID?

A Results Or1entat1on

1 Greater emphas1s 1S placed on ach1ev1ng results
Wh1le 1nput/output management rema1ns 1mportant, Agency
staff at all levels are expected to stay focused on the
results (establlshed In the results framework) WhlCh are
essentlal to accompllshlng a glven strateglc Ob]ectlve
The annual operatlng unlt1s results reVlew and resources
request (R4) subm1SS1on wlll focus on the progress belng
made In accompllshlng planned results, and budget
allocatlons and lndlvldual performance evaluatlons wlll
glve hlgher prlor1ty to such progress Performance
mon1torlng 1nformat1on and evaluatlon f1nd1ngs w111 f1gure
prom1nently 1n reg1sterlng progress and mak1ng adJustments
to lmplementatlon arrangements In order to achleve planned
results

2 Results packages prov1de a more versat1le 1nstrument
for achlevlng a strateg1c obJect1ve Strateglc obJect1ve
teams w1Il organ1ze act1v1t1es 1n results packages to
accompl1sh the results set forth 1n the results framework
and deemed essent1al to accompl1shlng the related
strateg1c Ob]ect1ve A results package cons1sts of
people, fund1ng, author1tles, actlv1t1es and assoc1ated
documentatlon requlred to ach1eve a spec1fled result(s)
w1th1n an establlshed t1meframe It 1S managed by a
strateg1c Ob]ect1ve team or, 1f des1red, by a Subs1d1ary
team (results package team) In add1t10n, strateg1c
Ob]ect1ve teams create, mod1fy and d1sband results
packages as requlred to meet chang1ng Clrcumstances
pursuant to the achlevement of the strateglc obJect1ve

B Role of Customers

Closely llnked to the results or1entatlon dlscussed above
1S a substant1ally enhanced role for customers to play In
all phases of USAID programm1ng Operat1ng un1ts w1ll be
follow1ng the1r customer serVlce plans 1n engag1ng both
customers and partners 1n program 1mplementat10n, as well
as program plann1ng, mon1tor1ng and evaluat10n The
obJect1ve 1S to ensure that both 1ntermedlate customers

•
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(people and organ1zat1ons uS1ng USAID resources to meet
the needs of the ult1mate customer, or end-benef1c1ar1es)
and ult1mate customers are appropr1ately 1ntegrated 1nto
USAID's standard operat1ng procedures for execut1ng
programs and ach1ev1ng results Operat1ng un1ts,
part1cularly the strateg1c Ob]ect1ve core team, w1ll need
to cons1der carefully how best to engage and reta1n
representat1ves of customers and key development partners
on the strateg1c Ob]ect1ve expanded team (see team
dlScuss1on, below) In addlt10n to customer and partner
representat10n on the strateg1c Ob]ectlve team, the
pr10rlty needs and des1res of customers can be ascerta1ned
through focus groups, town meetlngs, formal and lnformal
consultat1ons, customer surveys or research, and rapld
appralsals

C Role of Teams

The role of teams 1n manag1ng resources for results lS
glven greater prom1nence 1n the reeng1neered USAID Wh1le
teamwork beg1ns at the plann1ng stage, 1t lS mandatory at
the lmplementat10n stage Follow1ng agreement on a
Management Contract between the cogn1zant bureau and the
operat1ng un1t, operat1ng unlts w1ll establlsh the
author1t1es and other parameters govern1ng strateg1c
obJectlve team operat1ons and des1gnate a strateg1c
obJectlve core team for each approved strateglc obJectlve
The core team, conslst1ng of USAID employees and others
authorlzed to carry out 1nherently U S governmental
functlons, w1ll establ1sh the strateglc obJectIve expanded
team, Wh1Ch shall lnclude partners, customers and others
relevant to or lmpacted by the attalnment of the strateg1c
obJect1ve The comb1ned core and expanded teams
constltute the strateg1c obJect1ve (SO) team The SO team
members are expected to hold themselves 1ndlv1dually and
collectlvely accountable for ach1evlng the strateglc
obJectlve Th1S prlnc1ple also applles to subs1dlary
teams des1gnated by the SO team to achleve a speclfled
result or set of results

D

l

Empowerment and Accountabll1ty

A central precept of reeng1neer1ng lS the empowerment



and accountablllty provlded to management unltS and
lndlvlduals as close as posslble to the development and
humanltarlan problems belng addressed by thlS Agency In
thlS splrlt, delegatlons of authorlty are expected to flow
further and more broadly down the cha1n of command from
the Adm1n1strator to Asslstant Adm1n1strators to the heads
of operatlng unlts to strateglc obJectlve teams and the1r
Subs1d1ary teams Where delegat10ns flow from the
Adm1n1strator to central bureaus and off1ces, the same
pr1nc1ple would apply ObV1ously, those delegated
respons1bllltles at each stage must make 1nformed
Judgments about further delegat10ns Delegat10ns are
concurrent and one lS not rel1eved of respons1bll1ty by
delegat1ng to a lower level In the cha1n of command It lS
1ncumbent on each level of management to 1nsure, 1n mak1ng
delegatlons, that the capac1ty, exper1ence, Judgment and
technlcal knowledge eXlst that lS requlred by the next
lower level to respons1bly exerC1se delegated author1t1es

2 Teams are expected to hold themselves accountable and
to lnsure that the team contalns the capaclty, exper1ence,
Judgment and technlcal knowledge requlred to lnsure that
the agency's requlrements (legal, pOllCy and essentlal
procedures) are compIled w1th 1n conduct1ng Agency
buslness In terms of accountabll1ty, to the maX1mum
extent posslble, 1ndlv1dual performance work plans and
evaluatlons wlll be tled to results and related benchmarks
contrlbutlng to establlshed strateg1c obJectlves,
strateglc support obJectlves or spec1al obJectlves

III Documentat1on Requlrements

A Whlle every effort has been made to reduce regulatlons
and documentatlon regulrements, there remalns a set of
documents Wh1Ch operatlng unlts w1ll need to prepare,
lssue and reta1n These are llsted 1n Appendlx B of
Chapter 202, and lnclude the followlng Strateglc Plan,
Management Contract, Customer SerVlce Plan, Results ReVlew
and Resource Request, Congresslonal Presentatlon,
obllgatlon documents, nonobllgatlng agreements (e g ,
Memorandums of Understandlng), lmplementat10n orders,
lmplementatlon letters, results frameworks and assoclated
results package documents, closeout reports, audlts,
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performance mon1tor1ng documents, budget 1nformat1on,
Congress10nal Not1f1cat10ns, wa1vers, env1ronmental
reV1ews, statutory checkl1sts, and SO team and subs1d1ary
team membersh1p 11StS, delegat10ns and other parameters
govern1ng the1r operat1ons Once phase two of the NMS lS
1n place, some of these documents can res1de 1n the
corporate data base and be drawn upon as needed

B Although most of th1S documentat1on lS fam1l1ar to
USAID staff, the ADS w1l1 1nclude gU1dance on the
preparat10n of these mater1als For example, Chapter 201
d1scusses Strateg1c Plans, Customer Serv1ce Plans, Results
Frameworks, and Management Contracts, Chapters 201 and 203
d1SCUSS the R4 (see also Paragraph 3 C , Below), Chapter
203 d1scusses mon1tor1ng and evaluat1ons, ser1es 300 w1ll
1nclude model agreements and related gu1dance for both
obl1gat1ng and non-obl1gat1ng documents, and Chapter 202
w1ll 1nclude gu1dance on teams, statutory checkl1sts,
1mplementat10n letters, Congress1onal Not1f1cat10ns,
analyses, and develop1ng and mon1tor1ng act1v1t1es As
necessary, USAID/W w1ll prov1de add1t10nal gu1dance on the
preparat1on, lssuance and retent10n of these documents

C Results ReVlew and Resources Request

The R4 lS dlscussed In some detall 1n the forthcom1ng
operat1ons dlrect1ves at 201 5 16, E201 5 16A, E201 5 16B,
E201 5 16C and 203 5 9A, note part1cularly E201 5 16A for a
d1Scuss1on of the R4 content Ind1v1dual bureaus w1ll prov1de
add1t10nal gU1dance on the R4 w1th a V1ew to ~a1lor~ng spec1f1c
R4 subm1ss10n requ1rements to the needs of a glven bureau Such
gu1dance w1ll be cleared by M and PPC

IV Addltlonal GUldance on Portfollo Transltlon

Whlle the recent cable entltled, "transltlon to
reeng1neer1ng operatlons processes" (State 221490)
provldes gU1dance on th1S tOP1C, add1t1onal complementary
gu1dance lS prov1ded on the tOp1CS 11sted d1rectly below,
Wh1Ch are keyed to tOplC headlngs 1n the above referenced
cable An upcom1ng tranS1tlon cable on Results Frameworks
lS also central to the trans1t1on from the old system to
the new system embod1ed 1n the ADS
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A FY 1996 Obllgatlons

In the process of allgnlng current portfol1os w1th key
1ntermed1ate results and related strateg1c, support, or
spec1al Ob]ectlves and obl1gat1ng add1t1onal FY 1996 funds
for such obJectlves, m1SS1ons should, where feas1ble, glve
preference to obl1gat1ng new funds by strateg1c obJect1ve
agreements Obv~ously, care must be exerclsed In the
al~gnment/obllgatlonprocess and reglonal legal advlsors
and contractlng offlcers should be consulted In the
process

B AIlgnment of current portfol1os w1th strateg1c,
support, or spec1al obJectlves

1 For accountlng purposes, a speclflc actlv1ty under a
glven proJect or program can be allgned to only one
strateglc, support or speclal obJectlve at a tlme
However, programmatlcally, one act1vlty could support more
than one obJectlve and thlS should be reflected 1n program
documentatlon Moreover, the var10US act1vlt1es under a
glven proJect or program can be al1gned wlth more than one
Ob]ect1ve Strong preference lS glven for the
cont1nuatlon of actlv1~les wh1ch allgn w1th an operat1ng
un1t's obJect1ves Conversely, act1v1t1es Wh1Ch do not
support achlevement of an obJect1ve should be treated
pursuant to the gu1dance outl1ned ln Paragraph 3 of the
"Transltlon to Reenglneer1ng Operat1ons Processes ll cable

2 Ongolng proJect or program authorlzat1on~and
support1ng PROAGS may be amended to 1nd1cate wh1ch
results(s) they support under whlch obJectlve(s), but only
1f the amended authorlzatlons and PROAGS are conslstent
w1th the1r respectlve authorlzed purpose and do not exceed
presently author1zed fund1ng levels, or unless
spec1flcally approved as part of a Strateglc Plan,
Management Contract or R4

C AIlgnlng EXlstlng Actlvltles to Strateglc ObJectlves
Wlthln AWACS

Before the AWACS system can become operatlonal, operatlng
unlts wlll need to reallgn ongolng actlvltles w1thln the
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strateg1c plan Wh1Ch forms the baS1S for the new
management system Th1S w1II requ1re that eX1st1ng
proJect and program data be mapped to the new system It
lS necessary for the personnel most knowledgeable about
the operat1ng un1t 1 s program to d1rect the m1grat1on so
that proJect/program data are ass1gned to the appropr1ate
strateg1c obJect1ve and act1v1ty

All data w1II be moved from MACS to AWACS However, Slnce
AWACS has many more data f1elds than MACS, some data for
eX1st1ng act1v1t1es w1II have to be entered manually To
carry out the m1grat1on, every operat1ng un1t w1II beg1n
by produc1ng a Ilst1ng of every comm1tment, whether open
or closed Selected knowledgeable controller, proJect and
program personnel w1II reV1ew the 11St and ass1gn the old
comm1tments to strateg1c obJect1ves, act1v1t1es and
subact1v1t1es and to manag1ng off1ces or strateg1c
obJect1ve teams w1th1n the operat1ng un1t Data entered
1n the converS1on tool w1II be moved electron1cally to
AWACS to avo1d the need for redundant entry Operat1ng
un1ts w1II rece1ve deta1led 1Dstruct1ons on how to
complete th1S process, along w1th spec1al USAID-des1gned
data m1grat1on tools, when the new servers are del1vered

V Whom to Contact for More Informat1on

A There w1II be an extens1ve help network establ1shed 1n
USAID/W to ass1St bureaus, m1SS1ons and other operat1ng
un1ts dur1ng the trans1t1on per10d For quest10ns related
to the new operat1ons system, remember that the f1rst
p01nt of contact lS your bureau's trans1t1on coord1nator
The bureau coord1nators are

MR
ANE

ENI
~C

B~

G

Dav1d McCloud, AFR/DP
Frank Young & Jay Nussbaum, ANE/ORA
Jeff Evans, ENI/PCS
Bob Jordan, LAC/DPP
Fred Cole, BHR/PPE
Lor1e Dobb1ns, G/PDSP

B SubJect matter spec1al1sts have been des1gnated to
work w1th the bureau coord1nators to 1nsure cons1stency
and accuracy of answers The subJect matter spec1al1sts



are

Strateglc Plannlng Mlchelle Adams-Morgan, Dlrk DlJkerma

•
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Achlevlng

Results Frameworks

Monltorlng and
Evaluatlng Performance

Customer Servlce Plan

Legal Matters

Operatlons Software

General GUldance on
the Operatlonal
Dlrectlves

Transltlonal Issues

Notlce 1009

John Blerke, Barry Burnett

John Blerke, Tony Pryor

Sharon Benollel, John Haecker

Sher Plunkett, LlZ Baltlmore

Herb Morrls

Larry Tanner, Davld Neverman

Rlchard Byess, Davld McCloud

Wayne Klng
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INFORMATION
USAID/GENERAL NOTICE
M/ROR
10/25/95

SUBJECT Reeng~neer~ng Trans~t~on Gu~dance Cable No 7 Results
Framework Development
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I Summary

A The new Automated D~rect~ves System (ADS) became effect~ve on
October 1, 1995 Th~s cable prov~des gu~dance to ass~st operat~ng

un~ts ~n trans~t~on~ng from the old to the new operat~ng system
(descr~bed ~n ADS Chapters 201 through 203) Th~s cable does not
establ~sh new pol~c~es or change the essent~al procedures conta~ned

~n the ADS

B Gu~dance on develop~ng strateg~c plans, the results frameworks
(RF) and/or convert~ng of ex~st~ng plans ~s prov~ded All of th~s

w~ll take t~me but we bel~eve ~t ~s essent~al and all operat~ng

un~ts w~ll be measured on the~r success

C Operat~ng un~ts should subm~t to USAID/W ~n the spr~ng of 1996,
along w~th the~r Results Rev~ew and Resource Request (R4) , a
results framework for all obJect~ves These RF (s) w~ll be
employed to reach FY 97/98 budget dec~s~ons All operat~ng un~ts

must have a results framewor~ ~n place for the~r SO(s) by the end
of FY 1996 Operat~ng un~ts are also expected to have the~r

customer serv~ce plans and performance mon~tor~ng plans ~n place by
the end of FY 1996 Operat~ng bureaus w~ll prov~de add~t~onal

gu~dance to operat~ng un~ts regard~ng t~m~ng, ~ncorporat~on and
ut~l~zat~on of results frameworks ~n strateg~c plans and R4
subm~ss~ons All new or rev~sed SO(s) must be subm~tted to the
cogn~zant Ass~stant Adm~n~strator (AA) for approval

D Software that supports presentat~on of ~nformat~on regard~ng

the results framework w~ll be prov~ded ~n USAIDjW ~n October ~99S

and ~n the f~eld by December ~99S In the spr~ng of ~996, software
~ncorporat~ngplann~ng, ~mplementat~onand report~ng w~ll be rolled
out

E There ~s an extens~ve help network ava~lable ~n USAID/W to
ass~st operat~ng bureaus, m~ss~ons and other un~ts dur~ng the
trans~t~on per~od The ~n~t~al po~nts of contact are your
operat~ng bureau's trans~t~on coord~nator and bureau subJect matter



experts (8ME) l~sted In Paragraph VI below

II The Results Framework (RF) and lts PU6Poses

A The RF conslsts of the 80, supportlng ~ntermed~ate results, and
performance ~nd~cators for whlch an operatlng unlt ~s w~lllng to be
held accountable It lS also the framework that lndlvlduals and
teams must use to manage thelr work, tlme and money The RF ~s

dynam~c and subJect to change by an operatlng Ulllt based on ltS
exper~ence Th~s flex~b~l~ty fac~l~tates ref~nements ~n the
~ntermed~ate results and act~v~t~es, over the l~fe of the strateg~c

obJect~ve

B The RF def~nes the work/roles of employees, agents, partners
and customers In terms of lntermed~ate results to achleve a
strateglc obJect~ve

C New strateg~c, spec~al or strateg~c support obJect~ves (80(s))
or substantlve changes to SO(s) must be rev~ewed fully AA(s) w~th

concurrence from PPC, M, GC, G and BHR, approve 80(s) Changes In
lntermedlate results or act~vlt~es do not requlre U8AID/W approval,
as long as the f~nal results as well as resource requlrements
(fund~ng, staff), ~nternal loglc and tlme frame are the same as
descr~bed In the management contract

D Operatlng unlts should not confuse the RF w~th a Results
Package (RP), another management tool RP (s) are dlscussed In
Chapter 202 of the ADS and ~n State 214430 Trans~tlon Gu~dance

Cable No 6 on Ach~evlng The RP deflnes how the SO team organlzes
lntermedlate results and actlvltles Concelvably, any 80 team
could organ~ze lntermed~ate results and actlvltles ~nto a varlety
of d~fferent RP(s) Organ~zatlon of a RP ~s an lnternal 80 team
declslon on how best to organlze actlvltles to accompllsh
lntermed~ate results as well as to allocate staff, tlme and budget
to develop, lmplement and achleve them

III Preparat20n and Part~clpat2on

A Key to successful RF development ~s ~ncludlng the approprlate
people and assurlng the~r partlclpat20n 2n the analysls and
dec~s2on-maklng RF development blnds customers, partners and
USAID staff together and forms the basls for deflnlt20n of
subsequent RP(s)

•
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B RF development can take t1me and must 1nvolve USAID staff and
partners We must not s1mply accept what 1S 1n eX1stence We must
put all act1v1t1es through th1s process

C The RF ~s the bas1s for reach1ng agreement w1th customers and
expla1n1ng to Congress what 1S to be accompl1shed, at what cost,
and over what t~me frame Wh1le 1ntermed1ate results may requ1re
change, the ab1l1ty to conV1nce budgeteers that we are succeed1ng
may be damaged 1f we change too frequently

IV Analyt1cal Process

Dependent on f1eld cond1t10ns, operat1ng un1tS are encouraged to
exper1ment w1th the process of develop1ng a results framework and
convert1ng approved SO (s) 1nto a results framework. Operat1ng
un1ts may present 1ntermed1ate results 1n the RF e1ther
sequent1ally (order1ng of results by the order 1n wh1ch they may
occur 1n ach1ev1ng the SO), or h1erarch1cally (order1ng of results
by 1mportance or s1gn1f1cance w1th respect to SO ach1evement)
and/or a comb1nat10n of both The results track1ng software, that
w1ll be released 1n December to the f1eld, w1ll ass1st 1n prov1d1ng
standard1zat10n and cons1stency for presentat10n purposes but 1S
not requ1red to 1mplement the RF process

A In develop1ng new SO(s) and results frameworks operat1ng un1ts
should

1 State the development hypotheses, show1ng cause and effect
relat10nsh1ps, and descr1be how the accompl1shment of 1ntermed1ate
results w1ll lead to the ach1evement of the so. When obJect1ve
trees were employed, they often focused on prov1d1ng one level
(program outcomes) of obJect1ves 1n accompl1sh1ng the so They
w1ll need other levels of results Several levels of 1ntermed1ate
results are necessary to allow for al1gnment of act1v1t1es and
measurement of progress 1n ach1ev1ng them How many 1nd1cators and
measures for 1ntermed1ate results are suff1c1ent? Th1s 1S left to
the d1scret1on of the operat1ng un1t to work out w1th 1tS techn1cal
team, both w1th1n the operat1ng un1t and 1n consultat10n w1th
partners and other relevant USAID off1ces

2 The so team should ver1fy the1r reasonableness through
consultat10n w1th customers and partners as well as through a
reV1ew of our best pract1ces
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3 Respons~b~l~t~es for ~ntermed~ate results must ~nclude who w~ll

be respons~ble (USAID, host government, partners and/or others
~nclud~ng other development agenc~es) When these results are
added to the RF, as assumpt~ons or ~ntermed~ate results, ~t ensures
the~r progress ~s mon~tored

4 Art~culate ~nd~cators and ~dent~fy t~me frames for ach~evement

of ~ntermed~ate results

5 Exam~ne dual~t~es Intermed~ate results under one SO may
contr~bute to the ach~evement of another SO An example would be
a result to "~ncrease local government author~ty over manag~ng

schools" Represented as an ~ntermed~ate result w~th~n a D/G SO
and RF, ~f ~t also contr~butes to an educat~on SO, ~t should be
represented there as an assumpt~on

•

6 Est~mate resources to be contr~buted by USAID (both locally and
centrally funded), as well as resources (cash and ~n-k~nd)

contr~buted by other partners (part~cularly, the host government)
for all act~v~t~es, ~ntermed~ate results and SO(s) 'The l~fe of •
fund~ng for SO (s) w~ll not be formally author~zed, as was the­
pract~ce w~th proJects and programs I
B Develop~ng RF(s) from eXlst~ng SO(s)

1 Approved SO (s) rema~n val~d For SO (s) that can not be
ach~eved w~th~n 5 to 8 years, rev~ew the~r development hypotheses
and the cause and effect relat~onsh~ps as amended to meet the
requ~rements of the RF Focus on ~ntermed~ate results that lead to
ach~evement of the SO If ~ssues ar~se about the val~d~ty or
qual~ty of the SO, the operat~ng un~t should consult w~th the~r

operat~ng bureau

2 SO (s) and program outcomes developed under PRISM requ~re

redef~n~t~on ~n terms of ~ntermed~ate results that lead d~rectly to
ach~evement of the SO and/or other ~ntermed~ate results Program
act~v~t~es may also need redef~n~t~on as ~ntermed~ate results

3 For approved SO(s), proJects, programs or on-go~ng act~v~t~es

w~th no RF, beg~n by ~dent~fy~ng the ~nterrned~ate results that the
act~v~t~es were des~gned to ach~eve Operat~ng un~ts should not
assume that long-stand~ng programs w~th approved CDSS (s) and •



•

•
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CPSP(s) automat~cally have a results framework

4 Art~culate the development hypotheses and the ~nterrned~ate

results that have already been ~dent~f~ed

5 Ident~fy other act~v~t~es (undertaken by the host government
and/or other donors) necessary to SO ach~evernent, but not yet
covered ~n your RF Add these to your RF, ~n~t~ally as assurnpt~ons

to be ver~f~ed and poss~bly ~ncorporated later ~nto the body of the
framework as ~ntermed~ate results Mon~tor~ng of these assurnpt~ons

~s cr~t~cal for measur~ng progress ~n the ach~evement of the SO

6 Many SO(s) w~ll requ~re restructur~ng and/or val~dat~on, ~n

conJunct~on w~th partners and customers Cons~der whether the
results already be~ng supported through ex~st~ng contracts, grants
and other act~ons are ~ndeed necessary and suff~c~ent for ach~ev~ng

the stated SO For example, ~f the SO ~s ~ncreased part~c~pat~on

~n c~v~l soc~ety, cons~der whether ex~st~ng act~v~t~es are
produc~ng the des~red result -- ~ncreased part~c~pat~on ~n c~v~l

soc~ety - - and whether the ex~st~ng contracts and grants are
effect~vely reach~ng the groups necessary to br~n9 about th~s

result Deterrn~ne whether th~s analys~s suggests the need to
expand ex~st~ng ~ntervent~ons to ~nclude new ~nterrned~ate results,
to develop new act~v~t~es, or to phase down or el~m~nate act~v~t~es

that do not support your RF

V Tools, Presentatlon and Rev~ew

A Operat~ng un~ts should not wa~t for or let themselves be
constra~ned by the structure of the results track~ng software
Operat~ng un~ts should explore and exper~ment w~th alternat~ve

approaches to development and presentat~on of the RF Illustrat~ve

approaches are as follows

1 A tree s~m~lar to an organ~zat~on chart w~th the ~ntermed~ate

results (measures and targets) ~n the boxes and w~th narrat~ves

descr~b~ng the hypotheses, assumpt~ons and causal~ty assoc~ated

w~th the connect~ng l~nes

2 Outl~nes that ~nclude a d~scuss~on of hypotheses, assumpt~ons,

causal~ty, ~nterrned~ate results, measures and targets, or

• 3 Networks, wh~ch are ~deal for present~ng results sequent~ally
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and sJ.rnJ.lar to a PERT chart or map of possJ.ble alternatJ.ve
routes/detours between pOJ.nts A and B (allows one-to-many
relatJ.onshJ.ps between J.ntermedJ.ate results J.n addJ.tJ.on to the many­
to-one relatJ.onshJ.ps dJ.ctated by an organJ.zatJ.on type chart or an
outlJ.ne)

B The RF J.S submJ.tted as part of the strategJ.c plan (SP), SP
amendment contaJ.nJ.ng a new SO and to support the R4 submJ.ssJ.on The
SO J.S approved by the cognJ.zant AA for the operatJ.ng bureau
Normally the operatJ.ng bureau's AA wJ.ll only approve the SO WJ.thJ.n
the boundarJ.es of the management contract d evolve as
J.nformatJ.on and experJ.ence J.ncreases UbstantJ.al changes to the
RF shotlld be hJ.ghlJ.ghted J.n an SO amendment or annual R4
submJ.ssJ.on OperatJ.ng unJ.ts, J.n consultatJ.on wJ.th cognJ.zant
operatJ.ng bureaus, shall dec1.de whether modJ.fJ.catJ.ons to
J.ntermedJ.ate results are~stantJ.a~nature

VI Help DurJ.ng TransJ.tJ.on

There J.S an extensJ.ve help network establJ.shed J.n USAID/W to assJ.st
bureaus, mJ.ssJ.ons and other operatJ.ng un1.ts durJ.ng the transJ.tJ.on
perJ.od ~he fJ.rst pOJ.nt of contact J.S your bureau's transJ.tJ.on
coordJ.nator

A The bureau coordJ.nators are

APR DavJ.d McCloud, AFR/DP
ANE Frank Young & Jay Nussbaum, ANE/ORA
ENI Jeff Evans & Jeff MalJ.ck, ENI/PCS
LAC Bob Jordan, LAC/DPP
BRR Fred Cole, BHR/PPE
G LorJ.e DobbJ.ns, G/PDSP

B Agency subJect matter experts (SMB) have been desJ.gnated to
work WJ.th the bureau coordJ.nators and bureau 5MB(s) (to be
J.dentJ.fJ.ed) to J.nsure consJ.stency and accuracy of answers The
Agency subJect matter specJ.alJ.sts are

•

•

Customer ServJ.ce Plan
StrategJ.c PlannJ.ng

Results Frameworks
AchJ.evJ.ng

Sher Plunkett & LJ.z BaltJ.more
DJ.rk DJ.Jkerman &
MJ.chelle Adams-Matson
John BJ.erke & Tony Pryor
John BJ.erke & Barry Burnett •



Trans~t~onal Issues
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Evaluat~ng Performance
Sharon Benol~el & John Haecker
Herb Morr~s

Larry Tanner & Dav~d Neverman
Operat~onal D~rect~ves

R~chard Byess & Dav~d McCloud
WaYne K~ng

Mon~tor~ng and

Legal Matters
Operat~ons Software
General Gu~dance on the

•

Not~ce 1031

•

•
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SUBJECT Reeng~neer~ng Trans~t~on Gu~dance Cable No 8
Automated D~rect~ves System (ADS)

I Summary

On October 1, 1995, the Agency's new Automated D~rect~ves System
(ADS) went ~nto effect The d~rect~ves prov~de comprehens~ve

gu~dance to Agency employees ~n Wash~ngton and the f~eld on all
aspects of USAID program ~dent~f~cat~on, ~mplementat~on and
evaluat~on. The d~rect~ves embody the four Agency core values of
customer serv~ce, manag~ng for results, teamwork, and
empowerrnent/accountab~l~ty All of the ADS mater~als ~s des~gned

to be ava~lable on computer and updated regularly Because the
supplementary references are separate from the d~rect~ves, they
can be updated or replaced from t~me to t~me as new examples of
best pract~ces and state-of-the-art techn~cal mater~als emerge

II Background

The ADS was ~ntroduced ~n a General Not~ce to the Agency on May
2, 1994 It ~s a two-t~er system that separates pol~cy from
essent~al procedures It prov~des clear, conc~se statements of
the mandated core pol~c~es of the Agency and ~s a very effect~ve

tool ~n help~ng to reduce the Agency's ~nternal regulat~ons by
f~fty percent (50%) as d~rected by the Nat~onal Performance
Rev~ew and mandated by Execut~ve Order 128061 Used correctly,
~t w~ll streaml~ne the true ~nternal pol~c~es for Agency
operat~on

The core values and best pract~ces have generated a more flex~ble

operat~ons system to make our development work eas~er There are
now opportun~t~es not poss~ble or at best d~ff~cult to access
under old systems USAID and our partners can beg~n to make
better use of our h~gh levels of sk~ll, energy and ~n~t~at~ve to
ach~eve even greater accompl~shments That, after all, ~s the
purpose of the new operat~ons system

III Ratlonale for the Dlrect~ves

• The d~rect~ves were wr~tten wlth flve goals ~n m~nd



You have already rece~ved cop1es of the operat~ons d~rect~ves

(Chapters 201, 202, and 203) w~th~n the 200 ser~es v~a E-ma~l

Other ADS chapters w~ll be prov~ded as they are approved

IV

To make a clear d~st~nct~on between mandatory pol~cy and
procedures and that gu~dance wh~ch ~s not absolutely
essent~al to carry~ng out development ass~stance

To ~ncorporate reeng~neer~ng precepts, ~nclud~ng the
Agencyls four core values, ~nto the new gu~dance

To preserve and d~ssem~nate the Agency's ex~st~ng "best
pract~ces".

To reduce regulat~ons as mandated by the Nat~onal

Performance Rev~ew, and

To update Agency gu~dance and consol~date d~screte gu~dance

generated over the years by the reg~onal and central
bureaus

Structure

•

•
A The ADS ~s a two-t~ered system conta~n~ng pol~cy and
essent~al procedures, organ~zed ~nto f~ve maJor funct~onal

ser~es

Ser~es 100 - Organ~zat~on and Execut~ve Management (formerly
Handbooks f~ve and seventeen)

Ser~es 200 - USAID Program Ass~stance (formerly Handbooks
one through four and seven through ten)

Ser~es 300 - Acqu~s~t~on and Ass~stance (formerly Handbooks
one B and eleven through f~fteen)

Ser~es 400 - Personnel (formerly Handbooks twenty-four
through th~rty-three)

B

Ser~es 500 - Management Serv~ces (formerly Handbooks s~x and
e~ghteen through twenty-three)

Each ser~es conta~ns a number of Chapters organ~zed 1n the •
, I ,



•

•
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follow~ng standard~zed format

l Author~ty

2 ObJect~ve

3 Respons~b~l~ty

4 Def~n~t~ons

5 Pol~cy/Essent~al Procedures
6 Supplemental References

C The DR-CD ~dent~f~es wh~ch Handbooks rema~n ~n effect and
wh~ch ones have been superseded by the newly-reeng~neered

d~rect~ves

V What's New

A The targeted release of the new ADS ~s fall 1995 to co~nc~de

w~th other Agency reeng~neer~ng efforts The new ADS w~ll be
~ncluded on the next release of the DR-CD In add~t~on to the
hyperl~nk~ng capab~l~t~es, the new ADS ~ncludes WINDOW-based
tools allow~ng for prox~m~ty searches, str~ng searches,
h~ghl~ght~ng of search terms and other ~mprovements The DR-CD
~s access~ble to USAID Wash~ngton and overseas m~ss~ons and ~s

also ava~lable to the publ~c on a subscr~pt~on bas~s

B As descr~bed ~n earl~er cables ~n th~s ser~es, the software
~n the new operat~ons system w~ll revolut~on~ze each operat~ng

un~tls ab~l~ty to collect and organ~ze ~nformat~on It ~ncludes

a module called the Document Generator, wh~ch can locate and pull
together ~nformat~on entered ~nto the system and reorgan~ze that
~nformat~on ~nto the format of any document selected from the
menu, l~ke a strateg~c plan or a Results Rev~ew and Resource
Request (R4) Immed~ate on-l~ne access to ~ndexed ADS text w~ll

make ~t poss~ble to create accurate and t~mely reports and
~mprove commun~cat~ons w~th partners and customers

C The ADS w~ll make ~t poss~ble to d~ssem~nate new pol~cy

gu~dance more qu~ckly and un~formly, follow~ng a streaml~ned

clearance process Off~ces w~th delegated author~ty to create
pol~cy are the respons~ble author~ng off~ce for that pol~cy,

however, other off~ces w~th ~nterdependent pol~c~es cross­
reference those pol~c~es, thus only stat~ng pol~cy once ~n the
author~zed d~rect~ve
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D The new clearance pol~cy--General Not~ce dated December 7,
1994--reduces the complex~ty of and exped~tes the clearance
process by only requ~r~ng clearance from Ge, IG (~f ~t perta~ns

to waste, fraud and abuse), M/AS/ISS, and off~ces d~rectly

affected by the proposed change. It allows 10 work~ng days for
clearance or comments, after wh~ch the author~ng off~ce w~ll

cont~nue w~th process~ng the d~rect~ve

VI Next steps

•

For more ~nformat~on, please contact Genease Pett~grew, M/AS/ISS

Key d~rect~ves not yet completed, to be ~ncluded ~n subsequent
~ssuances of the DR-CD, ~nclude (1) personnel regulat~ons

recently ~ssued by OPM, wh~ch w~ll requ~re extens~ve rewr~tes ~n

the d~rect~ves format by M/HR, (2) a new Execut~ve Order on the
aud~t funct~on, wh~ch w~ll cause maJor rewr~tes of IG Chapters,
and (3) M/FM's rewr~t~ng of the f~nanc~al management ser~es

M/FM w~ll complete AWACS before rewr~t~ng the~r sect~on of the
d~rect~ves

VII Further Informatlon •
Not~ce 1032

•
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SUBJECT Reeng~neer~ng Trans~t~on Gu~dance Cable No 9
Teamwork and USAIDl s Reeng~neered Operat~ons System

1 Th~s Not~ce ~s the n~nth In the ser~es of trans~t~on gu~dance

messages for the new USAID, prepared Jo~ntly by the Off~ce of
Results-Or~entedReeng~neer~ng (M/ROR), the Off~ce of Management
Plann~ng and Innovat~on (M/MPI) and the Off~ce of Human Resources
(M/HR) Its purpose ~s to ass~st operat~ng un~ts ~n plann~ng and
~mplement~ng human resource changes ~n the reeng~neered

operat~ons system, to respond to spec~f~c quest~ons ra~sed by
Agency personnel and to prov~de ~nformat~on that may not be
conta~ned ~n other documents State 191629 prov~ded add~t~onal

~nformat~on and Q&As on teamwork

2 Beg~nn~ng October 1, 1995, the reeng~neered operat~ons system
requ~res that much of USAID's work be ach~eved by operat~ng un~t

personnel, customers, stakeholders and partners work~ng together
~n teams Operat~ng un~ts shall establ~sh a strateg~c obJect~ve

(SO) team for each strateg~c obJect~ve, strateg~c support
obJect~ve and spec~al obJect~ve def~ned ~n the approved strateg~c

plan Strateg~c obJect~ve teams may establ~sh results package
subgroups as deemed appropr~ate The respons~b~l~t~es and
author~t~es for the strateg~c obJect~ve core and expanded teams
are def~ned ~n the Automated D~rect~ves System ser~es 200
(Chapters 201, 202 and 203)

3 The s~ze and scope of the strateg~c obJect~ve teams should be
flex~ble and based on the vary~ng requ~rements for ach~ev~ng

results Operat~ng un~t managers should prov~de a clear focus
for the team to operate, and state obJect~ves, results and
measures for Judg~ng progress It ~s equally ~mportant that the
strateg~c obJect~ve team dec~de wh~ch part~c~patoryprocesses ~t

w~ll use to engage customers, stakeholders and development
partners ~n the del~berat~ons of ~ts strateg~c, strateg~c

support, or spec~al obJect~ves The team should ensure that ~t

has a plan to obta~n suff~c~ent ~nformat~on to make ~nforrned

dec~s~ons for manag~ng obJect~ves and results

• 4 It ~s the Agency's pol~cy to requ~re and encourage
part~c~pat~on by and consultat~on w~th those ~nvolved ~n



development, both our partners and our customers Each operat~ng ~
un~t and strateg~c obJect~ve team should refer to the General
Not~ce on gu~dance on consultat~on and avo~dance of unfa~r

compet~t~ve advantage ~ssued on August 17, 1995, to avo~d

poss~ble confl~cts when ~nclud~ng partners on teams

5 Operat~ng un~ts and team leaders should look for members who
have complementary sk~lls, respons~b~l~t~es or ~nterests that
contr~bute to ach~ev~ng results relat~ve to the SO Team members
may serve on a part-t~me or full-t~me bas~s and may be ass~gned

to the un~t or ass~gned to other organ~zat~onal un~ts w~th~n the
Agency Ind~v~duals may also serve on mult~ple teams The
comm~tment of an ~nd~v~dual's t~me to a team must be negot~ated

w~th the ~nd~v~dual's parent organ~zat~on or superv~sor Team
members need not be phys~cally res~dent w~th~n the operat~ng un~t

respons~ble for the strateg~c obJect~ve, but could part~c~pate

electron~cally as "v~rtualll part~c~pants from a d~stance

6 The type of work and the nature of the des~red result must be
exam~ned when cons~der~ng whether a temporary or permanent team
approach ~s warranted Although the current Agency organ~zat~on

emphas~zes teamwork, a team structure may not be the most ~

effect~ve means of ach~ev~ng some work obJect~ves The nature of ~
the obJect~ves and work should determ~ne the organ~zat~onal

des~gn

7 Teams need not be cons~dered a permanent organ~zat~onal

element of the Agency They are des~gned and ~ntended to be
flex~ble ~nstruments, eas~ly formed and d~ssolved depend~ng on
the requ~rements of s~gn~f~cant work products Managers should
draw on the exper~ences of the Country Exper~mental Labs (CELs)
and other organ~zat~onal un~ts that have organ~zed around teams,
cons~der the var~ables of the~r own organ~zat~on, the effect on
personnel and dec~de what structure best meets the needs of the~r

operat~ng un~ts ~n manag~ng for results

8 Pol~cy and procedural gu~dance relat~ng to the Just~f~cat~on

and approval of organ~zat~onal and assoc~ated pos~t~on act~ons ~s

conta~ned ~n ADS Chapter 102 USAID/Wash~ngton approval ~s

requ~red only ~f m~ss~ons plan to establ~sh a permanent team
structure

9 The operat~ng un~t shall establ~sh the author~t~es and
parameters govern~ng strateg~c obJect~ve team operat~ons When a
team ~s empowered to make dec~s~ons, ~t must rece~ve author~ty •
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and be accountable for ~ts dec~s~ons and results Operat~ng

managers should prov~de spec~f~c ~nformat~on to the team as
follows

A The spec~f~c strateg~c, strateg~c support, or spec~al

obJect~ve to be ach~eved, wh~ch shall be cons~stent w~th the
approved strateg~c plan and the operat~ng un~tls customer
serv~ce plan

B Performance measures and report~ng requ~rements

C The respons~b~l~t~es and author~t~es delegated to core
team members

D The budget for ach~ev~ng the strateg~c obJect~ve

E Other requ~rements or spec~al cond~t~ons pursuant to the
management contract or that the operat~ng un~t deems
necessary

lO A team should be accountable for results w~th~n ~ts

manageable ~nterest Teams are accountable ~nd~v~dually and
collect~vely w~th~n the context of annual evaluat~on work
obJect~ves based on expected results Work obJect~ves should
state the scope of a team member's expected contr~but~ons and
performance measures Team members are expected to hold
themselves accountable and to ensure that the team has the
capac~ty, exper~ence, Judgment and techn~cal knowledge requ~red

to ach~eve results Team leaders are respons~ble for coach~ng,

coord~nat~ng and ass~gn~ng the work of the team Team members,
team leaders and superv~sors should work collaborat~vely and
support~vely to assure accountab~l~ty ~s t~ed spec~f~cally to
delegated author~t~es, to the requ~rements of the team's
obJect~ves and ~s descr~bed on the team mernber1s annual
evaluat~on form

II The new 360-degree personnel evaluat~on process supports the
team concept ~n the reeng~neered USAID It ~s expected that th~s

process w~ll prov~de a means to factor team member's
contr~but~ons ~nto h~s or her overall rat~ng The team should
contr~bute to the determ~nat~on of each team member's obJect~ves,

may approve them, and w~ll be part of the rat~ng process for the
team member
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l2 Incent~ves are essent~al to recogn~ze team results and
~nd~v~dual contr~but~ons

•
A Teams, as well as ~nd~v~duals, w~ll be rewarded on the
bas~s of the~r performance w~th regard to manag~ng for
results When d~scuss~ng performance, ~t ~s ~mportant to
d~st~ngu~sh between program success or fa~lure on the one
hand and employee or team success on the other Employees
and teams are expected to closely mon~tor program
performance and to take necessary correct~ve act~on to
~nsure that strateg~c obJect~ves are be~ng ach~eved -- to
manage for results Fa~lure of a part~cular program
~ntervent~on ~s not to be cons~dered a team or ~nd~v~dual

fa~lure unless act~on ~s not taken ~n a t~mely way to make
m~d-course correct~ons In the new reeng~neered USAID, ~t

~s ~mportant that employees be encouraged to do a certa~n

amount of r~sk-tak~ng The new human resources management
systems w~ll support sounder performance Judgments by l~ne

managers and teams on manag~ng for results

B The new HR ~ncent~ve systems are be~ng des~gned to •
create monetary and non-monetary awards that recogn~ze the
ach~evement of teams The rewards should be based on
demonstrated performance as determ~ned dur~ng the R4
process Operat~ng managers are encouraged to ~n~t~ate

un~t level awards to do the same th~ng Rewards accru~ng to
teams should be shared w~th~n teams Non-US government team
members would be el~g~ble for non-monetary awards

13 The reeng~neered Human Resources automated system, once
~mplemented, w~ll support team format~on w~th an electron~c

sk~lls data base Managers form~ng strateg~c obJect~ve,

strateg~c support obJect~ve or spec~al obJect~ve teams w~ll be
able to locate potent~al team members w~th the spec~f~c sk~lls

and ~nterests needed for a spec~f~c obJect~ve

l4 Other gu~dance w~ll be ~ssued as we rece~ve quest~ons and
when more ~nformat~on becomes ava~lable Please feel free to
contact the follow~ng ~nd~v~duals regard~ng th~s cable

M/ROR L~z Balt~more or R~chard Byess
M/HR/BAA Doug Brand~

M/MP: Susan Walls •
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• INFORMATION
USAID/General Notlce
PPC/CDIE
11/01/95

SUBJECT Reenglneerlng Transltlon GUldance Cable No 10
Reeng~neered USAID Performance Mon~tor~ng and
Evaluatlon Systems

•

•

I Overv'ew

Thls message provldes guldance on the reenglneered USAID
performance monltorlng and evaluatlon (PM&E) systems whlch became
effectlve October 1 For more detall, please refer to Chapter
203 of the Automated Dlrectlves System (ADS) PM&E lS one of the
three key functlons of USAID's new operatlons systems It lS an
essentlal aspect of our ablllty to achleve development results
more effectlvely and efflclently Monltorlng and evaluatlng our
performance lS a key management approach whlch we wlII be uSlng
to gauge our progress, gulde our programmlng and resource
a~locatlon declslons, and report on results to our stakeholders
The new PM&E pollcy and procedures reflect the Agency's four core
values managlng for results, empowerment and accountablllty,
teamwork and partlclpatlon, and customer focus They bUlld upon
past experlence and "best practlces" In P1III&E What lS dlfferent
now lS that 'Some of these "best practlces rr In PM&E are belng made
rrstandard prac'Clces lf 'Chat all operatlng unlts and the Agency as a
whole are requlred to follow The new guldance requlres that

all operatlng unlts managlng program funds monltor and
report once a year on performance through the Results ReVlew
and Resource Request (R4),

evaluatlons be carrled out only when needed to meet
speclflc management lnformatlon needs and not be conducted
automatlcally at some arbltrary pOlnt In the program cycle,

a partlclpatory approach lnvolvlng customers, partners and
stakeholders be used In all phases of program performance
monltorlng and evalua'Clon In partlcular, a customer focus
should be reflected In the framlng of obJectlves, cholce of
performance lndlcators and measurement of performance

The remal~der of thls message summarlzes key aspects of the new
PM&E pollcles and procedures

II Why ~onltor and Evaluate Performance?

As a lea~lng organlzatlon, USAID requlres the collectlon and
analysls of performance lnforma'Clon to ~mprove

tne plannlng and lmplementatlon of development asslstance
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the effect~veness of management dec~s~ons

learn~ng from exper~ence

]o~nt plann~ng and programm~ng

accountab~l~ty and our ab~l~ty to respond to report~ng

requ~rements

Furthermore, the Government Performance and Results Act of 1993
requ~res that all federal agenc~es establ~sh performance
mon~tor~ng systems that measure progress towards the program
goals and obJect~ves ~dent~f~ed ~n strateg~c plans, conduct
program evaluat~ons, and report on results ~n an annual
performance report

III USAID's PM&E Pol~c¥

To effect~vely manage for results, the Agency must regularly
collect, rev~ew, and use ~nformat~on on ~ts performance At
Agency and operat~ng un~t levels, th~s ~nformat~on w~ll playa
cr~t~cal role ~n plann~ng and management dec~s~ons For example,
performance ~nformat~on w~ll be used to

~mprove the effect~veness and performance of development
act~v~tles

gulde dec~s~ons on resource allocatlons

rev~se and plan new strateg~es

dec~de whether to abandon programs, strategles or
Ob]ectlves that are not work~ng

determlne when cons~derat~on should be glven to
graduat~ng or eXlt~ng programs

document lmpacts of ass~stance and share and use lessons
learned

develop shared V~Slons, common understandlng of successful
approaches and plan more effectlvely for the future w~th our
development partners

Sources of performance ~nformat~on ~nclude (1) performance
mon~tor~ng systems, (2) evaluat~ons, and (3) other studles or
reports such as research, customer surveys, experlence of other
development organ~zatlons and ~nformal sources such as
unstructu~ed feedback f~om partners and customers

•

•

•



• IV

3

Dlstlnctlons Between Performance Monltorlng and Evaluatlon

•

•

Performance monltorlng and evaluatlon are dlstlnct yet
complementary functlons USAID has used evaluatlons as
management tools for decades Program performance monltorlng lS
much newer wlthln USAID Wlth reenglneerlng, all operatlng unlts
managlng program funds are requlred to monltor and report
annually on performance Evaluatlons support and complement the
monltorlng system Performance monltorlng lS the on-golng
process of collectlng and analyzlng data to measure performance.
Performance monltorlng focuses on the achlevement of expected
results It lnvolves the analysls of how changes In speclflc
performance lndlcators compare wlth those expected and speclfled
In performance targets Performance monltorlng alerts managers
to proble~s or successes, e g when targets are eltner not belng
reached or exceeded For example, performance monltorlng could
alert a program manager to the fact that a partlcular strateglc
obJectlve dlrected at lncreaslng men's and women1s lncomes was
only lncreaslng women's lncomes It would not tell the manager
why thls was happenlng or what to do to lncrease men1s lncomes
That ~s where an evaluatlon would be needed Evaluatlon lS a
structured analytlcal effort undertaken, when needed, to answer
speclflc management questlons about the performance of programs
or actlvltles Evaluatlons may be lnltlatea when performance
monltorlng data lndlcate unexpected results (l e wnen programs
fall to meet thelr targets/ exceed expectatlons or beneflt
dlfferent segments of the target populatlon unequally)

Evaluatlons can provlde In=ormatlon on why or how results were
acnleved or not/ and draw lessons and recommendatlons for
management actlons Evaluatlons can also be used to test the
baslc development concepts underlylng our strategles (l e lS
change occurrlng as we expected, are our lnterventlons
ef=lclent, etc) They can be used to explore unlntended results
and lssues of program relevance/ effectlveness, efflclency,
lmpact/ and/or sustalnabll~ty

V Per=ormance Monltorlncr Systems

All operatlng unlts that manage program funds are requlred to
establlsh and/or malntaln performance monltorlng systems These
systems are the processes or approaches used by operatlng unlts
to collect and analyze data on performance Such systems lnclude
performance lndlcators r performance basellnes, and performance
targets for all strateglc obJectlves r strateglc support
oOJectlves r speclal obJectlves and USAID-funded lntermedlate
results lncluded In the unltls approved strateglc plan and
res~:ts f~amework, means for tracklng crltlcal assumptlons/ and
pe~fo~ance monltorlng plans to manage data collectlon MlSSlons
wl~h already approvea strateglc plans and agreed-upon performance
reportlng systems need to
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rev~ew ex~st~ng plans and pract~ces to make sure that these
conform w~th the new pol~c~es and procedures and any
supplementary gu~dance or requ~rements establ~shed by the~r

reg~onal bureau, and

cont~nue annually to collect and analyze performance data on
the approved obJect~ves and ~ntermed~ate results ~n the~r

strateg~c plan

Rout~ne collect~on of results data Performance mon~tor~ng

systems are based on the regular and rout~ne collect~on and
analys~s of data on results These systems should prov~de

~nformat~on on outcomes or results at all levels that enables
managers to track progress towards ach~ev~ng strateg~c

obJect~ves, ~ntermed~ate results, and act~v~ty outputs Operat~ng

unlts are requlred to collect performance data annually Thls
should ~nclude the collectlon of comparable data on the results
each year for at least one of the per=ormance lndlcators for each
strateglc obJectlve, strateglc support obJect~ve, speclal
obJectlve and actlve usald-funded lntermedlate result

VI Evaluatlon

Not a requlrement but a management tool Evaluatlons are no •
longer requ~red and snould only be conducted to meet speclflc
management or other lnformatlonal needs The dec~slon If and
when to evaluate lS made by the operatlng unlt speclflcally
by strateglc obJectlve (so) teams, In consultatlon wlth the
sen~or management of thelr operatlng un~ts and w~th partners and
customers The requlrement that evaluatlons only be conducted
when needed may lead some operat~ng unlts to cancel prevlously-
planned evaluat~ons of programs or actlvltles When such
evaluatlons are part of formal program agreements or contacts,
operatlng un~ts should check wlth thelr respect~ve bureaus on any
bureau requlrements or procedures for handllng such changes
Evaluatlons may be needed to prov~de lnformatlon when

Performance mon~tor~ng data lnd~cates unexpected results
(poslt~ve or negat~ve) ,

A key management declslon must be made and there lS
lnadequate lnformatlon,

Performance reVlews ldentlfy key unanswered questlons,

Customer surveys or other customer or partner feedback
suggest lmplementatlon problems or unmet needs,

There are ~ssues anout sustalnablllty, unlntended lmpacts, •
or broader lessons learned of lnterest to the Agency

• t t,
"
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Follow-up Rev~ew~ng evaluat~on f~nd~ngs and recommendat~ons and
tak~ng appropr~ate act~ons are the respons~o~l~t~es of the
operat~ng un~t Ind~v~dual evaluat~on reports are not formally
rev~ewed by USAID/W bureaus, although they may serve as ~nput

~nto the annual R4 rev~ew Evaluat~on reports ~n electron~c form
should be subm~tted to PPC/CDIE for ~nclus~on ~n the Agency's
Development Informat~on System to enable shar~ng of evaluat~on

exper~ences throughout the Agency and contr~bute to
organ~zat~onal learn~ng Operat~ng un~ts should follow the~r

bureauls ~nstruct~ons on further d~str~but~on of evaluat~ons or
evaluat~on summar~es Evaluat~on f~nd~ngs should be openly
shared and d~scussed w~th partners, customers, stakeholders and
other donors

VII Budget~ng for PM&E

When budget~ng funds for performance mon~tor~ng and evaluat~on

funct~ons, operat~ng un~ts and SO teams should cons~der

allocat~ng between 3% to 10% of the overall budget Program
c~rcumstances w~ll, of course, d~ctate whether th~s budget range
~s appropr~ate for a spec~f~c SO

VIII Part'c'pat~on ~n PM&E

W~th reeng~neer~ng, a part~c~patory approach ~nvolv~ng customers,
partners, and stakeholders (as appropr~ate) ~s recommended ~n all
phases of performance mon~tor~ng and evaluat~on

In plann~ng PM&E approaches

In conduct~ng data collect~on

In analyz~ng, reportlng, and rev~ew~ng f~nd~ngs

There are a var~ety of data collect~on and analys~s approaches
wh~ch m~ss~ons can use to strengthen part~c~pat~on and feedback
from partners, customers and stakeholders These ~nclude cl~ent

sat~sfact~on surveys and rap~d appra~sal techn~ques such as key
~nformant ~nterv~ews, focus groups, commun~ty ~nterv~ews, s~te

ooservat~on, m~n~-surveys, and mapp~ng Act~ve part~c~pat~on of
partners, customers and stakeholders ~n a performance mon~tor~ng

and evaluat~on effort bu~lds "ownersh~p", encourages Jo~nt

act~ons oased on mutual understand~ng of performance ~ssues and
successes, and can contr~bute to strengthened future plann~ng and
act~on Part~c~patory approaches may take more t~me and effort
The ult~mate customers' needs, pr~or~t~es, and expectat~ons for
development ass~stance should be a key foundat~on for the
development results we seek to ach~eve, and should be reflected
~n our cho~ce of obJect~ves and ~ntermed~ate results, and how we
mor.~tor these results In sett~ng obJect~ves and des~gn~ng

perfo~ance mon~tor~ng and evaluat~on act~v~t~es, ~t ~s ~mportant

to take ~nto account gender and other customer character~st~cs to
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ensure that all customers are represented (see also Trans~t~on

Gu~dance Cable 5, Customer Serv~ce Plann~ng) .

Operat~ng un~ts are encouraged to help strengthen performance
mon~tor~ng and evaluat~on capac~ty w~th~n rec~p~ent develop~ng

countr~es, and to part~c~pate ~n networks for the shar~ng and
exchange of development exper~ence ~nformat~on w~th partners,
pract~t~oners, researchers, and other donors

IX Results Rev'ew and Resource Request

All operat~ng un~ts that manage program resources are requ~red to
prepare and subm~t to USAID/W annually the Results Rev~ew and
Resource Request (R4) The R4 conta~ns two components -- (1)
results rev~ew and (2) resource request The R4

assesses progress towards obJect~ves establ~shed ~n the
strateg~c plan (~e compares actual results w~th planned
results)

analyzes and expla~ns performance (e g why performance
targets are or are not be~ng met)

draws on performance ~nforrnat~on from mon~tor~ng,

evaluat~ons, and other sources

makes performance a factor ~n program and budget proposals
and dec~slon-mak~ng

updates estlmates of resource requ~rements for ach~ev~ng

obJec~~ves and targets

prov~des a mechan~sm for usa~d/w rev~ews of progress and
draws attentlon to key performance lssues

prov~des ~nforrnatlon for external lnqu~rles and results
report~ng

conflrms or suggests needs to amend the strateglc plan and
management contact

•

•

The R4 draws upon the operat~ng unlt's ~nternal rev~ew of
progress, annual collect~on and analys~s of performance data, and
other assessments of program and act~vlty performance as well as
speclal studles, analyses and evaluat~on The R4 prov~des a
focus for Agency-wlde operatlng un~t performance Th~s year,
durlng the transltlon perlod, some bureaus wlIl ask m~ss~ons to
submlt the R4 In two separate segments wlth the flrst part of the
R4, the results reVlew, be~ng submltted before the second part,
the resource request Bureaus w~th thls requlrement wlll adv~se

mlSSlons The Translt~on Steerlng Comm~ttee lS revlewlng the •
neea for other routlne report~ng such as the close-out reports
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for act~v~t~es, results packages, and strateg~c obJect~ves c~ted

~n Sect~on 202.5 2A(3)E of the ADS chapter on ach~ev~ng

XI Supplementary References

The PM&E pol~c~es and essent~al procedures are ~ntent~onally kept
short and focused on d~rect~ves that the Agency and ~ts operat~ng

un~ts must follow Operat~ng un~ts may choose how they ~mplement

these pol~c~es and procedures PPC/COIE ~s now prepar~ng

supplemental references to help operat~ng un~ts plan, ~mplement

and use the~r performance mon~tor~ng and evaluat~on systems See
Chapter 203 6 For a l~st of planned top~cs These supplemental
references w~ll prov~de pract~cal, step-by-step "how to" adv~ce,

based on USAID's and other agenc~esl best pract~ces ~n PM&E and
the general l~terature CDIE ~s very ~nterested ~n gett~ng your
v~ews and feedback on what you would l~ke to see ~ncluded ~n the
supplemental references

POINT OF CONTACT Please respond w~th your ~deas and suggest~ons

to PPC/CDIE, Attent~on Annette B~nnend~Jk or Harr~ett Destler,
the subJect matter experts (SMEs) for performance mon~tor~ng and
evaluat~on

Not~ce 1102
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PUBLICATIONS

For correct~ons or for suggested
add~t~ons to th~s reference l~st,

contact Betty Snead, LPA,
202/647-3794

*--ava~lable electron~cally on the Re~nvent~ng USAID Bullet~n

Board

ADMINISTRATOR'S MESSAGES:

*"USAID Sen~or Management Retreat n -- USAID General Not~ce,

Jan 4, 1995

*nA Message from the AdmJ.n~strator on ReJ.nventJ.ng USAIDn
USAID General Not~ce, Apr~l 4, 1995

*nAdmJ.nJ.strator's Message on the New Employee EvaluatJ.on
Programn -- USAID General Not~ce, May 23, 1995.

*nMessage from the AdmJ.nJ.strator on ReengJ.neerJ.ngn
USAID/W Not~ce, June 22, 1995

*nThe Proposed USAID Merger ll
-- USAID General Not~ce, Aug. 7,

1995

*nHuman Resources BAAn -- USAID General Not~ce, Sept 6, 1995

1



*"A Message from the A~~strator on Reeng~neer~ng (New
Management Systems)" -- USAlD/W Not~ce, Oct 5, 1995

GENERAL REENGINEERING

*"an Track" -- a monthly newsletter devoted exclus~vely to
cutt~ng-edge agency reeng~neer~ng developments

•
Contact Karen Thornton, M/ROR Phone 202/663-2458

"IRM at Work on the Informat~on B:~ghway" -- a monthly newsletter,
usually e~ght pages, from the Off~ce of lnformat~on Resources
Management, M/lRM, that ~ncludes lRM-related reeng~neer~ng

~nformat~on

Contact M/lRM Phone 703/875-1316

*"Reeng~neer~ng H~ghl~ghtsn -- a three-page paper answer~ng such
quest~ons as What are we reeng~neer~ng? When w~ll th~s happen?
Why are we reeng~neer~ng? How w~ll the reeng~neered system work?

Contact Betty Snead, LPA Phone 202/647-3794

nCreat~ng a Government that Works Better & Costs Less n --
Nat~onal Performance Rev~ew (NPR) accompany~ng report on USAlD, •
55 pages The September 1993 report conta~ns seven spec~f~c

USAlD recommendat~ons and 38 act~ons related to them

Contact B~ll Bacchus, DAA/M/QC Phone 202/736-4315

nSummary Report of the Overseas Re~nvent~on Impact Rev~ew"

-- The purpose of the rev~ew, requested by the USAlD
adm~n~strator and the AA/M, was to assess the ~mpact of planned
agency reeng~neer~ng and reform on the effect~veness and
eff~c~ency of current m~ss~on operat~ons, on organ~zat~onal

structure and on human resources Teams v~s~ted Lat~n Amer~ca and
the Car~bbean, As~a, Near East and Afr~ca Th~s summary report,
dated March 9, 1995, conta~ns 42 pages plus attachments

Contact Susan Walls, M/MPl Phone 202/647-0943

nIllustrat~ve Ind~cators for Measur~ng the Four Core Values"
f~ve pages, January 1995

Contact Turra Bethune, CDrE Phone 703/875-4829

*nApproval to Conduct Surveys" -- USAlD General Not~ce, March 14,
1995

*nReeng~neer~ngReally Works 1r -- by Mary Reynolds, On Track, June

2 •
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RCommon Sense Government -- Works Better and Costs Leaa R -- V~ce

Pres~dent Gore's Th~rd Report of the Nat~onal Performance Rev~ew,

Sept 7, 1995

Contact B~ll Bacchus, DAA/M/QC Phone 202/736-4315

'i-nA Message from the AA/Managem.ent on ReengJ.neerJ.D.gn -- USAID/W
Not~ce, Sept 13, 1995

UA Message from AA/Management D -- USAID/W Not~ce, Oct 16, 1995
F~rst ed~t~on of Reform Glossary attached

UToward the New USAID: An NPR Progress Reportn -- 26 pages.
G~ves results/act~ons taken by USAID to address NPR
recommendat~ons, also government-w~de NPR act~ons are ~ncluded.

Contact B~ll Bacchus, DAA/M/QC Phone 202/736-4315

'i-UProJects, StrategJ.c ObJectJ.ves, ActJ.vJ.tJ.es ••• n by Dav~d

McCloud/ M/ROR On Track, September 1995•
nNew Management Systems (NMS) UpdateD
1995

IRM at Work, September

•

'i-nAfrJ.ca Bureau Hosts Partners for ReengJ.neerJ.ng Workshop.n
On Track, September 1995

'i-UStakeholder AnalysJ.s: A VJ.tal Tool for StrategJ.c Managers n by
BenJam~n L Crosby, March 1992, f~ve pages

ACCOUNTABILITY

'i- IIGuJ.dance on ConsultatJ.on and AvoJ.dance of UnfaJ.r CompetJ.tJ.ve
Advantage" -- USAID General Not~ce, Aug 17, 1995

ACCOUNTING

DAWACS: What ~s 1t and what w111 1t do?D -- summary of USAID's
new worldw~de accountJ.ng and control system, IRM at Work, June
1995

DHow WJ.ll USAID do bus1ness wJ.th AWACS?D -- three-page summary

3



Contact Doug Arnold, M/FM

BUDGET

Phone 202/663-2~70 •
RBus~ness Area Analys~s· Budget and Fund A21ocat~on, Report to
Management,n Vol I, August ~994 A report on the agency's
re~nvent~on of ~ts budget process Descr~bes problems w~th

present budget systems, conta~ns recommendat~ons for
reeng~neer~ng budget and fund allocat~on processes and outl~nes

the maJor benef~ts of automat~ng processes Spec~f~es follow-on
proJects to bu~ld an ~ntegrated budget system F~ve sect~ons,

w~th append~ces and f~gures

RBus~ness Area Analys~s: Budget and Fund ~locat~on, Techn~cal

Append~ces,n Vol II, July ~994

Contact Ken M~low, M/B

COMPUTERS:

Phone 202/647-6671

nThe Leland In~t~at~ve: Empower~ng A£r~cans ~n the In£or.mat~on

Age" -- art~cle on ~mprov~ng the electron~c networkab~l~ty ~n •
Afr~ca, IBM at Work, August ~995

nA Plea from the F~eldn -- by Chuck Patal~ve D~scusses IRM
standard software and personal computer use, IBM at Work, August
~995

nD1Sk Dupl~cat~on Serv1ces n -- by Ed Stuart, IRM at Work, August
1995

nIRM's Interoperab~l~tyLabn -- by Herb Thompson, on test~ng the
agency's New Management Systems (NMS), IRM at Work, August ~995

RTechnolog~es for Develop~ng Countr1es n -- by J~m RUsso, on
telecommun~cat~ons ~n develop~ng countr~es, IRM at Work, August
~995

*nIRM Customer Support Centern -- USAID/W Not~ce, June ~2, ~995

IIW~ndows 95 at USAIDn -- IRM at Work, September ~995

nComputer Secur~ty at USAIDn -- IRM at Work, September ~995

nIRM Shops Jo~n Forces ll -- IRM at Work, September 1995

4
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• shared serv1ces of USAID, State, USIA, and ACDA

nVSATn -- cont1nued -- IRM at Work, September 1995
Installat10n of the VSAT equ1pment, 1nclud1ng satel11te d1shes at
44 m1ss10ns, 1S 1n full sW1ng See July 1ssue of IRM at Work for
the 1ntroductory art1cle on VSAT

nThe IRM Two-Step Shufflen -- personnel changes 1n IRM
Work, September 1995

IRM at

nHelp ~s Just a call awayn -- IRM at Work, September 1995 The
Consult1ng and Informat1on Serv1ces D1V1S10n of IRM 1S des1gn1ng
and w111 be 1mplement1ng a central1zed IRM Help Desk

COUNTRY EXPERIMENTAL LABS (CELs)·

*"Synthes~s of Country Exper~ental Lab Report~ng from October
~994 to March 1995,n 32 pages plus append1ces

*nDelegat~on of Author~ty to Country Exper~ental Labsn -- State
cable 12400, May 20, 1995• Contact Turra Bethune, CDIE Phone 703/875-4829

The Model and Charter, January 1995,

The Evaluat10n Plan, February 1995,

Spec1f1c Needs and T1meframe, August 1994,

System for USAID/Bangladesh Country
Apr11 1995, 10 pages plus append1ces
The Exper1ment and Hypotheses, December

October

Bangladesh:
*Exper1mental Labs

two pages
Mon1tor1ng and Evaluat10n

Exper1mental Laboratory,
*Reeng1neer1ng Report #1

1994, S1X pages
*Reeng1neer1ng Report #2

e1ght pages
*Reeng1neer1ng Report #3

seven pages
*Reeng1neer1ng Report #4 Evaluat10n F1nd1ngs,

1995, ten pages (Attachments not 1nclud1ng)

•

D~n~can Republ~c:

The F1rst S1X Months A Status Report of the Country
Exper1mental Laboratory Exper1ence {October 1994 - March 1995} ­
prov1des deta1led 1nformat10n and h1ghl1ghts of before and after
reeng1neer1ng, 32 pages

An 1nterv1ew w1th Mar1lyn Zak -- Zak, m1SS1on d1rector 1n the
Dom1n1can Repub11c, d1scusses USAID's reeng1neer1ng efforts,

5



Front L~nes, May/June 1995

Guatemala
*Reeng~neer~ng Status Report, October 1994, s~x pages plus

charts
*CEL Report #2 -- cable, Apr~l 24, 1995, four pages
*Strateg~c Plan -- Apr~l 21, 1995, 21 pages, plus annexes
*Plan for Improv~ng Cl~ent Sat~sfact~on w~th the Health

Sector Program, Apr~l 20, 1995, n~ne pages
Reeng~neer~ng USAID/Guatemala -- an ~nterv~ew w~th Stacy

Rhodes, m~ss~on d~rector, Front L~nes, July 1995
*"Report from the F~eld USAID/G-CAP's Strategy Development" by
Pat O'Connor, USAID/Guatemala-Central Amer~can Programs (G-CAP)
On Track, September 1995

Jama~ca:

*Customer Serv~ce Plan, f~ve pages
*Reeng~neer~ng Proposal Track~ng Report
*Report #1 Cable, USAID/Jama~ca, Nov 30, 1994, two

pages
*Report #2 -- Reeng~neer~ng at USAID/Jama~ca, two pages
*Report #3 -- Reeng~neer~ng Effect~veness Report, Apr~l

1995, three pages

•

Madagascar
*CEL Report #1 -- Descr~bes m~ss~on's strategy and maJor f~nd~ngs •

based on CEL act~v~t~es, Apr~l 1995, 10 pages
*CEL Report~ng Plan, three pages
*CEL Report #2 -- July 1, 1995, s~x pages
*C~stomer Serv~ce Plan -- D~scusses customers, how to reach

them, pr~nc~ples of customer serv~ce, mon~tor~ng and
evaluat~ng serv~ces, etc July 1995, 12 pages

Mal~

*Report #1 -- Reeng~neer~ng Act~v~t~es, 13 pages
*Report #2 -- Reeng~neer~ng Act~v~t~es, s~x pages
*Customer Serv~ce Plan, June 12, 1995, seven pages

N~ger.

*Report #1 -- Strateg~c Plann~ng, f~ve pages
*Customer Serv~ce Plan -- July 10, 1995, 37 pages

Ph~l~pp~nes

*CEL Report~ng Plan, February 1995, two pages
*CEL Report #1 -- Reeng~neer~ng Status Report, Nov 28,

1994, four pages
*CEL Report #2 -- update, March 1995, two pages
*CEL Report #3 -- update, May 1995, two pages
*"Br~ng~ng Support and Techn~cal Off~ces Together" by Mark Ward,
USAID/Ph~l~pp~nes On Track, September 1995

*Lessons Learned Negot~at~ng a Strateg~c ObJect~ve Agreement --
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memo, Oct 5, 1995, three pages

Senegal
*Report #1 -- Prov~des background ~nformat~on and CEL update,

March 1995, 37 pages

For reports and mater~als relat~ng to Country Exper~mental Labs,
contact Yvonne John, AA/M/ROR Phone 202/663-3397

CUSTOMER SERVICE

*"Gu~del~nes for Develop~ng Customer Serv~ce Plans" -- USAID
General Not~ce, Apr~l 1995

UPhase I Customer ServJ.ce Plann -- e~ght-page brochure addresses
concerns vo~ced by the agency's development partners (PVOs,
NGOs, un~vers~t~es and bus~nesses)

"Uncle Sher's Max~ for Customer ServJ.ce Plans n -- H S (Sher)
Plunkett, M!ROR, March 1995

"Illustrat~ve Ind~cators for Measur~ng the Four Core Values n -­

M/ROR (mod~f~ed vers~on), February 1995

UBas~c Concepts and Techn~qu.es of Rap~d Appra~sallt

James Beebe, Human Organ~zat~ons, Spr~ng 1995

"Results of the MIAS OVerseas Customer ServJ.ce Surveyn -- March
1995, s~x pages

"Results of MIAS Customer ServJ.ce Surveyn -- December 1994, four
pages

*nServJ.ce QualJ.ty and Customer SatJ.sfact~on Assessmentn -­
General Not~ce, May 1995

*"Steps for CustomerServ~ce Plann~ng" -- USAID General Not~ce,

June 1995

*"Ten Easy Steps for Develop~ng Customer Standards" -- L~z

Balt~more, June 1995, f~ve pages

*IICustomer Serv~ce P:Lan Quest~ons and Answers" -- Sher Plunkett,
Aug l4, 1995, three pages

Contact for all above customer serv~ce mater~a1 Sher Plunkett,
M/ROR, Phone 202/663-3390 or L~z Balt~more, M/ROR,
Phone 202/663-2459
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nconveyance of Cl~ent DJ.rect ShoppJ.ng System. Survey Results to
Survey Part~c~pantsn ---- March ~995, f~ve pages •

Contact Marc~a May, MIAS/COOS Phone 703/5~6-~99~

*IIM/AS Announces Customer Serv~ce E-MaJ.l Hotl~nen -- USAID
General Not~ce, Jan 3, ~995

*nM/IRM EstablJ.shes ombudsman HotlJ.nes n -- USAID General Not~ce,

Jan 3, ~995

*"IRM Customer Support Center" -- USAID/W Not~ce, June 12, 1995

FEEDBACK.

nM~n~-Retreat Reports n -- Summar~es of feedback rece~ved by the
adm~n~strator ~n May ~995 from over 60 USAID m~ss~ons and off~ces

follow~ng h~s request for better two-way cornmun~cat~on on the
agencyts reform effort Each report ~ncludes a ser~es of taskers
respond~ng to th~s feedback requested by Adm~n~strator Atwood ~n

June 1995 Report top~cs are as follows
*~ Commun~cat~ons •
*2 ComDuters and Informat~on Management Systems
*3 Customer Focus/Part~c~pat~on
*4 Empowerment and Accountab~l~ty

*5 General/M~sc

*6 Operat~ons Reeng~neer~ng

*7 Personnel
*8 Procurement
*9 Teams
*10 Tra~n~ng

*11 Trans~t~ons

Contact Chr~s Ph~ll~ps, AA/LPA

GLOSSARIES

Phone 202/647-420~

IRM Glossary - Contact Judy Gr~ff~n, M/IRM/IPA
Phone 703/875-1325

OperatJ.ons BAA Glossary - Contact Mary Roko, M/AS
Phone 202/736-4746

*Refor.m Glossary - Contact L~z Balt~more, M/ROR

8
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• Phone 202/663-2459

NEW PARTBERSHIPS INITIATIVES

*llNew Partnershl.ps J:n~t~atl.ves" -- USAID General Not~ce, May 24,
1995

OPERATIONS

"Makl.ng a Dl.fference for Development" -- 144-page report prepared
by USAID Bus~ness Area Analys~s Team for Operat~ons Focus ~s

on reeng~neer~ng the agency's program operat~ons w~th emphas~s

on four core values customers, results, empowerment and
teamwork

Contact Mary Roko, M/AS Phone 202/736-4746

•

•

"A New Begl.nnl.ng" -- The ADS (Automated D~rect~ves System)
brochure, March 1995 Br~efly outl~nes new ADS

Contact Genease E Pett~grew, M/AS/ISS Phone 703 647-8147

*IIAutomated Dl.rectl.ves Systems (ADS)" -- On Track, June
1995

liThe NMS Task Force. TeamJ.ng Up for Tough Decl.s~ons" -- by Joan
MateJceck, IRM at Work, July 1995

nUSAID1s Network Managementn -- by Pat Kr~stobek, IRM at Work,
June 1.995

*"Automated D~rect~ves Systemn -- TISAID General Not~ce, May 24,
1.995

*"Global Leadershl.p l.n Technology, COmmllnl.catl.ons and Research"
-- USAID General Not~ce, Aug 1., 1995

*"Automated D~rect~ves System- Serl.es 200, Chapters on Strategl.c
Plannl.ng, Achl.evl.ng, and Monl.torl.ng and Evaluatl.ng Performance"
-- TISAID/General Not~ce, Sept 29, 1995

PARTICIPATION

DHow to Recognl.ze a Part~cl.patory Approach (1f you bump ~to l.t
l.n a dark alley)"-- D~ane LaVoy, PPC/SP, January 1.995

9



nStatement of Pr1nc1ples on Part1c1patory Developmentn -- Br~an

Atwood, Nov 16, 1993

"Workshop Notes: Rap1d Appra1sal and Beyond" -- 15 pages
Ava~lable Oct 31

nThe Part1c1pat1on Forum" - Summar~es of monthly sess~ons of the
Part~c~pat~on Forum, wh~ch ~nclude related E-ma~l on the
subJect

•
*Sess~on 1

*Sess~on 2

*Sess~on 3
*Sess~on 4

*Sess~on 5

*Sess~on 6

*Sess~on 7
*Sess~on 8
*Sess~on 9
*Sess~on 10
*Sess~on 11

*Sess~on 12

*Sess~on 13
pages

"Host Country Part1c1pat1on 1n USAID's Country
Strategy DevelopmentD -- n~ne pages

"Bu1ld1ng Part1c1patory Programs on Local CultureD
-- e~ght pages

npart1c1pat10n 1n Pol1cy Reform l
' 12 pages

"Part1c1pat1on 1n Po11cy Reform, cont1nuedn -­
13 pages

nBreath1ng New L1fe 1nto Old ProJects through
Part1c1pat1onn -- 14 pages

"Improv1ng Techn1cal R1gor Through Part1c1pat1onn
-- 12 pages

"Part1c1patl.On and Gender" -- 10 pages
"Partl.C1patl.On l.n Confl1ct Resolut1onn -- 10 pages
npart1c1patl.On When There Is No T~e" -- 12 pages
"Strategl.es for Commun1ty Change" -- 12 pages
DCustomer Serv1ce Plans: A New COmml.tment to
End-User Partl.C1pat1on or Just 'New-Speak' for Old •
Practl.ces?D -- 12 pages
nFrom Cll.ent111sm to 'Customer Servl.ce' Or1entat1on:
Features of Good Publ1c Sector Programs" 10

pages
nDo We Need to Pract1ce What We Preach?D 10

Contact D~ane LaVoy, PPC/AA Phone 202/746-7057

Please contact D~ane LaVoy ~f you would l~ke to be added to the
npart~c~pat~onNetwork" Forum members w~ll rece~ve cop~es of
part~c~pat~on mater~al and E-malls announclng all part~c~pat~on

events

To subscr~be to the Global Part1c1patl.On Network (GP-NET), please
contact Wendy Kapust~n (AA/PPC, 202-736-4299) GP-NET ~s a new
electronlc d~scuss~on group for USAID staff and other development
pract~t~oners anywhere ~n the world, wh~ch focuses attent~on on
spec~flc exper~ences and lessons learned about part~c~patory

approaches
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• PERSONNEL:

*IIHuman Resources BAA" -- USAID General Not~ce, Sept 6/ 1995

IIHuman Resources Bus~ness Area Analys~sB -- Vol I, Workforce
Management Employee Adm~n~strat~on Compensat~on & Benef~ts,

August 1995 Th~s f~nal report on human resources has been
completed and approved for ~mplementat~on The report ~s be~ng

transm~tted to each m~ss~on and off~ce electron~cally

Contact Douglas Brand~ or Robert Egge, M/HR/BSD,
Phone (202) 663-3400

*IIEmployee Evaluat~on Program (EEP) TOTslI (Tra~n~ng of Tra~ners)

-- USAID General Not~ce, May 3, 1995

*IIThe New FS and GS Employee Evaluat~on Programll -- USAID General
Not~ce, May 10, 1995

* nOverv~ew of the Human Resources Bus~ness Area Analys~s -
USArD Reengl.neerl.ng Issues, Report #4 11

-- e~ght pages Th~s

report d~scusses the work of the BAA team wh~ch ~s attempt~ng to
reeng~neer the agency's personnel funct~ons and to automate many
perso~~el processes The team ~s support~ng ongo~ng reforms ~n

M/HR In cable form, State 153219

Contact

* IITeamwork

Ron Olsen, M/MPI/OD

V:Lews from the F~eldll

Phone 202/647-2083

On Traclc, July 1995

*"0verhaul~ng Personnel Systems" -- by John Mart~n, On Track, May
1995

*nThe Agency1s Tecbn~cal Staff~ng: New Relat~onsh~psn -- USAID
General Not~ce, June 19, 1995

*nGu~dance on Handbook 25, Supplement 35A & Supplement 40C II -­

USAID General Not~ce, May 12, 1995

*nChang~ng Roles :Ln the Rel.nvented USAm n -- Sketches of how
agency Jobs w~ll be affected by reform Contract~ng Off~cer,

Controller, Execut:Lve Off:Lcer, M~ss~on and Off~ce D~rector,

Program Off:Lcer, ProJect Development and Techn:Lcal Off:Lcer,
Support Staff, and Fore:Lgn Serv:Lce Nat~onals

Contact Susan Walls, M/MPI Phone 202/647-0943

•
*"HR-BAA Personnel Serv~ce Cl:Lent Survey" -- aSAID General
Not~ce, May 5, 1995

11



*nHR Responds to Surveyn -- by John Mart~n, On Track, June 1.995

*nM/HR Relocat~on and Serv~ce D~rectoryn -- USAID/W Not~ce,

May 12, 1995 -

*nD~str~ut~on of the Employee Evaluat~on Program Gu~debookn -­
General Not~ce, June 30, 1995

*nContractor Past Performance Informat~on Systemn -- USAID
General Not~ce, July 14, 1995

*nCorrect10n on MPI Re1nvent10n Brochures n -- USAID General
Not~ce, June 30, 1995

*nA~n1strator'sMessage on the New Employee Evaluat~on

Program'l -- USAID General Not~ce, May 23, 1995

*nRe~nvent~ng Support Staff Roles: the CDIE ATeam. n On Track,
September 1995

PROCUREMENT

•

nAcqu~s~t~on & Ass~stance Bus~ness Area Analys~s Report, May
1994" -- a 65-page report, ~nclud~ng append~ces, by USAID's •
Of=~ce of Procurement and Off~ce of Informat~on Resources
Management Th~s report presents the results of the s~x-rnonth

Acqu~s~t~on and Ass~stance Bus~ness Area Analys~s ProJect
conducted by a team of federal procurement profess~onals and
systems spec~al~sts The proJect appl~ed ~nformat~on eng~neer~ng

techn~ques to the ~nformat~on needs of the agency's procurement
funct~ons

Contact Terry PaYne Phone 703/812-0046

*nContractor Past Performance Informat~on Systemn -- USAID
General Not~ce, July 14, 1995

*nAgency Procurement Ombudsmann -- USAID General Not~ce, Jan 24,
1995

nAcqu~s~t~on & Ass~stance -- A New Management Systemn -- by V~cky

L~eber, IRM at Work, June 1995

*nprocurement Integr~tyn -- USAID General Not~ce, Feb 1, 1995

*npo1~cy Pr~nc~ples for Award of Ass~stance Instruments to PVOs
and NGOs for Development and Human~tar~an Ass~stancen -- USAID
General Not~ce, May 25, 1995
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• *nDelegat~on of Author~ty To Issue Indef~n~te Quant~ty Contract
(IQC) Del~very Orders ~n the F~eldn -- USAID General Not~ce,

Jan 18, 1995

nprocurement Refor.m Report: Chang~ng the Way We Do Bus~ness

Around the Worldn -- Report focuses on 18 elements ~n

streaml~n~ng USAID's procurement process, 155 pages

Contact Marcus Stevenson, M/OP/OD Phone 703/875-1150

•

Strateg~c ObJect~ve Agreement (SOAG)

"U S./Ph~l~pp~nes Strateg~c ObJect~ve Agreement (SOAG).
Agreement between U. S . I act~ng through USAID I and the Republ~c of
the Ph~l~pp~nes, for a natural resources management program. a

Please note that th~s was s~gned pr~or to the d~str~but~on of the
model SOAG located ~n the ADS 350 ser~es Cop~es of the
pr~nc~pal agreement and Annex 1, the Arnpl~f~ed Descr~pt~on, are
ava~lable through R~chard Byess Annex 2, the Standard
Prov~s~ons, wh~ch were mod~f~ed here ~n USAID/W after the
execut~on of some eEL SOAGs, are ava~lable as part of the model
referred to above ~n the ADS 350 ser~es Wh~le the Ph~l~pp~nes­

U S SOAG may be helpful for those prepar~ng the strateg~c

obJect~ve descr~pt~ons and related cond~t~ons of a SOAG as one
example of such an effort, SO drafters should be certa~n to refer
to the agency model, ~nclud~ng the Standard Prov~s~ons, and
related gu~dance notes found ~n the 350 ser~es

Contact

TRAINING

R~chard Byess, M/ROR Phone 202/663-2502

•

*"Tra~n~ng for New Infor.mat~on Systems and Reeng~eered Operat~ng

Systems n _- General not~ce to all employees from AA/M Larry
Byrne, Apr~l 28, 1995

Contact Lucy Sotar, M/HR/TD, Phone 703/875-1596 or
Denn~s Wendel, M/HR/TD, Phone 703/875-1521

*"EEP TOTs" -- USAID General Not~ce, May 3, 1995

*"Rot TOTs V~deo" -- USAID General Not~ce, May 4, 1995

TRANSITION GUIDANCE'
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*"Reeng~neer~ng Trans1t~on Gu~dance Cables"-- a serles of cables •
wrltten for both USAID/W and the fleld that answer reenglneerlng
lmplementatlon and transltlon questlons

*1 Cable #1 -- "Rollout of the Reeng~neered USAID Systems,n
State 214052, Sept 9, 1995 (Also sent as General Notlce,
9/11/95 )

Contact Rlchard Byess, M/ROR Phone 202/663-2502

*2 Cable #2 -- "Trans1t1on to Reeng1neered Operat1ons
Processes," State 223146, Sept 18, 1995 (Also sent as General
Notlce, 9/20/95 )

Contact Wayne Klng, M/ROR Phone 202/663-2499

*3 Cable #3 -- "New Management Systems Infrastructure,n
State 221491, Sept 18, 1995 (Also sent as General Notlce,
9/27/95 )

*4. Cable #4 - - "New Management Systems (NMS) Appl~cat10ns

Software," State 221492, Sept 18, 1995 (Also sent as
General Notlce, 10/3/1995 )

Contact Joe Heffern, M/IRM/TCO

Contact Carrle Johnson, M/OP/E

Phone 703/875-1228

Phone 703/812-0045
•

*5. Cable #5
Oct 3, 1995

"Customer Serv1ce Plann1ng," State 234428,
(Also sent as General Notlce, 10/5/1995 )

Contact LlZ Baltlmore, M/ROR, Phone
Sher Plunkett, M/ROR, Phone

202/663-2459 or
202/663-2496

*6 Cable #6 -- "Trans1t10n to Reeng1neered Operat~ons

Processes - Ach1ev1ng," State 234430, Oct 3, 1995 (Also sent
as General Not~ce, 10/6/1995 )

Contact Barry Burnett, A/MM Phone 202/647-4390

*7 Cable #7 -- "Results Framework Development," State 255335,
Oct 28, 1995 (Also sent as General Notlce, 10/25/95 )

Contact John Blerke, M/ROR Phone 202/663-2486

*8. Cable #8 -- "Automated D1rect1ves System 1n (ADS),"
State (Also sent as General Notlce, 10/25/95 )
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*9. Cable #9 -- "Teamwork and USAID's Reeng~neered Operat~ons

System," State 255298, Oct 28, 1995 (Also sent as General
Not~ce, 10/25/95 )

• Contact Genease Pett~grew, M/AS/ISS Phone. 202/647-8~47

Contact L~z Balt~more, M/ROR Phone 202/663-2459

•

•

*10. Cable #10 -- "Reeng~neeredUSAID Perfor.mance Mon~tor~ng and
Evaluat~on Systems," State 2551~3, Oct 28, ~995

Contact Harr~ett Destler, PPC/CDIE/PME, Phone 703/875-4223, or
Annette B~nnend~Jk, PPC/CDIE, Phone 703/875-4235

VIDEOS

"The Story of a MISsion Reengmeenng at USAID/Senegal" - - 2~ m~nutes

M~ss~on staff tells how USAID/Senegal ~s apply~ng the
fundamentals of reeng~neer~ng -- creat~ng strateg~c obJect~ve

teams, chang~ng the roles of m~ss~on personnel and empower~ng

FSNs Also featured are U S Ambassador to Senegal Mark Johnson
and AA/Afr~ca John H~cks Released September 1995

"DoIng It RIght" - 14 45 m~n Answers quest~ons about fore~gn

ass~stance and ~llustrates successful programs ~n countr~es where
USAID ~s scheduled to close ~ts m~ss~ons Costa R~ca, the Czech
Republ~c and Botswana

"ReInventIng USAID II - - 1 hr 15 m~n New contracts management and
procurement procedures A short vers~on (11 m~n ) also ava~lable

npartIclpatIon n -- 21 m~n A ser~es of d~scuss~ons and quest~ons on
what part~c~pat~on means

uReengtneenng" -- 50 m~n Covers a ser~es of presentat~ons and
panel d~scuss~ons on what reeng~neer~ng USAID means

"USAID Reforms The First Country Lab Reports" - 6 ~ m~n USAID/W all­
agency meet~ng w~th reeng~neer~ng reports from m~ss~ons ~n the
Ph~l~pp~nes, Guatemala, Mal~, Madagascar, Bangladesh, Jarna~ca and
the Dom~n~can Republ~c

"Remventmg Govemment.••By the People - NatIonal Performance Review" - 33 m~n

V~ce Pres~dent Al Gore speaks and answers quest~ons from U S.
government employees

"USAID Performance ReView" - l6 30 m~n Expla~ns the new comb~ned

performance evaluat~on system for C~v~l Serv~ce and Fore~gn

Serv~ce employees
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"Global ConnectIons" (USAID Ovel'Vlew) - 21 m~nutes (A short vers~on, 12
m~n , also ava~lable) Presents an overv~ew of the U S fore~gn •
econom~c and human~tar~an ass~stance program and descr~bes

USAID's strateg~c pr~or~t~es ~n the post-Cold War era Expla~ns

how the U S comm~tment to help develop~ng countr~es has
benef~ted Amer~cans by creat~ng new markets, new exports and
Jobs

"New Management Systems - TramIng ofTraIners MeetIng" - - Aug 7, 1995, 30
m~nutes Th~s v~deo features remarks by Adm~n~strator Br~an

Atwood and AA/M Larry Byrne presented at the Tra~n~ng of Tra~ners

course on the new management systems and how th~s w~ll change the
way the agency works

"TheFutureofForelgnAJd" -- Aug 30, 1995, 57 m~nutes Th~s v~deo

features remarks by Adm~n~strator Atwood at a panel d~scuss~on on
the future of fore~gn a~d, organ~zed by the Center for Nat~onal

Pol~cy

Contact for all above v~deos Rolanda Savoy, LPA/MC
Phone 202/647-3910

"The Three Cornerstones of the Learnmg OrganIZatIon" - - USAID recently
part~c~pated ~n a v~deo conference program led by Dr Peter Senge
and Dr R~ck Ross and Product~on Assoc~ates The three-part
program ~s shown ~n three v~deos Each program ~s approx~mately •
2 hrs 30 m~n ~n length and ~s des~gned to be presented ~n a
group format su~table =or d~scuss~on V~deotapes of the three
programs are ava~lable at the USAID Learn~ng Resources Center

Contact Ellen Bo~sseva~n, M/HR Phone 703/875-1919

"USAlD- Performance Review" - - a TOTs 16 m~n v~deo that covers the
h~gh po~nts of the new personnel system

Contact Roger Conrad, M/HR

WHO'S WHO IN THE REFORM EFFORT:

Phone 202663-1443

*A l~st of USAID employees serv~ng on reeng~neer~ng comm~ttees

along w~th phone numbers

Contact Karen Thornton, M/ROR
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SUGGESTED READINGS •

*nReeng1neer1ng:_ The Latest 1n the L1terature n -- Updated each
month ~n On Track

BOOKS

All Teams Are Not Created Equal: How Employee Empower.ment Really
Works, Lyman D Ketchum

Bosses W1thout Bosses, Self-Manag1ng Teams, Charles C Manns and
Henry P B~ms

Change Agents, Manuel London

Change-Agent Sk1lls Assess1ng & Des1gn~g Excellence,
Gerard Egan

Coach1ng for Co~tment, Denn~s C K~nlaw

DeIIU.ng Management at Work, Mary Walton

The DeIIUng Management Method, Mary Walton

Empower.ment 1n Organ1zatl.Ons: How to Spark ExceptJ.onal
Perfor.mance, Jud~th F Vogt

The Fl.fth Dl.scl.pl1ne, The Art and Pract1ce of The LearnJ.ng
OrganJ.zatl.on, Peter M Benge

From Red Tape to Results: Creatl.ng a Government that Works Better
& Costs Less: Report of the Nat~onal Performance Revl.ew

How to W1n Customers and Keep Them for L1fe, Ml.chael LeBoeuf

In Search of Excellence, Tom Peters and Robert H Waterman, Jr

Intervent10n and Collaborat1on: Help1ng Organ1zatl.Ons to Change,
Hedley G Dl.rnock

Ll.beratl.on Management: Necessary Dl.sorganl.zatl.on for the
Nanosecond NJ.netl.es, Thomas Peters

Management of Organl.zatl.onal Behavl.or. Utl.ll.z1ng Human Resources,
Paul Hersey

Management Refor.m· Implementatl.on of the Natl.onal Perfor.mance
Revl.ew·s Recommendatl.ons, U S General Accountl.ng Offl.ce

Measurl.ng Customer Satl.sfactl.on, Bob E Hayes
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A Pass~on for Excellence, Tom Peters and Nancy Aust~n

Rav~ng Fans, A Revolut~onary Customer Serv~ce Approach,
Ken Blanchard and Shelton Bowles

The Reeng~neer~ng Corporat~on, M~chael Hammer and James Champy

Reeng~neer~ng Management: the Mandate for New Leadersh~p,

James Champy

The Reeng~neer~ng Revolut~on, M~chael Hammer

Reeng~neer~ng the Corporat~on: A Man~festo for Bus~ness

Revolut~on, M~chael Hammer

Re~nvent~ng Government, Dav~d Osborne and Ted Gaebler

Self-D~rectedWork Teams, Jack D Orsburn, L~nda Moran,
Ed Musselwh~te and John Zenger

Seamless Government: A Pract~cal Gu~de to Reeng~neer~ng ~ the
Publ~c Sector, M L~nden Russell

Sculpt~ng the Learn~ng Organ~zat~ons: Lessons ~n the Art and
Sc~ence of Syst~c Change, Karen E Watk~ns

Teach~ng the Elephant to Dance. Empower~ng Change ~n Your
Organ~zat~on, James A Belasco

Thr~v~ng on Chaos, Tom Peters

Ten Steps to a Learn~ng Organ~zat~on, Peter Kl~ne

The Tom Peters S~nar: Crazy T~es Call for Crazy Organ~zat~on,

Thomas J Peters

The Transformat~onal Leader, Noel M T~chy and Mary Anne Devanna

ReJ.nvent~ng the Workplace: How Bus~ness and Employees Can Both
W~n, Donald I Lev~ne

The 21st Century Organ~zat~on: Re~nvent~ng through Reeng~neer~g,

Warren Benn~s

ARTICLES

A Pr:lmer On Process Reeng~neer~ng, A C Hyde, The Publ~c Manager,
Spr~ng 1995

Beyond Total Qual~ty Management and Reeng~neer~ng: Manag~ng
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Through Processes, Harvard BUS1ness Rev1ew, September-October
1995

Bu~ld Learn~g Into Work, MarC1a Atk1nson,
HR Magaz1ne, September 1994

Control ~n an Age of Empower.ment, Robert S1mons,
Harvard Bus1ness Rev1ew, May-June 1995

Eureka? (re~nvent~on lab), MarC1a Atk1nson,
HR Magaz1ne, September 1994

The F~fth D~sc~pl~ne, Peter M Senge, Soundv1ew Execut1ve Book
Summar1e, 1994

Government Execut~ve Reeng~neer~ng Gu~de, Government Execut1ve,
September 1995

Grasp~ng the Learn~ng Organ~zat~on, Gene Calvert,
Sandra Mobley and L1sa Marshall, Tra1n1ng & Development,
June 1994

How to Lead a Revolut~on, Thomas A Stewart, Fortune,
Nov 28, 1994

In Search of the Future, Tom Broersma, Tra1n1ng & Development,
January 1995

Introduc~ng Reeng~neer~ng to Government, Carolyn Burste1n, The
Pub11c Manager, Spr1ng 1995

Lead~ng Change Why Transfor.mat~on Efforts Fa~l,

John P Kotter, Harvard BUS1ness Rev1ew, March-Apr1l 1995

Leverag~ng Processes for Strateg~c Advantage, Dav1d A Garv1n,
Harvard Bus1ness Rev1ew, September-October 1995

The Learn~ng Organ~zat~on: An Integrat~ve V~s~on for HRD,
V1ctor1a J Mars1ck and Karen E Watk1ns, Human Resource
Development Quarterly, W1nter 1994

Mr. Learn~ng Organ~zat~on, Br1an Duma1ne, Fortune, Oct 17, 1994

New Ideas from the Army, Lee Sm1th, Fortune, Sept 19, 1994

Po~nt-Counterpo~nt: Teams 1n the Workplace, Adam D S~lverman and
M~ke puelle, The Publ~c Manager, Spr~ng 1995

Reeng~neer~ng: Plug ~nto the Human Factor, R1chard S Well~ns and
Jul~e Schulz Murphy, Tra1n1ng & Development, January 1995

Reeng~neer~ng Rev~ewed, The Econom1st, July 2, 1994
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The Struggle to Create an Organ~zat~on for the 21st Century,
Rahul Jacob, Fortune, Apr~l 3, ~995

The Trouble w~th Teams -- Together Has ~ts Per~ls,

The Econom~st, Jan ~4, ~995

Trust and the V~rtual Organ~zat~on, Charles Handy, Harvard
Bus~ness Rev~ew, May-June ~995

When Intell~gence Rules, the Manager's Job Changes,
Oren Harar~, Management Rev~ew, July 1994

When New Worlds St~r, N~colas Imparato and Oren Harar~, Amer~can

Management Assoc~at~on, October 1994

Why M~crosoft Can't Stop Lotus Notes, Dav~d K~rkpatr~ck, Fortune,
Dec 12, 1994

•

AUDIO: (Books on cassette)

The F~fth D~sc~pl~ne, The Art and Pract~ce of the Learn~ng

Organ~zat~on - Peter M Senge

In Search of Excellence - Tom Peters and Robert H Waterman, Jr

Manag~ng ~n Turbulent TJ.m.es - Peter Drucker

Reeng~neer~ng the Corporat~on - M~chael Hammer and James Champy

The Reeng~neer~ng Corporat~on - M~chael Hammer and James Champy

Thr~v~ng on Chaos: Handbook for a Management Revolut~on - Tom
Peters

20

•

•



•
Strategi,

a

gency's
Framework

d Indicators
~ 95-1

;;-- =~~C\-
...... --.;:caf

;\ """'*-­
:-s.~;....,

~ .......
~\..-

~~-,.....
M:el-k-_,..

....-~~e~

U.S.A
Performance

Center for Dev
Bureau

ncy for International Development
asurement and Evaluabon Division
pment Informabon and Evaluation
r Policy and Program Coordination

• -,- ­"-
.... 'V' __



•

•

•

TABLE OF CONTENTS

ActIon Memorandum sIgned by AdrDlDlstrator, September 18, 1995 1

The Strategic Framework 1995/96

FIgureS

1 US NatIonal Interest, Agency MIssIon and Agency Goals 4
2 Agency MiSSIOn, goals and ObjectIves 5
3a EconOmIC Growth Framework 6
3b EconomIc Growth Goals and ObjectIves WIth indicators 7
4a Democracy Framework 8
4b Democracy Goals and ObjectIves WIth Indicators 9
Sa PopulatIon, Health and NutntIon StrategiC Framework 10
5b PopulatIon, Health and NutrItion Goals and

Objectives WIth Indicators 11
6a EnVIronment StrategiC Framework 12
6b EnVIronment Goals and Objectives WIth indicators 13
7a HumanItarIan ASSIstance Framework 14
7b HumanItarIan Goals and ObjectIves WIth Indicators 15

AppendIces

A Frequently Asked QuestIons about the Framework and Indicators
B Conceptual Descnpnon of the Framework
C The IndIcators for Agency Goals and ObjectIves for 1995/95

Ageocy Framework. 9/18/95



•
US AGENCY FOR

INTERNATIONAL

DEVELOPMENT

• , 1 ~:.,t L.Jr'

SEP 7 1995

•

ACTION KEHOR.ANDUH FOR 'rlIE ADHl:NISTRA~~~~...L

FROM: SDAA/PPC: Janet Ballantyne~

SUBJECT: Agency Strateg~c Framework 1995/96

Issue: Your approval of the concept and contents of the
Agency Strateg~c Framework ~s requ~red so that ~t can be used
by all M~ss~ons and Off~ces for strateg~c plann~ng and report~ng

results dur~ng 1995/96

D1SCUSS10n: In May, 1995, you charged PPC/CDIE w~th

develop~ng a s~mple and comprehens~ble system for measur~ng the
agency's performance. A central component of the system ~s the
Agency's Strateg~c Framework. The bas~c Framework concept was
adapted from PRISM and already ~s used ~n most of the Agency's
M~ss~ons and Off~ces. The concept was further developed dur~ng

four Performance Measurement and Ind~cator Workshops. The
Framework was ref~ned by the Agency Sector Work~ng Groups, led by
PPC's Sen~or Pol~cy Adv~sors, and used by each group to organ~ze

the~r recent sector rev~ews. Immed~ately pr~or to the rev~ews,

PPC/CDIE br~efed the M Bureau, the Susta~nable Development
Counc~l, the Qual~ty Counc~l, and the Sen~or Staff on the concept
and content of each sector framework.

The proposed Agency Framework presents, ~n a s~mple graph~c,

the strateg~es for Susta~nable Development and the Implementat~on

Gu~del~nes It 1S a h~erarchy of obJect~ves and strateg~es

d1splayed 1n f~ve levels,

•
*
*

*

u.s. nat10nal 1nterests cons~dered when ~dent~fy~ng

rec~p1ents of fore~gn ass1stance
Agency m1SS10n· Susta1nable Development USAID's un~que

contr1but1on to those ~nterests

Agency goals: the long-term changes ~n countr1es wh1ch
contr~bute to the m~ss~on

320 TWE"D FIRST STREET N W WASHI'-GTO" DC 20523



*

*

Agency obJect1ves: s~gn~f~cant development results that
contr~bute to the Agency goals ~n each sector
Agency program approaches: the strateg~es and
act~v~t~es that operat~ng un~ts ~mplement to ach~eve

results wh~ch contr~bute to Agency obJect~ves.

•
The completed Agency Framework w~ll ~nclude common

performance ~nd~cators. Sector work~ng groups are currently
select~ng ~nd~cators for each Agency goal and obJect~ve to show
the changes to wh~ch our programs contr~bute (a draft l~st has
been del~vered to the DA and the f~nal select~ons w~ll~n place
by September 30, 1995). As countr~es cross "thresholds"
establ~shed for goal ~nd~cators ~n each sector, graduat~on from
ass~stance ~n that sector w~ll be cons~dered. When a country
crosses the threshold ~n several of the f~ve sectors, ~t w~ll be
cons~dered for graduat~on from our ent1re program. Follow~ng the
select~on of common ~nd~cators we w~ll mod2fy the Agency's
"Results Track2ng System" and assoc~ated d2rect2ves to 2nclude
the ~nd2cators and how they w~ll be measured and reported.

Bes2des present2ng the essence of the Agency's
strateg~c plan, the Framework w2ll be used by operat~ng un2ts to
focus the~r own plans on the pr2nc2pal obJect2ves of the Agency.
The Framework also prov~des a common frame of reference for
analyz2ng and report2ng and enhances our ab2l2ty to manage for
results.

PPC proposes that the Agency work w2th the attached
Framework for a year before mak~ng further changes. An "open
season" for cons~der~ng ~mprovements w2ll be held 2n connect2on
w~th the sector rev~ews 2n July each year.

•

SEP I 8 1995

Approve:

D2sapprove:

Recommendat10n: That you approve USAID's strateg2c Framework
for 1995/96, as descr2bed 2n the attachments.

~-

Attachments:
1 Agency Strateg2c Framework, F2gures 1-7
2. Paper: USAID 1 s Strateg~c Framework.

•
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Figure 1. USAID Strategic Framework 1995/96.

U S National Interests, Agency MIssion and Agency Goals

U S Natlonallnterest U S National Interest U S National Interest U S National Interest
~

U S economic opportunity promoted Humanitarian and other prosccts for I:ace U S ~rotect8d against
complex crises prevented and s blllty en anced spec ftc global dangers

I I I
I

Agency Mission

SUSTAINABLE DEVELOPMENT

r I I I
Agency Goal Agency Goal Agency Goal Agency Goal Agency Goal

Broad based economic Sustainable democracies World s population stabilized Environment managed for LIves saved suffering
growth achieved built and human health &"otected long tenn lustainablllty reduced and development

In a sustainable shlon potential reenforced

PPC/CDIElPMH 9/18/95
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Figure 2· USAID Strategic Framework 1995/96.
Agency MIssion, Goals and Objectives

Agency MIssion
Sustainable Development

I
I I 1 I I

Agency Goal 1 Agency Goal 2 Agency Goal 3 Agency Goal 4 Agency Goal 5

Broad-based economic Sustainable World's population Environment managed lives saved, suffering
growth achieved democracies stabilized and human for long-term reduced & development

built health protected In a sustainability potential reinforced
sustainable fashion

Agency Objective 1 1
Agency Objective 2 1 Agency Objective 4 1Strengthened markets Agency Objective 3 1

Agency Objective 5 1
Strengthened rule of Biological diversity Potential Impact of
law and res~ect for Sustainable reduction In conserved humanltanan crises

human rghts unintended pregnancies reduced

Agency Objective 1 2
Agency Objective 4 2Expanded access and Agency Objective 2 2 Agency Objective 3 2

opportumty for the poor Global climate change Agency Objective 5 2
More genuine and Sustainable reduction threat reduced Urgent needs met
competitive political In child mortality In crisis situations

processes
Agency Objective 1 3

Agency ObjectIVe 4 3BaSIC education expanded Agency Objective 3 3and Improved to Increase Agency Objective 2 3 Urbanization sustained Agency Objective 5 3

human productive capacity Sustainable reduction and pollution prevented Security established &
Increased development In maternal mortality baSIC Institutions

of politically active functlomng to meet
ciVil sOCIety critical needs and

Agency Objective 4 4 baSIC nghts
Agency Objective 3 4 Increased proviSion of

Agency Objective 2 4 Sustainable reduction In environmentally sound
STI/HIV transmissions energy services

More transparent and among key populations
accountable ft0vemment

Instltu Ions
Agency Objective 4 5
Sustainable natural PPC/CDlElPME 9118195

resource management
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Figure 3ao Economic Growth Str"teglc Framework 1995/96

(J'\

...:s:..
-$

Agency Goal 1
Broad-based economic

growth achieved

I
Agency Objective 1 1 Agency Objective 1 2 Agency Objective 1 3

Strengthened markets Expanded access and Basic education expanded
opportunity for the poor and Improved to Increase

human productive capacity
'--,

I

Agency Program Approach•• Agency Program Approach.. Agency Program Approaches

1) Improving policies, laws and 1) Makln~ re9ulatOryI legal and 1) Improving educational polley
regulations governing markets Inslltut ona environments environment

more equitable
2) Strengthenlns Institutions that

2) Expanding access to formal financial
2) Improving educational

reenforce an SUP~Orl Institutions
competitive marke s services for mlcroentrepreneurs

3) $urporllng Investment In 3) Expanding access to technologyI
3) Improving teaching, curricula

and educational materials
Infrastructure InfOrmation and outreach services

4) Accelerat'"~ transfer of Improved 4) Expanding economic opportunities 4) Expanding access to education
for girls and other disadvantaged

agricultural echnology for women groups

5) Improving training, technology 5) Expanding economic opportunities
transfer, and other forms of in disadvantaged geographic areas
direct support for the private and/or among disadvantaged groups
sector

PPC/CDIEIPME 9118/95



Figure 3b: Agency Economic Growth Goal and Objectives 1995/96, with Indicators

Agency Goal 1
Broad-based economic

growth achieved
Indicators.
GNP~er capita
Modi ed Human Development Index
Incidence of absolute poverty

I
I I I

Agency Objective 1 1 Agency Objective 1 3

Strengthened markets
Agency Objective 1 2 Basic education expanded

Expanded access and and Improved to IncreaseIndicators.
GOP~rowth rate

opportunity for the poor human productive capacity
Expo growth rate Indicators. Indicators.
AgriCUltural growth rate Calorie SUfrPly per capita Primary enrollment ratios
Investment growth rate Trends In ncome dlstrlbutlon Prlma~ completion rates
Modified Economic Polley Performance Assessment Index Years 0 produce a graduate

":, • •
PPC/CDIEIPME 9/1819'
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Figure 4a Democracy Strategic Framework 1995/96

• •
Agency Goal 2

Sustainable democracies
built

Agency Objective 2 1
Strengthened rule of law

and respect for human rights

I
I

Agency Objective 2 2

More genuine & competitive
political processes

I

Agency Objective 2 3
Increased development of

politically active civil society·

I
Agency Objective 2 4

More transparent and
accountable government

Institutions

Agency Program Approache.
II Agency Program Approache. II Agency Program Approach.. II Agency Program Approache. __

• Civil societ)' organizations include labor
unions, NGOs, human rights groups, etc

001 1) Ensuring legal protection of
citizens' rights and interests

2) Enhancing fairness of the
administration of justice

3) Improvmg timeliness of
the administration of justice

4) Increasing cItizen pressure for
conformity with International
human rights standards

1) Creating Impartial and open
electoral laws and regulations

2) Creating more Impartial and
effective electoral administration

3) Creating a better Informed electorate

4) Improving local and
International monitoring

5) Making political parties more
responsive to constituents

1) Encouraging legislation
promoting ttle organization
and operation of CSOs

2) Strengthening civil society's
oversight of slate Institutions

3) Increasing effectiveness of
CSD management

4) Increasing democratic
governance within CSDs

5) Increasing CSD participation
In polley fOrmulation and
Implementation

6) Increasing acceptance of
democratrc (civic) values
Including the principles at
equality and access for women
and disadvantaged groups

7) Expanding more effective
and Independent media

1) Increasln9 local government
participation In decision-making

2) Increasing citizen access to
government Information

3) strengthening mechanisms to
promote ethical standards In
government

4) Increasing ciVIlian control over
military and pollee forces

5) Strengthening effectiveness
and Independence of legislatures

PPC/CDIEIPME 9118/9.5
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Figure 4b· Agency Democracy Goal and Objectives 1995/96, with Indicators

Agency Goal 2

Sustainable democracies
built

Indicator.
Civil liberties and political lights Index

I I I I

Agency Objective 2 1 Agency Objective 2 2 Agency Objective 2 3 Agency Objective 2 4

Strengthened rule of law More genuine & competitive Increased development of More transparent and
and respect for human rights political processes politically active civil soclety* accountable government

Institutions
Indicator. Indicator. Indicator. Indicator.
Modified civil liberties Index Modified political rights Index Modified eMI liberties Index Modified civil liberties Index

S­
~~

* Civil society organizations include labor unions, NGOs, human rights groups, etc

• •
PPC/CDlEIPME 9118/95
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Figure 5a Population, Health and Nutrition Strategic Framework 1995/96

Agency Goal 3
World's population stabilized
and human health protected

in a sustainable fashion

Agency Objective 3 1 Agency Objective 3 2 Agency Objective 3 3 Agency Objective 3 4

-SustainaDle reduction In Sustainable reduction In Sustainable reduction In Sustainable reduction i"-
unintended pregnancies child mortality maternal mortality STI/HIV transmission

among key populations

Agency Program Approaches Agency Program Approaches Agency Program Approaches Agency Program Approaches

1) Developln~ new and/or Improved 1) DeveloPln~ new and/or Improved 1) Developing new and/or Improved 1) Developing new and/or Imllroved
contracept ve methods family planning child healt approaches and maternal health approaches and STIIHIV prevention and S I treatment
service approaches and technologies technologies technologies approaches and technology

2) TransferrlnPs technolo9~ and skills to 2) Transfernng technology and skills to 2) Transferring technology and skills to 2) TranSferrln~ technology and skills to
build local amlly plann n9 service build local child health capacity build local maternal health capacity build local TIIHIV prevention and
capacity

3) ImprovIng the host country environment 3) Improving the host country environment
STI treatment capacity

3) Improving the host country environment for the expansion and adoption of for the ex~anslon and adoption of 3) ImprovIng the host country environment
for the accectance expansion and child health services matemal ealth services and practices for the expansion and adoption of
adopllon of amlly planning services

4) Expandln~ the availability quality and 4) Expanding the availability, qUall~. and
STlIHlV prevention policies services

and practices
use of chi d health services use of sustainable maternal hea h

and practices

4) Expanding the availability quality, and services 4) Expanding the availability, quality and
use of sustainable family planning use of sustainable STI prevention and
services treatment services and HIV prevention

programs

PPC/CDIElPMB 9/18/9S
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Figure 5b. Agency Population, Health and Nutrition Goal and Objectives 1995/96, with Indicators

Agency Goal 3
- World's population stabilized

and human health protected
in a sustainable fashion

Indicators.
PopUlation
Population growth rate
Life expectancy
People Infected With HIV
Index of PHN need

I
I

I I 1

Agency Objective 3 1
Agency Objective 3 2

Sustainable reduction In
Sustainable reduction In

Agency Objective 3 3
Agency Objective 3 4

umntended pregnancies child mortality Sustainable reduction in Sustainable reduction in

Indicators.
Indicators. maternal mortality STIIHIV transmission

Number of unintended births
Under five child deaths

among key populations
Indicators.

Total fertJh~ rate
Infant deaths Maternal deaths Indicators.

Wanted fe Ility rate
Under five child mortality rate Maternal mortality ratio Number of people Infected with STls
Infant mortality rate STI prevalence rate

L
I, • •
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Figure 6a" Environment Strategic Framework 1995/96

Agency Goal 4

Environment managed for
long-term sustainablhly

I I

Agency Objective 4 1 Agency Objective 4 2 Agency Objective 4 3 Agency Objective 4 4 Agency Objective 4 5

Biological diversitY - Glohal climate-- Sustainable urbanization Increased provision of Sustainablenatural
conserved chan~e threat promoted and pollution environmentally sound resource

re uced reduced energy services management

Agency Program Approaches Agency Program Approaches
Agency Program Approaches Agency Program Approaches

Agency Program Approaches -

1) Impr::: ling management 1) RedUCing greenhouse 1) Increasing access to water
1) Increasing energy 1) Managing forests

of protected areas gas emiSSions from and sanitation services
efficiency sustalnably

2) promotln~ sustainable
energy use 2) Increasing use of 2) Managing water

2) RedUCing net greenhouse 2) Promoting Improved renewable energy resources
use of blo oglcal

Pcas emissions from urban management
resources

and use 3) Introducing innovative 3) Practicing agriculture

3) SupporlinP ex-situ
3) PromotIng pollution clean technologIes sustalnal)ly

3) Assisting adaptation prevention and control
conservation of genetic 4) Managing coastal
diversIty to climate change zones sustainably

PPC/CDIE/PME 9118/95
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Figure 6b. Agency Environment Goal and Objective 1995/96, with Indicators

Agency Goal 4
Environment managed for

long-term sustainability
Indicator. .
GOP adjusted for environmental degradatIon

~

"J

r

Agency Objective 4 1
Biological diversity

conserved
Indicators.
Natural habitats area
OffiCial protection area

1
I

Agency Objective 4 3
Sustainable urbamzatlon
promoted and pollution

reduced
Indicators.
Access to safe water
Access to sanitation
Access to shelter
EmiSSions of sulfur & mtrogen OXides
Suspended particulate matter
InCidence of acute respIratory Illness
Deaths from water-born diseases
Industry adherance to ISO 14000
Percent of gas sold which IS leaded

1

Agency Objective 4 5
Sustainable natural

resource
management

Indicators.
land use
Water Withdrawals
Sustamable agriCUlture
Commumty-managed resources

~
--.

" •

Agency Objective 4 2
Global climate
change threat

reduced
IndIcators.
Energyllndustnal greenhouse gas emissions
Land use Greenhouse gas emissions
Capacity to adapt to climate change

•

Agency Objective 4 4
Increased provision of
environmentally sound

energy services
Indicators.
Energy IntenSIty
Renewable generation of electricity

PPC/CDJElPMB 9118/9'
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Figure 7ao Humamtarlan Assistance Strategic Framework 1995/96

Agency Goal 5
- Livessaved, suffering
reduced and development

potential reinforced

I

.....

.J:-

.s:..
-:-:::.

Agency Objective 5 1 Prevention
- --- -PotentuilTmpact0'---­

humamtarlan crises reduced

Agency Program Approaches

1) Identlfyln~ populations and
potential Impact of natural and
complex disasters

2) Strengthening institutions which
conduct preventative dlplomacyl
conflict resolution, early warning,
environmental protection, disaster
mitigation, preparedness and rehef

J) Establishing coordination mechanisms
and sharing Information
with other donor
governments, regional and Inter­
national organizations, and private
sector, Including PVOsiNGOs

4) ConductIng research Into new
technologies, techniques and
practices which save hves

Agency Objective 5 2 Relief
---Urgent needs met in

crisIs situations

Agency Program Approaches

1) ProvIding timely and effective
emergency relief to meet
critical needs of targeted groups
including women and children

2) Enhancing short-term food securIty

3) Integrating emergency actlvltle~
with other donors and relief
organizatIons

Agency Objective 5 3 Transition

Security established and basIc
institutions functioning to meet
critical needs and basic fights

Agency Program Approaches

1) Enhancing local security, especially
through demoblhzation and demlnlng

2) Strengthening local governance and
Institutions that promote reconCIliatIOn
and reduce tensions

3) Improving integration of humanitarian
and development assIstance

4) Rehabilitating critical social and
physical infrastructure (e 9 • roads,
bridges, sheaols, clinics, and
irrigation)

PPC/CDIE/PME 9118/95



Figure 7b. Agency Humanitarian Assistance Goal and Objective 1995/96, and Indicators

......
111

Agency Goal 5

Lives saved, suffering
reduced and development

potential reinforced
Indicators.
Deaths averted
Property loss avoided
Indigenous capacity to deal with crises

I I

Agency Objective 5 1 Prevention Agency Objective 5 2 Relief Agency Objective 5 3 Transition

Potential impact of
-- Security established and basIC--Urgent needs met in

humamtarlan crises reduced Crisis situations Institutions functionins to meet

IndIcator. Indicator.
critical needs and bas c fights

Actlons/lnvestments In prevention/mitigation Percent of popUlation with emergency needs met Indicator.
Progress toward exit criteria

N:'" • •
PPC/CDlElPMB 9/18/95
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FREQUENTLY ASKED QUESTIONS
ABOUT

THE STRATEGIC FRAMEWORK
(11/95)

1 What IS the Agency StrategIc Framework?

The Agency StrategIc Framework IS a sunple chagram of Agency goals, objectIves,
and program approaches drawn from USAID's Strategzes for Sustamable
Development and the assocIated ImplementatIon Gwdelmes

The framework IS a tool for commumcatIng USAID's development strategy and
strategic plan The framework estabhshes an orgamzmg basIS for strategy and
performance reVIews, budgetIng, and external reportmg

2. What are Agency goals and obJectIves?

Agency goals and objectIves are those changes m developmg country conchtIons that
USAID has IdentIfied as cntIcal for sustamable development USAID works With
Its development partners to contnbute to change m these unportant areas In
reVIewmg Agency performance and preparmg the annual performance report,
USAID assesses the progress of countnes m whIch we are workIng toward achIevmg
these goals and objectIves

3 What about Agency program approaches?

The Agency program approaches are the pnmary ways - the kInds of program and
polIcy interventIons - through whIch USAID contnbutes to Agency goals and
objectIves In a country These approaches bwld on successful strategies currently
bemg used In the field They were refined by USAID's senIor technIcal and pohcy
adVIsors to ensure that they reflect current best adVIce

•

4. What IS the relatIOnship between the Agency StrategiC Framework and country
and other programmmg?

All country, regional and global programs must contnbute to the Agency-WIde goals
and objectIves represented m the Agency strategic framework Every proposed
strategIC plan (country, regional or global) must mclude a dISCUSSIOn of the lmkage
of the strategy to Agency goals and objectIves

A-l



Each operatIng umt's strategIc objectIve must be lmked to one Agency goal It may •
be lmked to other Agency goals on a secondary basIS If necessary

Each operatIng umt's strategIc objectIve should also be lmked to one or more
Agency objectIve WithIn Its pnmary goal Most actIVItIes represent one or more of
the Agency approaches lIsted under the Agency objectives OperatIng umts should
IdentIfy the program approaches they are usmg -- both m therr strategIes and therr
R4 reportIng

5. Can mISSions pursue actmtIes that contnbute to an Agency objectIve but that
don't COInCIde WIth the program approaches bsted for that obJective?

6.

Yes The lIst of approaches IS a work-m-progress We Will be seekIng to Improve
the lIst of approaches over the commg year It would be helpful to hear from
mISSIOns and other operatmg umts about program approaches whIch they COnsIder
especIally effective And, regional bureaus WIll lIkely want to learn. about new and
mnovatIve approaches (and the results they achIeve) m country strategy and R4
reVIews

Why have mdlcators been developed for the strategiC frameworks?

AgenCY-Wide workIng groups have developed mdIcators to momtor the progress of
countrIes toward Agency goals and obJectIves, both for USAID-asSlsted countrIes
and for other countrIes where we want to track development progress ThIs
mformatIon Will help us assess Agency performance and report on It m USAID's
annual report on performance Wlule we WIll be assemblmg tIme serIes data on
these mdIcators, we Will not be settmg performance targets USAID may, however,
IdentIfy thresholds (or ranges) for mdIcators at the goal level as one basIS for
considermg If a country should graduate

We Will also be developmg menus of mdIcators for the Agency program approaches
These menus WIll be based on current best practIce and nussion expenence With the
mdicators they are usmg to momtor performance OperatIng umts are free to
detemnne whIch, If any, mdicators from these menus they Will use

•

7. Can we attnbute any changes m these country mdicators to USAID's
programs? Don't they represent high level changes m country conditions that
are often far removed from what we do on the ground?

CertaInly, there are only a few cases m whIch we can drrectly lInk the results of
speCIfic USAID mterventIons to changes m these country level mdIcators But these

A-2 •
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8

9.

10

mdIcators of change related to Agency goals and objectIves do proVIde an 1Dlportant
"frame of reference" for analyZIng country programs and Agency performance
These are the key development changes winch we want to address WIth our
development partners

How will mformatIon on Agency mdleators be factored mto budget decISIons?

These data WIll be used m assessmg Agency performance as an mput IDto budget
declslon-makmg With addItional contextual mformatIon, they proVIde a reasonable
picture of a country's development status, how that country compares to other
countnes m cntIcal development areas, and how that country IS progressmg over
tlme Tlus IS an Important reference pomt for analYZIng USAID's contnbutlon. It
also prOVIdes a clearer basiS for AgencY-WIde strategIc plannmg and reportmg under
the Government Performance and Results Act of 1993 (the GPRA)

These kmds of data (along WIth other mformatIon on program performance, pohcy
pnontles, technIcal capabdltles, and foreign pohcy slgmficance) are already bemg
used by USAID managers at all levels m settIng pnontles and alloeatmg budgets

The Agency mdIcators could be hkened to red wammg hghts on a car dashboard. If
countnes fad to make progress WIth respect to Agency goals and obJectives, or even
shp back, that's cause for concern. It's somethmg we'd want to explam and do
somethmg about, If poSSible Sumlarly, If a country performs partIcularly well, we'd
want to understand that, too The warmng hghts don't prOVIde answers, but do raISe

1Dlportant questions

Analyzmg these lands of data IS compheated and reqUIres sector and country
knowledge. How will tins analysIS be earned out? Who will partIcipate?

AnalysIs of the mdIcator data will be a part of the program and budget reVIews of
each sector These reVIews WIll draw upon expertise from PPC, the regIonal
bureaus, and technIcal staff from the Global and Humamtarlan Response Bureaus
These data may also be used by operatmg unIts themselves as a basiS for relatmg the
performance of therr programs to broader development changes

Won't gettIng all thIS data on Agency goals and objectives be an enormous
burden on country mISSions?

We certamly hope not Wherever pOSSible, the Agency workmg groups selected
mdlcators for winch data were avatlable from secondary sources Such data are
farrly well estabhshed m areas bke econOlDlC growth, population, and health In
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newer program areas lIke enVIronment and democracy, USAID may need to be more •
proactIve In developing mdIcators and collectmg data - along the lmes of our
pIOneermg work In creatmg a worldWIde demographIc and health data base

WhIle we have tned to mlD1mlze the burden on mISSIOns and other operatIng umts m
collectIng data on these performance mdIcators, there may be OCCasIOns when data
on specIfic mdIcators may be requested. Any such decISIOns WIll be made
JUdICIously and m consultatIon Better data are only worth gettmg If thell' value to
the Agency outweighs the costs of collectmg them

11. What happens Jf a mISSion beheves that data for certam mdlcators m theJr
country are maccurate?

We have selected mdIcators for winch comparable data are aVaIlable from generally
accepted sources Any concerns about the accuracy of data will be exammed WIth
MISSIOns and Bureaus

12 How should MIsSions use the Agency mmcators m their programmmg? Should
MISSions specifically design their programs to affect the Agency mdicators?

MIssIons should certamly deSIgn programs around the Agency goals and objectIves,
winch reflect what we would hke to achIeve as an Agency, but not around the
Agency mdlcators themselves These Agency mdIcators represent the best data we
can obtaIn from secondary sources and reflect natIonal level changes that are
substantIally beyond most mISSIOns' manageable mterest and the scope of thell'
strategic objectIves Changes m these mdIcators are lIkely to be only mdlI'eetly
lmked to mISSion programmJDg and budgetIng, whIch should more dll'ectly reflect a
missIon's performance m achIevmg Its own strategic objectIves and mtermedIate
results

We recogmze, moreover, that the Agency mdIcators are not necessarIly the best
mdlcators of what our programs are tryIng to accomplIsh m partIcular countnes, but
reflect practIcal consIderatIons and world-WIde aVaIlabIlIty Certamly, such hIgh
level Agency mdIcators should not dnve mISSion programmmg

13 Are there any plans to update or reVISe the framework and mdlcators based on
expenence?

The current framework and mdIcators aren't perfect They represent an unportant
first step m systematIcally settmg out and trackIng Agency goals and objectIves We
Will use tins framework m program plannmg and reVIew tins year and evaluate Its
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14.

appropnateness and utIhty Each year, as part of the AgencY-WIde sector reVIew,
goals, objectIves and mchcators will be updated, as necessary

How can Agency staff contnbute to changes m the Agency StrategIC
Framework and mdlcators?

In adchtIon to the more formal Agency-WIde annual reVIew mentIoned above, we
would welcome hearmg your suggestIons, concerns, or Issues Wlth the StrategIC
Framework and mcheators at any tune We would also be glad to try to answer any
questIons you may have about the frameworks or performance momtonng and
evaluatIon for your own program or more generally Just ema1l us through the
Agency's PM&E Hotlme
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THE AGENCY'S STRATEGIC FRAMEWORK AND INDICATORS

1995/96
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•
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The Components of the Framework
Performance IndIcators
AnalYSIS and Reporting
Performance Measurement and Evaluation
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FIgUres
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•
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•
USAID'S STRATEGIC FRAl\1EWORK

What is it?

USAID's strategIc framework IS the hIerarchy of the Agency's mISSIOn, goals,
objectives, and program strategIes taken from the Agency's strategIc plan (currently the
StrategIes for Sustamable Development and the Implementation Gwdehnes) The
framework IS one of the tools we use to manage for results Its strength comes from Its
SunphCIty, but It has Its IllDltatIons AdchtIonal tools are needed to analyze cross-cuttIng
concerns, such as mtegratIon, sustamability, and partIcipatIon The framework summanzes
Agency pohcy and reflects the results bemg sought by MIssIons and offices (operatmg
unIts) It IS a conceptual chagram whIch Illustrates the causal hnks between

•
1

2
3

the Agency's mISSlon and the natIonal mterests whIch USAID serves by
fostermg sustamable development,
the Agency goals and objectives and the Agency mISSlon, and,
the objectives wInch the operatIng unIts pmsue to contribute to the
acInevement of the Agency objectIves, goals and mISSIOn

How can it be used?

It IS a tool whIch can be used

1 To communicate the essence of the Agency's strategIc plan, by clearly
artIculatIng Agency goals, objectives and strategIes

2 To focus operatIng unit strategy plans, by ensurmg that therr strategIc
objectives and mtermechate results are exphcltly related to Agency pnontIes

3 To analyze and report results of Agency programs for mtemal and OMB
reVIews, Congress, and the annual report reqwred by the Government
Performance and Results Act (GPRA)

4 To contnbute to management deCISions, by proVldmg performance and
results mformatIOn for program chrectlon and resource allocatlons

• Agency Framework 9/18/95 B-1



The components of the framework - see figures on pages 5- 7 •
*

*

*

*

*

US. natwnal mterests considered m IdentIfyIng reCIpIents of foreIgn
assIstance
The Agency 11USSlon -- Sustamable Development USAID's umque
contnbutlOn to those national mterests
The Agency goals - the long-term changes m countnes whJ.ch contnbute to
the mISSIOn
The Agency objectIVes - sIgnIficant development results that contnbute to
Agency goals m each sector
The Agency program approaches - the strategies and actIVItIes that
operatIng unIts Implement to aclueve results wlnch contnbute to the Agency
objectives

Performance Indicators

Performance mchcators are dunensiOns of goals or objectives whJ.ch are measured to
assess progress bemg made towards the goal or objective Baselmes and targets are the
values of performance mdIcators at the begmnmg and end of the plannmg penod. We will
consIder graduatIng countnes from 3SS1Stance m each sector as the values of goal mdIcators •
approach targets or "thresholds" establlshed by the Agency for each country

Agency mzsslon There are no dIstmct performance mdIcators at thIs level at thIs
tune Success m reaclnng the Agency's mISSIOn IS detemnned byexamJDJDg
performance for each of the Agency goals

Agency goal mdzeators IndIcators of goal achJ.evement are changes m country
charactenstlcs Goals are long-term (10+ years) objectives Changes m therr
mdIcators may be slow and only partIally caused by USAID programs The targets
estabhshed for the goal mdIcators are the "threshold" values whJ.ch show at what
pomt USAID assistance may no longer be needed m a sector PolICies regardmg
eXit strategies and graduation are bemg developed and WIll be promulgated thIs fall

Agency ob]ectzve mdlcators Agency objectives are medIum-term (5-8 years) and
therr mdicators are also country charactenstlcs Measurable change m therr
mdicators may take several years Changes m these mdIcators may be more drrectly
related to USAID programs than changes m goal mchcators

Agency program approaches Each of the Agency's program approaches has a
menu of mdlcators, pnmanly denved from the mdlcators bemg used by operatIng
umts for therr strategIC objectives WIthIn each approach we WIll assess the

•Agen "y Framework 9/18/95 B-2



•

•

effectIveness of the strategIes by analyzmg the performance mdIcators for the
strategIc objectIves and mtermedIate results of the operatmg UnIts

Analysis and Reporting

Agency mzsslon and goals At tins level we WIll examme and report on global,
regIonal, and natIonal trends m 25-30 common mdIcators (5-6 for each goal)
representmg changes m country conditIons and taken pnmanly from eXlStmg
mternatIonal databases of development mdIcators

Agency obJectlVes Here we ask What progress are the countnes where we are
workmg makIng towards aclnevmg key objeetlves m each sector? How does thell'
progress compare With countnes not receIVIng our assIstance? How do trends at tins
level compare With trends at the goal level? Are there management or technIcal
ISsueS that reqwre further analYSIS? Data Will be drawn from mternatIonal databases

Agency program approaches Here we can examme the approaches and the
expected and actual results from operatIng unIts usmg the same strategy WItbm
each group we can examme performance by analyzmg the changes m the mdIcators
of the strategic objectIves and mtermedIate results and reVIewmg the narratIve
explanatIons m annual performance reports Performance data on strategic
ObjectIves and mtermedlate results for all USAID-asslSted countnes IS avaJ.1able on
the automated, agencY-Wide, performance trackmg system

Results can be "rolled up" In VarIOUS ways to provIde a more complete pIcture of
our results and thell' SIgnIficance For example, we can aggregate results across countrIes
and look at regIOnal trends when operatIng unIts have the same objectIves and mdIcators
We can report and compare progress bemg made WIthm a group of UnIts pursumg the same
strategy We can compare the progress of unIts usmg different strategies to reach the same
objectIve -- mterpretIng the results With cautIon We can assess Agency contrIbutIons to
changes m country conditIons by comparmg trends m country level mdIcators With trends m
strategIC ObjectIve and result mdIcators We can IdentIfy successes and fmlures to prOVIde a
basIS for further mvestIgatIon We can prOVIde mformatIon for management deCISIOns

Performance Measurement and Evaluation

Both performance measurement and evaluatIon are reqwred to ensure that Agency
resources are deployed most effectIvely towards Agency goals and IIllSSIon They are
dIstInCt, but complementary, ways of obtammg mformatIon for deCISIOns

• Agency FrameWOl A 9/18195 B-3



Managers use performance measurement to track thell' results The AdmImstrator •
and other stakeholders, through GPRA, wIll use performance measurement to assess how
well the Agency IS performmg Its nussion The core of the system IS a clearly defined
hIerarchy of objectIves, whIch IS denved from development theory and practIcal expenence
A lumted set of performance mmcators for each objectIve IS measured to assess progress
towards that objectIve Performance measurement answers questIons about "whether and
If" results are bemg achIeved on schedule, at cost and If expectatIons are bemg met.
Perfonnance measures prOVIde clear msights about where more m-depth evaluatIons should
be done

EvaluatIon can answer managers' questIons about "how and why" results are, or
are not, bemg achIeved They can examme both mtended and unmtended results and more
complex Issues such as sustamabIhty They enable us to go far beyond performance
measurement to examme and descnbe the fuller Impacts of our actIVItles Performance
measures are useful m evaluatIon, but they prOVide only a portIon of the mformatIon
reqwred for Impact assessment and management deCISIOns

To analyze our results we need both performance measures and evaluatIons These
are the mtegral parts of an effectIve results management system Shortly USAID will have
a broad base of performance data regardIng all Its programs We can.. use thIs mformatlon
to plan our evaluatlons more strategically - which m tum will Improve our performance
measures

Implications for Missions and Offices

MISSIOns and Offices WI1l be able to use the Agency Framework as guIdance when
they develop and reVIse thell' country strategiC plans The MISSIOns will be able to deSIgnate
the Agency ObjectIves to whIch thell" aCtIVItIes contrIbute They will also be able to mdIcate
whtch program approaches they are usmg to reach thell' objectIves and, wherever poSSIble,
choose an mdlcator or mdicators from a menu of mdicatOrs asSOCIated WIth each Agency
program approach Operatmg umt objectIves not lInked to an Agency objectIve will have to
be clearly explamed m the MIsSIon strategIC plan

u \gkcrr\docs\frrnwkbrf918
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• Figure 8-1' Agency Strategic Framework: Principal Components

•

•

U.S. National
Interests

Agency
Mission

Agency
Goals

Agency
Objectives

Agency Program
Approaches

4 U.S National
Interests

1 Agency MIssion

5 Agency Goals

3-6 Agency Objectives
for each Agency Goal

3-6 Agency Program
Approaches for each
Agency Objective
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Figure B-2 Agency Strategic Framework- Expanded Version of Components

U S National Interest U S National Interest U S National Interest U S National Interest

Agency MIssion

Agency Goal Agency Goal Agency Goal Agency Goal Agency Goal

Agency Objectives Agency Objectives Agency Objectives Agency Objectives Agency Objectives
(3 5 per goal) (3 5 per goal) (3 5 per goal) (3 5 per goal) (3 5 per goal)

Agency Approaches Agency Approaches Agency Approaches Agency Approaches Agency Approaches
(3 7 per objective) (3 7 per objective) (3 7 per objective) (3 7 per objective) (3 7 per objective)

~-- • •
PPC/CDIEIPME 9/18/95
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• Figure B-3' Agency Strategic Framework: The Link between the
Agency Strategic Framework and Operating Unit Results
Framework
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*Indlcators with standard, cross-country comparable definitions, data pnmanly from
International sources
**Indlcators with similar definitions, commonly shared by MISSions, data
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• THE INDICATORS FOR 1995/96

1 Infonnatlon Memorandum for the Adnumstrator, October 6, 1995 C-l

2 EconomIc Growth IndIcators C-4

3 Democracy IndIcators C-5

4 PopulatlonIHealth IndIcators C-8

5 EnVIronment indIcators C-9
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DE\ ElC'f""4E'i

OCT 6 1995

•

L'TFOR.'L~nos l\fEMORANDUM FOR ~M.INISTRA TOR

FROM AAlPPC, Colm I Bradford
/

SUBJECT: Performance Indicators for Agency Goals and ObjectIves

lbe attaChment to thiS memorandum 11s15 the performance indicators wtuch have been
selected for the A6ency's Goals and ObJectlves specIfied In the Agency's Strategic
Framework wtuch you recently approved These mdlcators W1Il track the development
changes wluch USAlD seeks to help bnng about m countnes where we work

The conSideratIon of indicators began m February, 1995 when CDIE dlStnbuted
-Draft Agency Results Frameworks- These frameworks were used to develop indIcatOrs In

four workshops WhICh were co-sponsored by PPC With the appropnate Global Center or the
Bureau of Humamtanan Response, between March and July, 1995 These workshops
mvolved more than two hundred staff from all parts of the Agency and many of our
development partners Subsequently Sector Worlang Groups, WIth representatIves from all
central and regtonal bureaus, refined the Agency Framework as they prepared for the Sector
ReVIews In July Some of the Sector Worlang Groups have also taken the lead In developmg
the 11s15 of indicators

Many concerns and tSSues were raIsed by the teams as they struggled WIth the
selectIon of indicators nus led to a set of worlang assumptions winch addressed some of
the ISSUes and prOVIded Important gUidance as the groups moved forward The key worlang
assumpttons are

•
1 The •Agency mdlcators" renect country perfonnance on a hmIted number

of key dImenSIons of the Agency goals and obJectlves They do not usually
dIrectly reflect the performance of USAID's programs - they reflect country
performance to whIch USAID contnbutes



2 USAID program performance IS tracked WIth the "program mdlcators"
of strategic objectives and mtermedIate results winch are presented m nnsslon
results frameworks

•
3 The mdIcators act lIke "SIgnal lIghts" on a dashboard tellmg us If and how

fast we are progressmg towards our destInatIon The full understanchng of
country and program performance, however, reqwres the collectIon of much
more data than IS avaIlable m the results trackIng system Sound
programmmg and budget deCISIOns reqUIre that mdIcator data be
supplemented With performance InformatIon from evaluatIons and case
studies of both our own and our partners programs and that thIs be factored
m With pohtIcal, SOCIal, fmancIal, and other InformatIon pnor to any deCISIOn

4 Data for the Agency mdIcators should, Ideally, be aVaIlable m recogmzed
publIshed sources, for most of our recIpIent countrIes, and brought up-ta-date
regularly

5 All Agency and program objectIves and mdIcators will be avaIlable to all
Agency staff m the new management system (NMS) SO that they can use
them when appropnate

6 The Agency mdIcators will be used to assess and report on broad
performance of USAID-asslSted countrIes for the sector reVIews, annual
performance reports, the Congressional Presentatlon, and other reports In
these reports the performance data Will be supplemented With addItIonal
analYSIS and narratIve

•
7 The targets set for Agency goal mdIcators will act as thresholds for our

consIderatIon of programs and countnes for graduatIon

The workIng assumptIons do not address completely all the Issues raIsed dunng the
selectIon of the mdIcators and the groups workmg on theIr unplementatIon and use will
contInue to explore and resolve the remmnmg Issues as outlmed m step 2 below

In keepmg With the pnncipies of re-engmeermg and USAID as a learmng
organIZatIon, I present these lIsts of mdIcators as fIrst step m a contInumg process of
development and refmement I propose the followmg as the next steps

1 PPC Will prOVide the 1995/96 Agency StrategIc Framework and the Agency
Performance Indicators to all Agency staff, together With the workIng
asSumptiOns lIsted above and a lIst of frequently asked questIons (FAQs) and
Issues, With answers, raIsed durmg mdIcator development Staff Will also
receIve the reVised ImplementatIon Gwdelmes
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• 2 The Sector Workmg Groups Will address and seek clanficatIon and resolutIon
of the followmg Issues
a Is the rehance on data from secondary sources too lmntmg and Will It

force the Agency to use mdIcators that do not adequately reflect goals
and obJectIves? Do we need to collect addItIonal data m some areas
to capture better the changes we are seekmg to brmg about?

b WIll mdIcators, rather than obJectIves, determme desIgn of our
programs? Will MISSIOns desIgn theIr programs to reach objectIves or
to "look good" on certaIn mdIcators?

c How can we more closely relate changes m Agency obJeetlve and goal
mdIcators to the results of our programs?

3 PPC/CDIE, workmg WIth the G, BHR RegIonal and M Bureaus, WIll
assemble a database of mdIcator measures and prepare them for entry mto the
NMS

4 Bureaus and MISSIOns will be asked to vet the mdIcators and the database and
proVIde suggestIons for theIr nnprovement

•
5 PPC/CDIE, workmg WIth the G, BHR and RegIonal and M Bureaus, Will use

the mdIcators m the 1995 Annual Report on Program Performance and FY
1997 Congressional PresentatIon As we prepare the Sector ReVIews m 1996
we WIll reVIew therr utIlIty, make recommendatIons for changes, and develop
paradlgms for usmg the mdIcators m programmlDg and budget decISIOns

•

Attachments
1 List of Agency IndIcators by Sector

learances
PPC/CDIE SSnuth Date __
SDAAlPPC JBallantyne Date __
ES AWIlhams Date ----
DA/AID CLancaster Date __

PPClCDIElPME GKerrgbk 9 29 95 x 54116 u \gkerr\docs\mdlctor mem sr
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Proposed Indicators for Economic Growth Goal and Objectives

AGENCY GOAL 1· Broad-based Economic Growth Achieved

Indzcators
1 Growth rate of GNP per caPita
2 Mochfied Human Development Index based on Per caPita mcome m purchasmg

power terms, Lile Expectancy, Literacy rates, Ratio female to male enrolment rates
m pnmary school - (as an mdIcator or women's status, whIch m turn reflects
whether econOIIllC growth IS broad -based)

3 Trends m the mCldence of absolute poverty

AGENCY OBJECTIVE 1.1 Strengthened markets

Indzcators
1 GDP Growth rate
2 Export Growth rate
3 Agncultural Growth rate
4 Investment Growth rate
5 Modified EconoIIllc Pohcy Performance Assessment mdex reflectmg trade, foreign

exchange, monetary and fiscal pohcy, and mflanon

AGENCY OBJECTIVE 1.2· Expanded access and OPPOrtuDity for the poor

Indzcators
1 Calone supply per capita
2 Trends m mcome dIstnbutlon

AGENCY OBJECTIVE 1.3. BaSIC educatIon expanded and Improved to mcrease
human productIve capacity

Indzcators
1 Pnmary enrolment ratios
2 Pnmary completion rates
3 Number of years to produce an "x" grade graduate
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• Proposed Indicators for Democracy and Governance Goal and ObJectivesi

AGENCY GOAL 2: Sustamable democracIes buIlt

IndIcator
1 CIVIl LIbertIes and PolItIcal RIghts as defined m the Freedom House Index

Measures Freedom House

AGENCY OBJECTIVE 2.1: Strengthen rule of law and respect for human nghts

IndIcators

•

1 ModIfied CIVIl LIbertIes Index based on the followmg questIons

a Are there free and mdependent medIa, lIterature and other cultural expreSSIOns?
b Is there open publIc dIscussIon and free prIvate dISCUSSIon?
C Is there freedom of assembly and demonstratIon?
d Is there freedom of pohtIcal or quasl-pohtIcal orgamzatIon?
e Are CItIzens equal under the law, WIth access to an mdependent,
nondIscnmmatory JUdICIary, and are they respected by the secunty forces?
f Is there protectIon from polItIcal terror, and from unjustIfied unpnsonment, eXIle
or torture, whether by groups that support or oppose the system, and freedom from
war or msurgency SItuatIOns?

•

Measures Freedom House, dIsaggregatIon of the CIVIl LIbertIes Index

AGENCY OBJECTIVE 2 2 More genume & competItIve pohtIcal processes

IndIcators

1 Modified PohtIcal RIghts Index based on the followmg questIons

a Is the head of state and/or government or other clnef authonty elected through
free and farr electIons?
b Are the legIslatIve representatIves elected through free and faIr electIons?

Freedom Bouse publIshes an annual survey of Polltlcal RIghts and Cml LIberties.
These two mdlces consIst of 22 questions The mdlcators lISted under each Agency DG goal
and objective consISt of some combID8t1on of the 22 questions Identified In the Freedom Bouse
IndICes
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c Are there fm electoral laws, equal campaignIng opportunltIes, f8lr polling and
honest tabulatIons of ballots?
d Are the voters able to endow therr freely elected representatIves WIth real power?
e Do the people have the nght to orgamze m drfferent pohtIcal partIes or other
competltIve polItlcal groupmgs of therr chOIce, and IS the system open to the nse
and fall of these competIng parties or groupmgs?
f Is there a sIgmficant OppoSItIon vote, de facto oppOSItlon power, and a reahsttc
possibuity for the OppoSItlon to mcrease Its support or g8ln power through elections?
g Does the county have the nght of self-determmatlon, and are Its CItIZens free from
dommatIon by the mIhtary, foreIgn powers, totahtartan parties, rehglous luerarclues,
econOmIC ohgarchIes or any other powerful group?
h Do cultural, ethmc, rehglOus and other mmonty groups have reasonable self­
determmatIon, self-government, autonomy or partICIpatIOn through mformal
consensus m the decision-makmg process?
I Is pohtIcal power decentralIzed, allowmg for local regIonal and/or provmcial or
state adnumstratIons led by therr freely elected offiCIals? [opnonal]

Measures Freedom House's Pohtlcal RIghts Index

AGENCY OBJECTIVE 2.3: Increased development of pohtJcaDy actIve cmI society

Indzcators

I Mochfied CIVIl Libertles Index based upon the followmg questIons

a Are there free and mdependent media, hterature and other cultural expreSSIOns?
b Is there open pubbc diSCUSSIon and free pnvate diSCUSSIon?
c Is there freedom of assembly and demonstratIon?
d Is there freedom of pohtIcal or quasI-polItIcal organIZatIon?
e Are there free trade UnIOns and peasant organIZatIon or eqwvalents, and IS there
effectIve collectIve bargammg?
f Are there free profeSSIonal and other pnvate organIZatlons?
g Are there free busmesses or cooperatIves?
h Are there free relIgIOUS mstItutlons and free pnvate and publIc rehglOus
expreSSIOns?
I Are there personal SOCIal freedoms, whIch mclude such aspects as gender
equalIty,property nghts, freedom of movement, chOIce of reSIdence, and ChOIce of
marnage and SIZe of famIly?
J Is there equalIty of opportunIty, whIch mcludes freedom from explOItatIon by or
dependency on landlords, employers, UnIon leaders, bureaucrats or any other type of
demgranng obstacle to a share of legItImate econOmIC g8lnS?

Measures Freedom House, disaggregatIon of the CIVIl LIbertIes Index
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AGENCY OBJECTIVE 2.4. More transparent and accountable government
mstJtutJons

Indzcator

1 ModIfied Governance Index based upon the followmg questlons

a. Is there freedom from extreme government mdlfference and corrupllon?
b Are all costs and revenues related to major publIc mvestments mcluded m the

nallonal budget?
c Does the military report to and fall under the u11lmate control of the cIvilian

government?
d Is the entIre mIlItary budget mcluded m the nallonal budget?
e Is there a pubhshed legISlatIve agenda?
f Do mmtstrIes publIsh thell' program and operanng budgets?
g Do publIc employees receIve therr salarIes on a regular basIS?
h Are there umform CIVIl servIce regulatIons for the admmlstra1lve branch?
I Do local government control expendItures under therr own budget?

Measures Freedom House, dIsaggregatIon of the CIVIl LIbertIes Index and m-house
analysIS
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Proposed Indicators for PopulanonlHealth Goal and Objectives

AGENCY GOAL 3- Stabilize World's Population and Protect Human
Health m a Sustamable Fashion

Indzcators
1 Total world's populatIon
2 World's population growth rate
3 Life expectancy of women/men m the developmg world
4 # of people mfected With :mv
5 Summary mdex of PHN need

AGENCY OBJECTIVE 3 1 Sustamable Reduction m Unmtended Pregnancies

Indzcators
1 # of Umntended blrths
2 Total fertIhty rate
3 Wanted fert1hty rate

AGENCY OBJECTIVE 3.2 Sustamable Reduction m Child Mortahty

Indzcators
1 # of Under five clnld deaths
2 # of Infant deaths
3 Under five cluld mortalIty rate
4 Infant mortalIty rate

AGENCY OBJECTIVE 3.3: Sustamable Reduction m Maternal Mortahty

Ind,cators
1 # of Maternal deaths
2 Maternal mortalIty ratIo

AGENCY OBJECTIVE 3 4 Sustamable Reduction m STIJInV TransmISsion Among
Key Populations

Indzcators
1 # of people mfected WIth STis
2 Selected STI Prevalence rates

C-8
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• Proposed IndIcators for EnVIronment Goal and Objectives

AGENCY GOAL 4' EnVIronment Managed for Long-Term Sustamabihty

IndIcator GDP adjusted for enVIronmental degradatlon

•

AGENCY OBJECTIVE 4.1 BIological dIvenlty conserved

Indzcators
1 Area of remammg natural habltats*
2 Area under official protectIon

AGENCY OBJECTIVE 4.2: Global chmate change threat reduced

IndIcators
1 Greenhouse gas (GHG) emISSIOns from energy and mdustnal sources, expressed as

C02 eqwvalents
2 Net GHG emISSIOns from land use changes, as C02 eqwvalents
3 Country capacity to adapt to clImate change*

AGENCY OBJECTIVE 4.3' Sustamable urbanlZ8t1on promoted and pollution
prevented

IndIcators
1 Access to safe dnnkmg water
2 Access to sanItatlon
3 Access to shelter
4 Ermsslons of sulfur and mtrogen OXIdes
5 Concentratlons of suspended partlculate matter
6 InCIdence of acute resplI'atory illness
7 Deaths from water-borne dIseases
8 Percent of gasolme sold winch IS leaded
9 Industry adherence to mt'l enVIronmental management standards (ISO14000)*

Indzcators

AGENCY OBJECTIVE 4 4 Increased proVISIOn of enVIronmentally sound energy
serVIces

• 1 Energy mtenslty (total commercial energy consumptlon/GDP)

C-9



2 Share of electnclty generation from renewable sources (solar, WlDd, geothermal,
hydro, biomass) •

AGENCY OBJECI'IVE 4.5. Sustainable natural resource management

Indzcators
1 Land use changes (cropland, permanent pasture, forest and woodland, etc)
2 Water WithdraWalS as a percentage of water avaI1ablhty
3 Area under sustaInable agncultural practlces*
4 Area of communIty-managed forests, fresh water and marme resources*

* New mdIcator proposed, reqwres further definItion and data collection.
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• Proposed Indicators for Humanltanan Assistance Goal and Objectives

AGENCY GOAL 5· LIVes Saved, Suffenng Reduced, and Development Potential
Remforced

Indzcators
1 Deaths averted
2 Property loss avoIded
3 Increased mdlgenous capacIty to deal WIth crlseS

AGENCY OBJECTIVE 5.1: PotentIal Impact of Humamtanan Cnses Reduced

Indicator
Slgmficant aetJ.onslmvestments m crISIS preventIon/mItIgatIon m crlSIS prone
countnes

AGENCY OBJECTIVE 5.2: Urgent Needs Met m Cmu SituatJons

Indicator
• Percent of vulnerable populatIon WIth emergency needs met.

AGENCY OBJECTIVE 5.3 Secunty Estabhshed and BasiC instItutions Functlonmg
to Meet Cntlcal Needs and Protect BasiC Rights

Indicator
Progress toward pre-determIned, crlSIS-specIfic, eXIt crlterIa.

u \gkerr\docs\mdletor mem November 8, 1995
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PRECEPTS FOR EMPLOYEE PERFORMANCE
EVALUATION

A. PURPOSE

The U.S. Agency for Internat~onal Development can accompl~sh ~ts

m~ss~on only ~f ~ts employees have the capac~ty, ~nclud~ng the
ded~cat~on and the sk~lls, to ach~eve that m~ss~on. Accord~ngly,

USAID has establ~shed an evaluat~on program des~gned to
accurately assess the ab~l~t~es, accompl~shments and potent~al of
~ts employees To th~s end, the Employee Evaluat~on Program
(EEP), on an annual bas~s, evaluates the performance of each
Agency employee, whether Fore~gn Serv~ce (FS) or C~v~l Serv~ce

(CS) The EEP, properly ~mplemented, encourages accompl~shment

~n the areas of Core Values and sk~lls, enables employees'
performance to be recogn~zed, and results ~n constant feedback
from superv~sors to employees regard~ng the~r performance and
contr~but~ons as members of teams. In th~s regard the EEP's
Annual Evaluat~on Form (AEF) ~s an ~mportant, regular means of
commun~cat~on and serves as a tool for rev~ew~ng and plann~ng

each employee's performance and career goals

Pr~mar~ly, the EEP enables USAID to accompl~sh-the follow~ng

o Prov~des work un~t managers a regular opportun~ty to
convey to the~r subord~nates ~mportant ~nformat~on on
employee performance, management expectat~ons, and act~ons

needed to advance the employee's career ~n USAID

o G~ves employees the opportun~ty to ~nform managers
concern~ng the~r work, to d~scuss the~r performance, and
to ~dent~fy the~r profess~onal goals and ~nterests.

o Evaluates all employees (FS and CS) for promot~on
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B.

1.

cons~derat~on ~n accordance w~th govern~ng regulat~ons for
each system,

o Produces ~nfor.mat~on necessary to help ascerta~n those
employees who are to be cons~dered for select~on out for
relat~ve perfor.mance (FS) or for separat~on for fa~lure to
successfully perfor.m requ~rements (CS),

o Evaluates tenure cand~dates or convers~on to career
appoJ.ntment,

o Recommends el~g~ble employees (FS) for l~~ted career
extens~on (LCE).

o Deter.m~nes el~g~ble employees (CS and FS) for performance
awards

o Ascerta~ns staff development and career tra~n~ng needs .

1"1 l(

AUTHORITY , l }-.(V·~

CIVIL SERVICE:

a 5 USC Chapter 43, Perfor.mance Appra~sali 5 CFR 430,
Subparts A, B, and C.

b. 5 USC 4503 and 5406, Agency Awards and Perfor.mance
Awards, respect~velYi 5 CFR 430, Subpart E.

c 5 USC Chapter 45, Super~or Perfor.mance Awards, 5 CFR
451, Subpart A

d. 5 USC 5335 and 5304, Local~ty-based comparab~l~ty

payments and PerJ.od~c step-~ncreases, respect~velYi 5
CFR 531, Subpart D, W~th~n-Grade Increases.

•

•

e. 5 USC 5336, Add~t~onal step-~ncreases, 5 CFR 531,
Subpart E, Qual~ty Step Increases.

f. 5 USC 3502, Order of Retent~oni 5 CFR 351 504, Cred~t
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for Performance

g. 5 usc 552a, Records ma~nta~ned on ~nd~v~duals; 5 CFR
293.404 and 293.205, Retent~on schedule and D~spos~t~on

of records, respect~vely

h. 5 usc 5305, Spec~al pay author~ty; 5 CFR 540 106,
General pay ~ncreases.

~ 5 usc 5404, Mer~t ~ncreases.

J. 5 USC 3321, Compet~t~ve serv~ce; probat~onary per~od.

k. 5 CFR, Part 432, Reduct~on ~n Grade and Removal Based
on Unacceptable Performance

2. FOREIGN SERVICE:

a. Sect~ons 405, 406, 601-605, 608 and 2103, Fore~gn

Serv~ce Act of 1980, as amended

b. 3 FSM 226.4-3, Performance-Based Salary AdJustments

c. HB 25, Chapter 38, Sen~or Fore~gn Serv~ce.

3. EMPLOYEE EVALUATION PROGRAM

a. Pol~cy 419 to 419.5.h

b Essent~al Procedures E419 to E419.5.l

c Employee Evaluat~on Program (EEP) Gu~debook

4. SES (Reserved)

5 • FSN (Reserved)

C. THE ANNUAL EVALUATION AS A TOOL FOR CIVIL SERVICE
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AND FOREIGN SERVICE EMPLOYEE PERFORMANCE EVALUATION

The EEP produces ~nfor.mat~on to document employee perfor.mance and
support USAID management dec~s~ons ~n the areas set forth ~n

subsect~ons C ~ through C.4 Th~s ~nfor.mat~on ~s developed by
the Rat~ng Off~c~al and approved by the Appra~sal Comm~ttee (AC).
The v~tal role of the AC ~s outl~ned on page 3 of the EEP
Gu~debook. Th~s ~nfor.mat~on ~s recorded on the AEF for CS and FS
employees and on the Supplementary Evaluat~on For.m (SEF) for
certa~n categor~es of FS employees. An SEF ~s not requ~red for
CS employees.

For ~nfor.mat~on concern~ng any aspect of EEP, ~nclud~ng

~mplementat~on, consult the USAID EMPLOYEE EVALUATION PROGRAM
GUIDEBOOK

~ Evaluat~on

Because FS and CS matters are dealt w~th ~n d~fferent laws and
regulat~ons, spec~al factors and cons~derat10ns have been
~ncorporated 1n the EEP as follows

o C1v1l serv~ce employees are part~c1pants 1n the evaluat~on

process Accord~ngly, Mer~t Promot~on Boards, and such
other agency organ~zat~ons, as appropr1ate under law or
regulat10n, may rev~ew the AEF results for CS employees
for such purposes as assessment of staff development
needs, convers~on to career app01ntment, promot~on, or
whether employees should be separated for fa~lure to
successfully perfor.m the1r requ~rements: These
assessments are, at least ~n part, based upon mater~als and
documentat~on produced ~n the EEP

o Fore~gn Serv~ce employee rank~ngs are based solely on the
EEP annual evaluat10n process Select10n Boards rev~ew

~nfor.mat10n conta~ned 1n employee evaluat10n f1les to
assess employees based upon relat1ve performance ~n order
to recommend those who are appropr1ate for retent10n,
promot10n, and select10n out. Those recommended for
promot10n must have clearly demonstrated a read~ness for
promot10n by eV1denc1ng the sk~lls, strengths and
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potent~al for perfor.m~ng now at the next h~gher level.
They must also have demonstrated cons~derable potent~al

for future growth Those ~dent~f~ed for retent~on must
have demonstrated perfor.mance that cons~stentlymeets and
occas~onally exceeds expectat~ons. Those selected by the
Boards for referral to the Performance Standards Board
must have demonstrated perfor.mance that ~s relat~vely less
compet~t~ve w~th the~r peers

FS Select~on Boards, ~n cons~der~ng and assess~ng

employees, shall be gu~ded by the cr~ter~a set forth below
(Sect~ons E and F)

o It ~s ~mportant for employees to real~ze the ~mportance of
cont~nu~ng to ma~nta~n the best poss~ble performance
wherever they are In th~s regard, the vast maJor~ty of
employees are expected to ach~eve an effect~ve level of
perfor.mance Only for a few ~s ~t expected that the EEP
w~ll document perfor.mance that ~s except~onal, needs
~mprovement or ~s unsat~sfactory

The same for.m, the AEF, ~s prepared annually for both C~v~l

Serv~ce and Fore~gn Serv~ce employees, however, no SEF ~s

prepared for CS off~cers An SEF ~s prepared for all SFS and
overseas Sen~or Management Group (SMG) off~cers, those off~cers

whom the relevant AC recommends for promot~on and those off~cers

who are up for tenure deter.m~nat~on W~th regard to the Summary
Sk~ll Areas and the Spec~f~c Sk~ll Areas (Sect~ons I and III of
the AEF) the for.m prov~des the adJect~val rat~ng categor~es for
employees set forth below. Annual evaluat~on mater~als furn~shed

to the Select~on Boards conta~n only a Summary Sk~ll Areas
sect~on and do not conta~n Sect~on III of the AEF (Spec~f~c Sk~ll

Areas) wh~ch ~s ~ntended pr~mar~ly to prov~de the employee w~th

feedback on the overall qual~ty of h~s/her performance Note.
for CS employees the summary rat~ng must be cons~stent w~th and
supported by the rat~ngs of work obJect~ves. The adJect~val

rat~ngs are

o Except~onal - Work performance or a spec~f~c sk~ll almost
always exceeds expectat~ons
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o Effect1ve - Work perfor.mance or a spec1f1c sk1ll
cons1stently meets, and occas1onally exceeds, expectat10ns

o Needs Improvement - Work performance or a spec1f1c sk1ll
meet some expectat10ns, but 1mprovement 1S needed

o Unacceptable - Work perfor.mance or a spec1f1c sk1ll~
not meet expectat10ns

2. Pay AdJustments, Bonuses and Mer1tor10US Pay Increases

The Employee Evaluat10n Program prov1des spec1f1c employee
performance 1nformat10n that serves as a bas1s for other
management deter.m1nat10ns such as W1th1n-Class Pay AdJustments,
Mer1tor10US Serv1ce Increases (MSI's) and Performance Pay Bonus

3. Tenure

a. C1v1l Serv1ce

The AEF's for CS employees shall be ava1lable to the Agency
1n accordance w1th CS rules/regulat10ns as from t1me to t1IDe
amended, for the purposes of cons1der1ng matters related to
probat10nary per10ds and career cand1dacy of CS personnel

b. Fore1gn SerV1ce

The Tenure Board shall reV1ew the performance evaluat10n
f1le of each Career Cand1date referred to-1t, evaluate
the cand1date's f1tness and apt1tude for the work of the
AID Fore1gn Serv1ce, and make a recommendat1on to the
DAA/M/HR or IG, as appropr1ate, regard1ng the tenur1ng of
each cand1date. The Board shall base 1ts dec1s10ns only on
mater1al properly part of the cand1date's performance
evaluat10n f1le.

4. Performance-Based Separat10n

a. Select10n Out (FS)
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• A career employee may be selected out for fa~lure to meet the
standards of performance establ~shed for that employee1s
class (Sect~on 608, Fore~gn Serv~ce of 1980, as amended,
hereafter referred to as the Act.) Bas~c standards of the
class are def~ned ~n the precepts However, each Select~on

Boards conduct~ng the performance evaluat~ons, bu~lds upon
that bas~s to further develop standards of the class.

b Unacceptable Performance (CS)

Performance that fa~ls to meet the m~n~mum performance
standards for one or more cr~t~cal elements of an employee1s
performance plan. If the performance on any cr~t~cal element
~s unacceptable, the employee1s overall rat~ng ~s also
unacceptable.

D. EQUITY AND DIVERSITY

The Adm~n~strator has comm~tted the Agency to ach~ev~ng a
• _ workforce that ~s d~verse and representat~ve of the U. S

workforce prof~le. That comm~tment encompasses develop~ng and
-- -----~plement~ng comprehens~ve manager~al processes that assure equal

employment opportun~ty for each and every employee ~n all facets
of the employment relat~onsh~p Appra~sal Comm~ttees and CS and
FS Boards, therefore, shall g~ve the same pos~t~ve cons~derat~on

to employees who demonstrate successful accompl~shment ~n meet~ng

the d~vers~ty comm~tment as they do to off~cers who demonstrate
successful performance and accompl~shment ~n Spec~f~c Sk~lls or
Core Value Areas

1. Equal Employment Opportun~ty Program

•

support of USAID's Equal Employment Opportun~ty Program ~s

mandated by statute and Execut~ve Order and ~s a value that
arches over all of the Agency1s programs. It represents an
~ntegral part of the Agency's human resources management program
Employees can take pos~t~ve steps ~n support of th~s program by
act~ng on aff~rmat~ve employment obJect~ves ~n h~r~ng,

promot~ons, and ass~gnments. Below are but a few ~llustrat~ve
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examples of how employees can support the Agency's EEO
program·

o ~nsur~ng that all employees are g~ven career enhanc~ng

ass~gnments and tra~n~ng opportun~t~es on an equ~table

bas~s,

o ~nsur~ng that all staff are br~efed on EEO pr~nc~ples and
expectat~ons,

o prov~d~ng thoughtful career counsel~ng,

o assur~ng staff of a work env~ronment free of sexual and
rac~al harassment or preJud~cei

o ~nsur~ng compl~ance w~th d~scr~m~nat~on compla~nts

regulat~ons,

o ~nsur~ng that employees rece~ve equ~table recogn~t~on for
work done,

o apply~ng EEO pr~nc~ples and pol~cy ~n da~ly work by
~nclud~ng m~nor~ty and female colleagues ~n

off~ce/bureau/m~ss~ondec~s~ons (e.g., obJect1ves,
plann1ng, budget, team proJects),

o demonstrat~ng leadersh~p ~n apprec1at~on and valu1ng
mult~-cultural d1vers~ty both w1th regard to d1rect h1res
and fore1gn serv1ce nat~onals. Th1S suggests tak~ng

act~ons that reflect fa1r-handedness, r~spect and courtesy
w1th 1ssues related to fore~gn serv1ce nat~onals, (e.g ,
re11g10us ho11days, gender equ~ty 1n ass1gnments, culture
and trad1t10ns.)

2. Equa11ty of Cons1derat1on

All employees shall be evaluated solely on mer1t w~th complete
fa1rness and Just1ce Th1S respons~b~11ty ~ncludes an equ1table
we1gh1ng of performance data rev1ewed and a pos1t1ve d1scount1ng
of any apparent b1as or unfa1rness, e1ther conSC10US or
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unconsc~ous found ~n the perfor.mance data. In th~s respect,
there shall be no d~scr~m~nat~on aga~nst any employee, d~rectly

or ~nd~rectly, for reasons of race, color, rel~g~on, sex, age,
d~sabl~ng cond~t~on, nat~onal or~g~n or means of entry ~nto the
Servl.ce

E. CORE VALUES AND SKILL AREAS

In large part, ach~evement ~n Summary Sk~ll Areas and
accompl~shment ~n Core Values for.m the bas~s for evaluat~on of
USAID CS and FS employees These ach~evements are documented ~n

Sect~ons I and II of the AEF and, for some FS employees, ~n the
SEF For FS employees, ach~evement and accompl~shment ~n these
areas ass~st Select~on Boards to deter.m~ne whether the
compet~t~ve standard of ab~l~ty to perfor.m at a h~gher level has
been met by an employee and, conversely, whether an employee ~s

less compet~t~ve ~n h~s/her class W~th regard to CS employees,
pos~t~ve accompl~shment and achl.evement ~n these areas enhance
the~r abl.ll.ty to compete for hl.gher graded pos~tLons through the
processes of the Mer~t Promotl.on System.

The Sl.X Spec~f~c Sk~ll Areas, wh~ch are requ~red to be summar~zed

~n Sectl.on I of the AEF, are descr~bed ~n deta~l ~n the USAID
EMPLOYEE EVALUATION PROGRAM GUIDEBOOK, l.n the sect~on entl.tled
"USAID Perfor.mance Gu~del~nes". The Core Values are explal.ned
below l.n subsectl.ons E.l through E. 4. For each rat~ng year, the
Work ObJect~ves and Performance Measures (WPs) requl.red by
Sectl.on II of the AEF should be drafted so that they ~nclude an
employee's accompl~shment ~n Core Value areas ~n order to meet
the spec~f~c obJect~ves In th~s regard, Work Un~t Managers and
Appral.sal Comm~ttees should exerc~se vl.g~lance to assure that
Sectl.on II of each AEF, as negot~ated w~th the rated employee,
reflects the ~nclusl.on of Core Values. Whl.le employees, ratl.ng
off~c~als and ACs are encouraged to ~ncorporate Core Values l.n
the agreed-upon WPs, Selectl.on Boards should recogn~ze that the
respons~bl.ll.tl.es ~nherent ~n each pos~t~on or assl.gnment w~ll not
necessarl.ly lend themselves to the embod~ent of each of the four
Core Values .
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•CORE VALUES

1. Customer Focus

The employee should fac~l~tate or enhance the flow of ass~stance

and serv~ces to customers. USAID has def~ned ~ts ult~mate

customer to be the end user/benef~c~ary ~n host countr~es where \
the Agency ~nvests US government resources, (however, the Agenc~~(d+C
also recogn~zes a w~de var~ety of other customer~ For ~nstance, ;~;?~
there can be ~nternal Agency customers, such as (1) all employees I~
and (2) Agency management, for processes and adm~n~strat~ve

serv~ces made ava~lable by the var~ous d~v~s~ons of the Human
Resource D~rectorate. Add1t~onally, there can be var~ous

partners ~n the Agency processes, 1 e , those w1th whom employees
collaborate to ach~eve work obJect~ves and to secure customer
part~c~pat~on Partners need not be 1nternal to the Agency and
could, for ~nstance, be NGO's or other organ~zat~ons Customers
and the~r needs should be ~dent~f1ed early, and should be
1ncluded ~n the plann~ng process to assure that the~r needs are •
met and that construct~ve results are ach~eved.

2. Manag~ng for Results

For the Agency to be results or~ented, 1t must focus upon
ach1ev1ng benef~c~al changed cond~t~ons for the customer. All
Agency processes have customers Substance should preva~l over
form as the customer 1S served. Thus, wh~le prudent management
Fr1nc1ples should be ma~nta1ned and observed, flex1b111ty 1n the
deployment of resources should be sought, and 1S encouraged, to_
~ -
~ffect1vely meet Agency obJect1yes: All Agency processes should
have demonstrable results. A results or~entat1on places greater
emphas1s on accompl~sh~ng obJect~ves wh~ch serve the customer
rather than on the processes, wh~ch can become overly
bureaucrat~c. A results or~entat~on means manag~ng to ach~eve

results The targeted results should be w1th~n the manageable
1n~erest of the operat~ng un~t and the employee The scope of
USAID's manageable 1nterest ~s the extent to wh~ch an operat1ng
un~t bel~eves ~t can mater~ally affect a selected development
result us~ng ~ts own human, f~nanc1al, and other resources.
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The ach1evement of results 1S one 1nd1cator of success 1n
manag1ng for results, but 1S no~ t~e-9nly 1nflreatQ r. Fa11ure to
ach1eve expected results must, however, be expla1ned Cont1nued
fa1lure by an 1nd1v1dual or organ1zat1onal un1t to ach1eve
expected results over t1me should be grounds for spec1al
management attent10n and concern

3. Teamwork

Where appropr1ate to the c1rcumstances, 1ncreased teamwork 1S
encouraged as 1t w111 per.m1t 11m1ted Agency resources to be
brought to bear on problems through creat10n of new types of
work1ng groups Teams w1l1 be drawn from var10US 1nterested
groups or from 1nd1v1duals who have a stake 1n the outcome or
obJect1ve and, 1n general, w1ll be g1ven spec1f1c respons1b1l1ty
and the author1ty, autonomy and accountab1l1ty to accomp11sh an
ass1gned obJect1ve

Teams are groups of 1nd1v1duals com1ng together 1n a common
approach to ach1eve obJect1ves or results. Typ1cally, team
members br1ng spec1f1c sk11ls needed to ach1eve a result, or
represent an 1nterest central to that ach1evement. Teams
funct10n 1n a collaborat1ve and support1ve fash10n, draw1ng on
the strengths of 1nd1v1dual members They work best when these
1nd1v1dual strengths are comb1ned 1nto a un1t of 1nterested
part1es work1ng more effect1vely because they have agreed to th1s
un10n and because they understand that, IITogether, each ach1eves
more. II

Teams w1ll draw full and part-t1me members from thr~ughout USAID
and could 1nclude representat1ves of partners, grantees,
contractors and, whenever appropr1ate and feas1ble, customers who
are the host country end users

The follow1ng character1st1cs should be taken 1nto account when
assess1ng an employee1s contr1but10ns as a leader or member of a
team {or teams}: '*

o The effect1veness of the employee 1n work1ng as a member
of a team or the effect1veness of the employee 1n
estab11sh1ng and empower1ng teams,
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o Effect1veness of the employee 1n allocat1ng t1me and
effort between mult1ple teams and proJects;

o Interact10ns w1th team members and customers character1zed
by respect for other team members and the exchange of
useful 1nformat~on,

o Successful adaptat~on ~n a team sett~ng of the employee to
a host country cultural sett~ng and the ab~l~ty to
~nteract w1th host country nat~onals and organ1zat~ons

w1th whom he/she needs to work.

4 Empowerment and Accountab111ty

Accompl~shment of the prev~ously descr~bed Core Values w~ll

generally requ~re concom1tant empowerment In a customer and
results-focused USAID, empowerment must result ~n author~ty

delegated closer to where the act10n takes place. However, ~t

must also be bound by parameters related to legal and eth1cal
standards as well as organ~zat~onal goals and management
obJect1ves. A key d~mens~on of th1s Core Value ~s eI1m~nat~ng

unnecessary rules and clar1fy1ng all the l~m~tat~ons that rema1n

Empowerment ~mpl~es accountab~11ty for dec1s~ons made If an
employee or team ~s empowered to make dec~s1ons, they must be
delegated suff1c1ent author1ty and have suff1c1ent knowledge of
the legal, eth1cal and pol1cy related 1ssues to be w1111ng and
capable of assum1ng accountab1l1ty for that dec1s1on.

F. GUIDANCE TO SELECTION BOARDS (FS)

1. General

Select10n Boards shall rank e11g1ble employees on the bas~s of a
reV1ew of the employee's evaluat10n f1le wh1ch 1ncludes
performance documentat1on ~n the IIWork ObJect~ves and Performance
Measures" sect~on as well as the var~ous Spec~f~c Sk~ll Areas
reflected ~n the "SUJIlIIlary Sk~ll Areas" sect~on of the AEF, the
Summary Statement of Sect~on I, and, as appl~cable, a rev~ew of
the SEF and the Employee's Statement In determ~n~ng relat~ve
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mer~t and the potent~al of the employee to perform at the next
h~gher level, The Boards cons~der and we~gh the ~mportant areas
of character, ab~l~ty, conduct, qual~ty of work ~ndustry,

exper~ence, dependab~l~ty, usefulness, and general perfor.mance as
these are embod~ed ~n the completed AEF Boards should exerc~se

the~r respons~b~l~t~es w~th care and d~scernment and, ~n do~ng

so, base the~r cons~derat~ons and recommendat~ons solely on
~nformat~on ~ncluded ~n the employees evaluat~on f~le.

2. Equal Opportun~ty Program Br~ef~ng

The Boards w~ll be br~efed by the Off~ce of Equal Employment
Programs (EOP) on EEO matters before they beg~n the~r

del~berat~ons The performance rat~ng process shall be ~nsulated

from ~rrelevant or ~mproper ~nfluence Stereotypes, group
assumpt~ons and sex~st or ethn~c comments shall not affect Board
del~berat~ons. If a Board d~scerns such unfa~rness ~n an
evaluat~on f~le, ~t shall d~scount the statement or ~mpl~cat~on

and refer the matter to the Ch~ef, HR/PMES or IG/RM, as
appropr~ate, or des~gnee, and the D~rector, EOP, for appropr~ate

act~on. If a Board member d~scerns such unfa~rness or b~as on
the part of another Board member, the member should br~ng h~s/her

concerns to the ~mmed~ate attent~on of the D~rectors, HR and EOP
or Ch~ef, PMES for appropr~ate act~on.

3 Framework for Develop~ng A Compos~te P~cture

USAID rel~es on the collect~ve exper~ence of Select~on Boards,
and the ~nd~v~dual Judgment of members, as they adopt and
~mplement procedures ~n order to arr~ve at well-cons~dered,

equ~table rank~ngs and recommendat~ons at the conclus~on of the
evaluat~on process. The Select~on Boards are gu~ded by the
follow~ng framework ~n

o assess~ng an employee's ab~l~ty to perform at the next
h~gher level

o determ~n~ng potent~al for cont~nu~ng growth.

o develop~ng a compos~te p~cture
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o assess~ng relat~ve mer~t

There are four maJor factors ~n the framework, each of equal
we~ght, to be cons~dered ~n develop~ng the compos~te

a. Ach~evements ~n the Spec~f2c Sk2ll and Core Values
Areas

Success 2n fulf2ll~ng annual work obJect2ves and pos2t2ve
accomp12shment of Core Values, and the sk2lls brought to bear
2n accomp12sh2ng them, are keys to successful career
development. Pers2stent weakness 2n these areas nor.mally
precludes advancement and could lead to select~on-out for
relat2ve performance. Core Values are expla2ned 2n Sect~on

E, above, and the S2X Sk2ll Areas are deta2led 2n the USAID
EMPLOYEE EVALUATION PROGRAM GUIDEBOOK Boards carefully
cons2der each work obJect~ve and perfor.mance measure of an
employee under the assumpt20n that Core Value concepts have
been 2ncorporated ~n the appropr2ate sect20ns of the AEF.
The respons2b21~ty ~n th2s regard rests w2th the var20US
USAID work units, 2nclud2ng the rat2ng off2cer, the Appra2sal
Comm2ttees, and the employee to assure that Core Values are
reflected 2n the work obJect2ves of each off2cer Also, the
Boards, 2n determ2n2ng potent2al to perfor.m at the next
h2gher level, w2ll be gu2ded by the2r 2ndependent assessment
of the relat2ve degree of d2ff2culty, complex2ty, and
challenge of the stated work obJect2ves

b. Understand2ng of and Ab~l~ty to Advance the Agency's
M~ss2on

As employees progress 2n the Agency by tak2ng on var20US
ass2gnments, they are expected to show a deeper understand2ng
of the Agency's obJect2ves and how these evolve, how the
Agency works (both 2n the U S. and overseas), and how
2nd2v2dual perfor.mances contr~bute to the ach2evement of the
Agency's m2SS2on and purpose. Narrat2ve 2n the AEF and/or
SEF should be framed 2n a way that fac2l~tates a Board's
d2scernment of such attr2butes
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Evaluat10n reports have been des1gned to record and assess
the ratee's perfor.mance ach1evements. The Boards, when
evaluat1ng and rank1ng employees, place greatest emphas1s on
the most recent f1ve years of serv1ce or the per10d the
employee has been 1n the present class, wh1chever 1S longer.

Boards should g1ve more we1ght to employees who have
cons1stently fulf1lled part1cularly challeng1ng work
obJect1ves w1th1n the context of the work enV1ronment. By
the same token, Boards should cons1der low marks for those
who fa1l to ach1eve performance measures Boards should keep
1n m1nd that fulf11lment of work obJect1ves 1S a prerequ1s1te
for recommendat10n for promot1on In th1s regard,
cons1derat10n of such 1ssues as whether the work obJect1ves
were w1th1n the employee's span of control (resources and
author1ty) are w1th1n the prov1nce of the Board

Past perfor.mance 1S an area subJect to Board 1nterpretat1on
and Judgment as so many t1mes there are extenuat1ng
c1rcumstances (bureaucrat1c, env1ronmental, po11t1cal,
secur1ty) wh1ch ass1st or h1nder an employee's perfor.mance
Nevertheless, the Agency must rely on the Boards' exper1ence
and Judgment to arr1ve at thoughtful and equ1table rank1ngs

d. Judgment of Potent1al

Appra1sal Comm1ttees are requ1red 1n the SEF to d1scuss how
the employees they nom1nate for promot10n have demonstrated
the sk1l1s, strengths and potent1al to perform successfully
at the next h1gher level. Potent1al can also be d1scussed 1n
the AEF The perspect1ve of the ACs 1S s1gn1f1cant for the
Board to cons1der when arr1v1ng at 1tS compos1te V1ew of an
employee However, the Board 1S requ1red, and expected, to
arr1ve at 1tS own assessment of sk111s, strengths and
potent1al by develop1ng a compos1te p1cture wh1ch
1ncorporates all four conceptual framework factors -- not
Just one
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4 Spec1al Cons1derat10ns for Promot10n

The Spec1al Cons1derat1ons for Promot1on appl1cable to promot10n
at all grade levels, 1nclud1ng 1nto and w1th1n the SFS, are set
forth 1n Attachment A , hereto. These set forth 1n depth the
d1fferent levels of ach1evement and accompl1shment wh1ch must be
d1splayed by off1cers accord1ng to grade level. Boards should
carefully read and become fam1l1ar w1th the Spec1al

Cons1derat1ons at the commencement of the evaluat10n process.

5. Inadm1ss1ble Comments

Select10n Boards shall 19nore any 1nformat1on 1n the evaluat10n
f11e 1dent1f1ed by regUlat10ns as 1nadm1ss1ble (see page 9, USAID
EMPLOYEE EVALUATION PROGRAM GUIDEBOOK) Such 1nformat1on shall
not be d1scussed or be a bas1s for performance evaluat10n
dec1s1ons.
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• ATTACHMENT A

Spec~al Cons~derat~Qns for Promot~on

Select~on Boards should keep the follow~ng cons~derat~ons ~n m~nd

when cons~der~ng off~cers for promot~on. In general, the
~mportance of leadersh1p and teamwork/1nterpersonal sk~lls

relat1ve to other spec~f~c sk1lls 1ncreases as one moves up the
ranks 1nto more respons~ble pos1t1ons

A. Spec~al CQns~derat~QnS;

1. General

FS-2 and Below

Subsect~on A.2 , below, l~sts the Sk1lls, 1n order of
~mportance, for those at FS-2 and below. In add1t1on, Subparts
A.3 and A 4, below, descr~be values and sk~lls that character1ze
promotable performance at certa1n grades.

• 2 Most Useful Sk~lls

a. Profess10nal1sm/Qual1ty of Work/Management
b. Teamwork/Interpersonal Sk~lls

c. Leadersh1p
d Staff Development

•

3 Promot~on from Class 4 to Class 3

Employees should have demonstrated strong mot~vat~on and
comm1tment to the Fore1gn Serv~ce, adaptab~l~ty to the
demands of l1v1ng and work~ng overseas, understand~ng of
USAID's development role ~n support of U.S. nat~onal

~nterests and good knowledge of employee's profess~onal

d1sc~pl1ne. Strong teamwork and 1nterpersonal sk~lls are
necessary for the conduct of day-to-day bus~ness, e g., 1n
establ~sh1ng mean1ngful contact w~th host country aud1ences,
and ~n deal~ng successfully w~th colleagues, subord1nates,
super~ors w~th1n m1SS1ons and 1n AID/W

4 Promot~on From Class 3 to Class 2
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Employees' performance should demonstrate ~ncreas~ng

soph~st~cat~on and creat~v~ty ~n advanc~ng the Agency's
m~ss~on Employees should have made s~gn~f~cant progress ~n

develop~ng and cap~tal~z~ng on sk~lls and values to
accompl~sh operat~onal obJect~ves. They are expected to have
demonstrated good manager~al, negot~at~on and analyt~cal

sk~llsi well-developed knowledge ~n the~r chosen profess~onal

d~sc~pl~nei and should d~splay ~ncreas~ng sk~ll ~n teamwork,
management, and staff development.

B. Spec~al Cons~derat~ons: Promotion From Class 2 to
Class 1

Atta~nment of Class 1 ~s cons~dered the culm~nat~on of a full
career Employees at th~s rank are expected to formulate and
oversee ~mplementat~on of strategy ~n a sector or an area, to
help formulate ~nterna1/external pol~cy and carry out pol~cy

d~alogue, set ~mplementat~on targets and assess progress; to
be the pr~nc~pal spokesperson for Un~t/Sector/Area and/or
serve as Sen10r Techn~cal Adv1sor.

To be promoted to Class 1, employees should have demonstrated
cons~derably ~ncreased sk~ll and resourcefulness ~n manag~ng

for results and potent~al for work~ng w~th and through others
to ach~eve results, ~f appropr~ate for the employee1s
occupat~onal spec~alty

Employees should have clearly demonstrated effect~veness ~n

ut~l~z~ng values and sk~lls such as

o customer serv~ce,

a manag~ng for results,
a team-bu~ld~ng,

a match~ng leadersh~p styles to spec~f~c work s~tuat~ons,

a plann~ng work collaborat~vely,
o g~v~ng and rece~v~ng feedback,
a strateg~c plann~ng, conduct~ng pol~cy evaluat~on rev~ew

and/or us~ng evaluat10n data; and manag~ng confl~ct

They must also have demonstrated-ass~gnmentversat~l~ty (B~~e
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• Section~ D- below) •

Strateg~c plann~ng and conceptual sk~lls should be ev~dent ~n

the~r performance as well as demonstrated effect~ve use of a
fore~gn language ~n an overseas env~ronment.

c. Spec~al Cons~derat~ons:

Fore~gn Serv~ce

1 General

Threshold and Sen~or

•

•

In cons~der~ng employees for promot~on ~nto and w~th~n the
SFS, Boards should be gu~ded by the Fore~gn Serv~ce Act wh~ch

env~s~oned u. a Sen~or Fore~gn Serv~ce •. character~zed by
strong pol~cy for.mulat~on capab~l~t~es, outstand~ng execut~ve

leadersh~p qual~t~es and h~ghly developed funct~onal,

fore~gn language and area expert~se.1I

Boards should keep ~n m~nd that atta~nment of the FS-Ol grade
level represents full career ach~evement and that promot~on

beyond th~s level was not env~s~oned for the vast maJor~ty

of employees, nor atta~nable, g~ven the small number of SFS
pos~t~ons Members of the Sen~or Fore~gn Serv~ce serve ~n

the most demand~ng and sens~t~ve pos~t~ons ~n the Agency
overseas and ~n the Un~ted States.

In general, to be promoted ~nto the SFS, employees must have
successfully completed several d~verse and ~ncreas~ngly

respons~ble ass~gnments (See Sect~on d 5.b. UAss~gnmentsll).

It ~s also des~rable to have atta~ned language prof~c~ency

(S-3 ~n a category A language and S-2 ~n a category B
language) ~n at least one AID useful language and preferably
two languages, and to have served ~n at least one 20% oD'moJ::e

--"-~~

d~fferent~al hardsh1p post

Advancement and retent10n 1n the SFS depends pr1mar~ly on the
extent to wh~ch execut1ve potent~al ~s real1zed. The
assessment and recommendat~on for promot~on of threshold and
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SFS employees reflects the deter.m~nat~on that an employee has
demonstrated the ab~l~ty to fulf~ll the leadersh~p and
pol~cy-mak~ng respons~b~l~t~es of sen~or level Agency
pos~t~ons; that the employee has strong strateg~c th~nk~ng

and plann~ng sk~lls as ev~denced ~n past perfor.mance, and
that the employee has demonstrated except~onal ab~l~ty ~n

ach~ev1ng Agency strateg~c and operat10nal obJect~ves.

In the SFS, successful perfor.mance ~s character~zed by strong
prof~c~ency ~n v~rtually all of the Spec~f~c Sk~lls areas and
accomp11shment 1n Core Values, ab1l1ty to meld and draw on
these sk~lls and values to establ~sh and atta~n Agency and
U S. nat~onal ~nterest obJect~ves and goals; and strong
potent1al for assum~ng the broad, h~gh-level management,
teamwork, and leadersh~p roles wh~ch are ~nherent ~n any SFS
pos1t~on

•

Perfor.mance ~n SFS pos~t~ons ~s further character1zed by

o Foster~ng ("nurtur~ng") external relat~onsh~ps,

e.g , Host Governments, Congress, the Department
of State or other Federal agenc~es,

o Foster~ng EEO; •
o Manag~ng for results,

o Demonstrat~ng ~n~t~at~ve and ab~l~ty ~n assess~ng

how effect~vely the operat~onal un~t ~s

funct10n~ng;

o Demonstrat~ng the capac~ty to develop a "v~s~on"

for where the operat~onal un1t should be go~ng;

o Demonstrat~ng the capac~ty to commun~cate and ga~n

comm~tment of staff to "v~s~onlt and values;

o Demonstrat~ng super~or manager~al effect1veness
such as match1ng leadersh~p styles to spec~f~c

work s~tuat~ons, plann~ng work collaborat~vely,

g~v1ng and rece~v~ng feedback, team-bu~ld~ng,
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strateg~c plann~ng, conduct~ng evaluat~on rev~ew

and/or us~ng evaluat~on data effect~vely, and
manag~ng confl~ct,

2. Most Useful Sk~lls FS-Ol and Sen~or Fore~gn Serv~ce

The follow~ng spec~f~c sk~lls, ranked ~n order of ~mportance,

have proved most useful for those at these levels.

a. Teamwork and Interpersonal Sk~lls/Leadersh~p

b. Staff Development
c Management
d Profess~onal~sm/Qual~ty of Work

3. Promot~on to Counselor

Employees promoted to the Counselor level should have a sol~d

record of ach~ev~ng results and have demonstrated the
follow~ng competenc~es ~n ach~ev~ng results operat~onal

plann~ngi teamworki analys~s, strateg~c plann~ng and
th~nk~ng, manag~ng personnel and other resources, and, have
super~or long-range potent~al for assum~ng h~gher level
respons~b~l~t~es, e.g , more complex or d~verse operat~ons at
a larger m~ss~on or, ~n AID/W, on an Agency-w~de, bureau-w~de

or reg~onal bas~s

Wh~le there are a l~m~ted number of sen~or pos~t~ons for
spec~al~sts ~n the techn~cal and support ~reas, such
pos~t~ons generally w~ll have s~gn~f~cant execut~ve and
pol~cy-mak~ng d~mens~ons Boards should keep ~n ~nd that
upon promot~on ~nto the SFS the performance of spec~al~sts

w~ll be evaluated relat~ve to all employees at the~r class
level -- employees who may have greater execut~ve exper~ence

or manager~al respons~b~l~ty

To be el~g~ble for promot~on to the Counselor level, an
off~cer must have been ~n grade at the FS-Ol level for, at
least, one year and must have, at least, 6 years of USAID
exper~ence overseas as a d~rect-h~re employee .
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•
4. Promot~on to M~n~ster-Counselor

In cons~der~ng employees for promot~on to the
M~n~ster-Counselor level, an even greater emphas~s ~s placed
on broad, substant1ve pol~cy for.mulat~on and execut~ve

management To be cons~dered for promot~on, employees who
have progressed through techn~cal or other profess~onal

channels should have demonstrated a broad capac~ty for
manag~ng for results 1n the~r own profess~onal d~sc~pI1ne and
preferably across funct~onal l~nes as well.

Any employee promoted to the M~n~ster-Counselor level based
on techn1cal or profess~onal sk11ls alone should be an
acknowledged and establ~shed leader ~n h~s/her f~eld

5. Promot~on to Career M~n~ster

F~nally, for cons~derat~on for promot~on to the Career
M~n~ster level, the h~ghest level ~n the SFS, employees are •
expected to possess the broadest poss~ble execut~ve

leadersh~p and pol~cy-mak~ng capab~l~t~es The Career
M~n~ster rank ~s parallel w~th Execut~ve Level IV, ~.e., the
rank held by AID Ass~stant Adm~n~strators and Department of
State Ass~stant Secretar~es

The rank of Career M1n~ster ~s reserved for a small number of
truly outstand~ng sen~or off~cers who have cons1stently
demonstrated super~or ab~l~ty ~n manag~ng for results by
d~scharg~ng the most respons~ble and d~ff~cult dut~es ~n

support of the Agency's m~ss~on and the nat~on's fore~gn

affa~rs goals

Employees promoted to Career M~n~ster rank should have the
capac~ty to serve as a Deputy Ass~stant Adm~n~strator, or ~n

other pos~t~ons of comparable rank ~n AID, the Department of
State or ~nternat~onal organ~zat~ons. Consequently, no
employee should be promoted to Career M~n~ster who does not
have a broad and proven ab~l~ty to ach~eve the h1ghest order
results through manag~ng the Agency's largest and most
complex programs overseas and ~n the Un~ted States
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D. Other Factors for Board Cons~derat~on

1 Increas~ngly Respons~ble USAID Ass~gnments

The Agency seeks to move FS employees, based on per£oxmanc~
_ -d b1r~

and potent~al, through a ser~es of ~ncreas~ngly respons~Dre
<J ...~t4--

ass~gnments wh~ch promote mastery of the spec~al sk~ll~-and
::::;}'-- ....

prov~de geograph~c and funct~onal versat~l~ty needed to meet
-~~ ......

the Agency's long-ter.m requ~rements to ach~eve results 1n

susta~nable development

2. Substant~al USAID Overseas Serv~ce

A pr~ary purpose of AID' s Fore~gn Serv~ce group ~s

conduct development work overseas. Wh~le a Fore~gn

career w~ll cons~st of both serv~ce overseas and ~n

Un~ted States, a cons~derable port~on of the career
spent ~n overseas ass~gnments. G~ven the nature of
ass~gnment real~t~es, ~t may not be poss~ble for all members
to match the Agency' s ~deal of spend~ng no more than s_J.x
consecut~ve years ~n AID/Wand not more than ten consecutJ...ve
years overseas. It ~s the Agency's goal to have all members
serve a substant~al amount of tJ.me overseas wh~le ~n the
m~ddle and sen~or grades

3 D1vers~ty ~n USAID Ass~gnments

Boards g~ve equal we~ght to overseas and USAID/W serv~ce.

However, Boards g~ve cons1derat1on to those employees who
have served ~n two or more geograph~c bureaus ~n USAID/Wor
overseas, and those employees who have expanded the~r

understand~ng of the Agency by serv~ng ~n non-geograph~ca..!

bureaus Such d~vers1ty ~n ass~gnments ~s essent~al for
development of execut1ve potent1al. Because of our
1ncreas1ngly 1mportant role 1n human1tarJ.an response and
rebuJ.ld1ng both 1n the wake of, and 1n plannJ.ng for the
prevent10n or forecast1ng of, natural and polJ.t1cal
upheavals, Boards shall g~ve equal cons1derat10n to these
efforts
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4. Board Serv~ce

Serv~ce on USAID select~on, tenure and tecbn~cal rev~ew

boards g~ves employees understand~ng of the Agency that ~s

d~ff~cult to repl~cate ~n any other manner. Select~on Boards
should g~ve pos~t~ve we~ght to such exper~ence. Boards also
should v~ew pos~t~vely s~m~lar act~v~t~es that benef1t the
Agency as a whole and from wh~ch the employee ga~ns a broader
and deeper understand~ng of the Agency as a whole, e.g., a
maJor Agency reorgan~zat~on task force, comm~ttee or work~ng

group.

5 Non-Trad~t~onal USAID Ass~qnments

As USAID re~nvents ~tself, employees are faced w~th work
s~tuat~ons character~zed as "trad~tJ.onal" or "non-trad~t~onal

or nre~nventJ.on" related Sucn non-t:rad~t~onal" or
nre~nvent~on" related work ~s ga~n~ng ~n ~mportance

Select~on Boards are to cons~der such work as equal J.n
J.mportance w~th "tradJ.tJ.onal" USAID work. The followJ.ng are
representatJ.ve

o WorkJ.ng on teams.

o ServJ.ng J.n reJ.nventJ.on labs or sJ.m~lar sJ.tuatJ.ons

o Ass~gnments J.n non-tradJ.tJ.onal programs as the agency
expands J.ts focus.

o PartJ.c~pat~on ~n un~que sJ.tuat~ons such as downs~zJ.ng,

closeouts, and phaseouts that are necessJ.tated by
changJ.ng ~nternat~onal and pol~t~cal cl~mates

o Performance of work outs~de of or J.n add~tJ.on to the
class~c work of a backstop should be cons~dered equal
~n ~mportance w~th normal backstop work

~~s"J.gnments outs:I:de the Agency" to the' De?~~e:t:..~~;_~.EC!t:!~
other~Federal agencJ:es-; 'v Congress-;-InternatJ.onal.

- - - -
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OrganJ.zations, non-government' organJ.zat:Z:ons,-=and prJ.vae'e
voluntary ~rganJ.zatJ.ons;-whJ.-c~~~re-reJ;at-ed~t6'"Agein-cyl-::~

..... _ "'"'" - - -- - - - ......... ........:"_ ,..._ ~~ _. -../f>;w 'O,.l:

prJ.ma'Z'Y £unctJ.ons·,- may provJ.de ""eXtferJ.enc'E!s:: that wnl~enh""1lnce

~~ ~~~o¥~et:':'_ ~.?=~__~~J.J:rs c:n~~~g~~.=n=t:~~&~~~iii·'· --
Boards -shalr gJ.ve fuLl: -cred:tt"- to emp'royees:::whO:-lia.ve- l::ie-eIf

hi. _ .... _ ,,_ _..,. _ _ -..-....... __ "-"-....,"" -'~_.....:::.-~_"'!.-~~~.........~~~

wJ.~hng~ to~_ex~en~ profesBJ.onal:..ca~a?=~t:~~~a~'p~V~
assJ.'9'J:lments for -approprJ.ate< per.J.odS2"O£ :.time:;"""(I:fot=-1I1or~

three-yea~s)-: aid/or at ttfe:-dJ.scr-eti"6n -o£~-:;the.-i:genCyan-6io
..... _ _ _ _ >.<_ _ _ ....... _ -. __ ...,.A.- __ -.4''''>-- ~~

have used- them to enhance theJ.r long- term. potentJ.al W:Lth'"'J.'I:l:_......-. '- _ ....- - """ """ ..... -- .... .::: - ..._"""'~
the Agency.

7. Tra~nJ.nq Ass~qnments

USAID related traJ.nJ.ng assJ.gnments are of fundamental
J.mportance to career development, J. e , preparJ.ng for hJ.gher
level respons~bJ.l~tJ.es. Boards shall g~ve equal
consJ.derat~on for career development act~vJ.tJ.es, ~ncludJ.ng

language and long term tra~nJ.ng, undertaken by employees J.n
evaluatJ.ng the~r overall performance and potentJ.al ThJ.s
J.ncludes grades and/or other evaluatJ.on materJ.al of language
and other long or short term tra~nJ.ng programs.

8. HardshJ.p Ass~qnments

ServJ.ce J.n USAID hardshJ.p assJ.gnments (J..e., at posts wJ.th
20% or more post dJ.fferentJ.al and/or danger pay) can
demonstrate a ded~cated and dJ.scJ.plJ.ned attJ.tude toward the
ServJ.ce SelectJ.on Boards shall gJ.ve due consJ.deratJ.on to
employees who have worked successfully J.n dJ.ffJ.cult and
sometJ.mes dangerous envJ.ronments and who have used such
experJ.ence to enhance theJ.r contrJ.butJ.ons to the ServJ.ce and
to develop theJ.r own performance and potentJ.al

9 Short-term AssJ.qnments

Short-term assJ.gnments, J.n and of themselves, to a complement
of a year or less shall not be consJ.dered a negatJ.ve factor
J.n evaluatJ.ng an employee. Extended perJ.ods spent assJ.gned
to a complement need to be explaJ.ned J.n the employeels AEF
BarrJ.ng exceptJ.onal cJ.rcumstances, such extended perJ.ods wJ.ll
result J.n a loss of competJ.t~veness•
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•10. Cross-funct~onal Team Ass~gnments

Cross-funct~onal te~ ass~gnments, such as a maJor Agen~y- - --~

task forces, are ~portant both to the employee's car~~~

development and to - the Agency's abJ.lJ. ty to -a.ccompl~s~s..... ... - - ... ---> ..../~-~
mJ.ssJ.on. Such work should be. consJ.dered equal~~ ]_~~~

W:Lth. II trad::Lt~ona~1I USA"ID work. Most often; employee~
- - - -- - ~ -- - - -- -- - - - - - -=--~

carry out these dut1.es l.n -tandem w1.th the1.r re-gular
~ __ ......l--.-

ass1.gnment. A serJ.ea of cross-funct~onal team assJ.gnm~t~~2n- -- - - / -~
11.eu of a regular assJ.gnment J.S not encouraged and ~o~~~=

detr1.mental to an employeels career development.

11. Leave W~thout Pay

SelectJ.on Boards shall rate all employees, ~nclud~ng those J.n
non-duty status (Leave WJ.thout Pay), based on materJ.al J.n
theJ.r evaluatJ.on f~les J.ncludJ.ng materJ.al submJ.tted by the
employee explaJ.nJ.ng how the detaJ.l experJ.ences J.mproves the
employee's USAID related skJ.lls Boards shall gJ.ve due
credJ.t to eVJ.dence that such employees have made use of such •
perJ.ods to J.mprove ForeJ.gn ServJ.ce related skJ.lls

12. DetaJ.ls To Other OrganJ.zat~ons

For employees seconded or detaJ.led to other organJ.zatJ.ons,
SelectJ.on Boards shall gJ.ve due credJ.t to eVJ.dence that such
employees have made use of such perJ.ods to J.mprove USAID
related skJ.lls. Employees on secondment should assure that
current evaluatJ.on materJ.als are provJ.ded to M/HR/PMES/PMA or
IG/RM/PFM, as approprJ.ate, for placement J.n theJ.r offJ.cJ.a1
performance evaluatJ.on fJ.le

~. rdentify~ng Perfo~ance Problems

Eroards-wJ.11 gJ.ve partJ.cular attentJ.on to an employee's
~.-- -'" -
ReFfq~ce, l.n regard to the factors l~sted below. The p~esence
~ ........_........ --.....-..~--

~~'one_ or more of these factors may be _cause for precludJ._~~~

pro~otJ.on recommendat~on or J.nclud1.ng an employee J.n the
relat~vely less or least competJ.tJ.ve category and, possJ.bl~

referral to a PSB·
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• Absent m1t1gat1ng c1rcumstances beyond the~emplo¥~¢~s

control, fa1lure to complete a wor~obJect~ve-ro~~~e
__ .... 1.,.:iI..at~

current rat1ng per:Lod. FaJ..lure to complete-work- ~-

obJ ect:Lves for several rat:Lng perJ.ods (three.. or,:. mo:r.e-t.
~ __ _ 4_ I\.- ""' ... -"' __.......-........... f...-~~~.....

could result 1n referral to the Performance:S~anda~ds__ _........... -..z_Jit~~

Board.

Reluctance to accept respons:Lbl.l:Lty.

Marg1nal productJ.V1ty J.n reachJ.n~ estab11shed worK--goals.

Lack of adaptab:Lll.ty

•

s. Unrell.able performance under condl.t:Lons of hards~rp:~~

danger.

Fal.lure to carry out properly ass:Lgned tasks wJ.,t1Un.. an
establl.shed tJ.me frame or a reasonable perJ..od of -tlJIle
1.£ no deadll.ne J.S estab11shed •

Less than full comml.tment to the Agency·s EEO pro~~~~

and polJ.c:Les.

•

8~ Refusal to accept or J.mplement leg:Lt~te dJ..rect1ves
from authorJ.zed off:Lc:Lals.

9T Inab:Lll.ty or unwJ.lll.ngness to work fa:Lrly and
cooperatl.vely Wl.th supervl.sors, colleagues, or
subordl.nates.

J:()7. For rat:Lng of.fJ.cJ.als w~o prepare evaluations:-_-_:~m~
b:Lased, evaS:Lve or conen.stently late Teport:~._

EvaluatJ.on reports whl.ch are prepared J.n a careress~or_....:-- ..... - ---_..... -. -. --- - _..... _...... ----......- - _.. ' .. ""'"'-

J.ncomplete ~nne:r:, _are ~J...':ls_ed or ev~~~!e-!-_0.E=,!~ch

overrate an employee are un£a'J.r to all ~emp:toyees,­

detrJ.~ental to the rated-employee·s-rong-teIi1-ca~eer
and m:Lslead:Lng to management:.

~l. DefJ.cl.enc:Les J.n the substant:Lve knowledge requl.r~d~t?

be competl.tl.ve at current class level and hackstop~
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