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AID Ins experienced and 111adc quite a lot of history 'with its aCCl1l11ulatcd <l.cliviti •.'.
in forelgn a~si5tance to a wick range of countrics O\'er SOI11t:' 30 y,~ars. (The nan1e
AID is intl.:nd.~d 10 cncumpass predl.:cl~ssor .J.gcncic~;.) Since AID lln.s been an UI1USU3 I
innov<>ti\"(: al~ency, t hi.s hblory should be of 1l1O\'C 'han usual intcrl.:td. Uut it i~; so!n'.'
tinles said that AID has no tnernory. and so cannot ll~arn from ils o'\':n experiences.
Individual employees and contractors of AID do store up the lessons fl'O,)} their o',\'n
experienc:('s, apply them <!os (hey ","ork in one pIa,ce after another, and convey t!lI'n1 111

son"le degree to those who work with thenl. Rut this is a non-systcnlatic v.ay uf 11"1,
bilizing cxperie ee, and it is -·Neakened by the tcndency alnon~ m~,IlY of A[D's tC':h
nicians and administrators to lea\'l.:~ the agency aHer only a iew as~ignments: c\.::n
the morc cndurin~ staif rio not ahvays sec AID as their n1ain carel;I'. The ~ho]'1 and
medium run turnover in AID has been unusually hibh for rea:,ons havL1.g LO do with 'I
"non-pcrlnanent" character and its reliance on a wide spectrum of specialists II-' P('l'

form changing functions.

Institutional l1"len"lOry is normally nlaintained by paper records ",,'hen hmnan rnenl(J:
arc insufficie:1.t. AID's praeti::ioners leave behind thern a record of routine reports:
ample in vo!Lln1e but questionable in SaIne other respects. Aside fron"l reports or. m:
or transitory rnatiei"S for operational purposes, 100 many reports on project:; or ol:h·,'
activiti~s all~ written in part to boost or Inaintain support 101' progr<l.n"l3 011 which thL:

reputation, c",'en the job, of the '''''Titer rna)' depend. Further, thCl"e is a tendency ret
those who ha":c chosen to take thr:.~ir specialties overseas with AID to he rnissionarie"
or at least sincere believers in the value of their part'cular activity - a view which
would color their int~rpretationof realities. Thus, the cum,ulative record of routin,
reporting from the field, or indeed vf rnany reports at headq uarter s (given an e:ffort
to move supporl in onels Lureaucri<.: i.e dir!:clion), rnay well ue unreliable as hi~l.ory

or as guidanCE: to operational decisions.

AID has attacked the latter problem through the program. for project evaluat'on
by ~rsons detached from the projccts under revic'\\'. Compl'ehendve and reiiner.:
methods of projcct appraisal ha"ve been developed; and with the passage of tinl~ the
applicatior~ of these techniques to more and more projecLs is bui.lding \lP a b2.~k]og

of high (iualit.y evaluations. While thes~ evaluations are designed in large part Lo
guide Iv1isE'ion ':1irl::clors rather tha.n to serve as elelnents of a com~osite history (or
so I've been told), they should be able to perlorrn ihe latter function as well. AID
has also been irnpro ..... i .g its inst'tutional IneInory by reforms in its record keeping
systerns. Cocnputerization with attention to subject classification and cross rcieren
is one aspc:c: sys ematlc abstracts written on AID - ~upportcd re~ ea.rcll activiti~s

is another.

The preceding descrip ion (Which is not cxhaus ive) deals with inputs to an institu
tional memory. For such a tnerilory to be acti\·ated, rnore i.,; required: the ilenlS
on the record must be reviewed and analyzed, and their lInplications [or policy brr.)u
out. Frequently there will be contradictory implications in the experiences l' eVie"Nt:
so there must be further analysis of the evid •.:l1ce as it hl~ars on the relative virtue3
of one policy or clu::,ter (J'f policies as against anoth.::r. Whi.le there are different v:a.
of going about ie, some such process of 3c.'?.rc:h) assemhly, a:1alysis of evidence, fol
lowed by al1..:i.lysis of gcneralb:.cd inlplicatiol\s is n\:l::clt:d to ind thl:: les sons Ironl l~dI)

experience.

AID has under~akcn this kind of process ;'0:- d~fined functional progran!s, witb
varying degrees of tho~'oLlgh:less. in its Sprin~ Reviews - - another AID innovatio:l.

jharold
Rectangle

jharold
Rectangle



- 2 -

.iD has also generated thoughtfnl ana.lysi~ of problerns by one or a icw rl~ople, and

his has led to occasional think-pieces inside the agency and vllhide -- whether as

)iscussion Papers or in other fornlats. The bpring He\'iews al"\.~ the mo::;t system;;.' ic

)f .these efforts to 1110bilize experience and draw conclusions tl l:refrolll. III svIl1e

:ases the research effort ha.s led to a considerable accumulation of knowh~dge (de

?ending of course on its scope, which refleds its budget); and l Il' combination of

research with policy consideration, and thL' bringing together vt acatlcmics with prac

:itioners and of U. S. experts with LDC nat ionals has been fruitful. The problems

~ith the Spring Review as a general method are, first, that it .akes a great. deed of

manpower - - requiring both effort and money - - to do a mcallil1 ..~ft 1 job in this 'Nay;

:lnd second, that the residue it leaves behind does not do jnstice to the magnitudes

::>f the inputs. Usually there is a big heap of docun"1cnts, extrenJ(~ly hetcrogl:ncous as

well as bulky, and although there are orten very good item.s an10n~'. then1 thl;~se are

hard for a reader to identify -- so they all tend to remain in a ne!!lected pile. 1 he

sumInary reports, which survey findings and give policy conclusivns)are more acces

sible and are widely circulated. Thesc are valuable and useful; but for th~ir purpOst~:;

the review of findings is necessarily too short and streamlined lO convey nlUch of

the flavor and complexity of what lies behind it.

Does it matter that AID is letting much uf its history slide into oblivion? Ther,,-:

is a great deal of it that is not '\\.'ith preserving. of course, and the question is whe

ther there is an appreciable amount which could be of value that i~ not being retained

or mobilized under present procedures. Jvlorc and 11101'e organizal ions today are

keeping Inore and n10rc records. but the case for doing this should not be assum.ed

without question; records should have EOn'le prospect of being used for meaningful

purposes. AID's experiences should be unusually meaningful to the ex ent that

they can illuminate the development proceBs through which the Third World is mOVi!ig.

a procells which is in1perfectly understood -- though n1Uch is heing leal"ned -- bu!;

which will increasingly shape the world around us. The U. S. will find Third World

relationships impinging on our economy with growing force as time passes; even tl

reversion to a politically isolationist stance. if it recurs, would not elin1inate our

dependence on in1ported materials. AID's history should supply insights into both

the developInent process itself and the ways in 'which various U, S. contributions to

Third World developInent have worked out i.n practice.

1£ there is a general case for learning luore from AID's history, what would

be the Inain uses of ~uch lessons, and in what form would they be most llseful?

Perspectives from past experience are certainly helpful Lo avo iel making the same

mistake repeatedly. or to find and replicate successful policies. But this puts the

matter too simply: clearcut victories or disasters may be easy to remernber witho 1

special effort, but there are many more exaluples of policy results that are harder

to characterize and eas ier to forget. This I s especially true where reasons for

"success" or the lac!': of it arise more from the conditions i.n the LDC than from the

U. S. policies or intentions in question. Lessons from history thus require not

only a review of v hat happened but a disciplined analysis of v.. hat it was that led to

particular results, even though something different could have been and perhaps

~as expected in the basis of earlier experience. Policy pren1iscs may h~ wr()[I~,

or ·t!t~y may be wrong in some places, or ai. particular time~, but not universally.

It is in this kind of inference from experience that is less obvious that a systematic

analysis of history r.an be potentially most valuable for policy development? and

especially in a field where there are numerous unkowns and the known elen'lents

may be in a state of" flu.x.

If this is valid, what would be the best way to focus the assembly and analysis
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)[ expericnce for obtaining nl0st useful rcsults, and at reasonable cost? Se\'eral
Jossibilitics can he cited: 1) T lC Sprin~ R<"views, discusscd carlier; 2) the ~d

10.£ support of individual lhinkpieces by ab c and concerned people undcr nOtl-l"Ollli.tle
~ID contracts, or on lcave fron1 AID duties, as probk!ns appca:" to pn:scnl i.henl
;elves; 3) a systematic composition of offidal AID policy statements on c1cl:ined
subject areas, produced by AID personnel with official clca'ranCt.~s (these could be
~laboratcd luore than they lave bcen so far to resscr!lble the World Gankls Sector
Policy Papers); 4) a massive, scholarly hi::;tory of AID by dbtingui,shed academics
""ith foundation auspices (like the mulli-volume history of the 'Vorle! I3ank by 1\:;her
:Lnd Maso~); or finally 5) a systenlatic scries ,f products of inlcrlllediate length,
?roduced by AID contractor s with AID collaboration. covering pl~rtinent sector s '.':ith
:L review of enlpirical findings and ,1n analysis of policy op1.ion:o (as opposcd to a .prc
sentation of official policy views and conclusions).

I would argue the virtues of thc last approach as follows: A :··ystematic scrics
~ill accomplish more than ad hoc compositions by ensuring a persistent effort to
examine all policy areas. illcluding not only those with recogni,~ed problen-ls but
~hose where opportunities and problems rnay be ji1':id~luately recognized. Policy
a.reas and elnphases change frOln tilue to tin1e, to be sure; but histories and analyses
:an a.ld should be updated and reexamined periodically in any case.

An inlcrn"lcdi le sized product. not att~mp~ing a. complete history of AID nor
a.ssembling an undigested pile of en1pirical studies. yet giving readers a stronger
sense of what has happened and of the lllterelationships involved than could a state
ment oriented rna lnly to cur renl policy ('ondus ions, would supply a need that is not
"lOW being met. M~' 3uggeslion would be for 100-150 page analyses of functional
[rather than geographical) policy areas, written at a professional level for pot~ntially

:1onprofes!:iiona readers. (There may also be a place for country-based or regional
h.istories and analyses..lcadil:g to geogr c1_ ~ical1y defined strategies, such as that
:>f Jacoby for laiwan.\·~;'fbelieve' more co.uld be learned from systematic functional
surveys that would be rappropriate to AID's policy making rCCjui~.·en1ents: country
:>riented general policy surveys are being gcnerated in various iot"ms under present
routines. and the coordination of U. S. policy among he offices dealing with one
nation is better, attended to than are the functional cO:lsequences of AID pro t;ranls. )
fJow broad each functional area for a singlll report should be is a question to be
3.nswered with consideration of matters such as cost, level of interest in topics, t,i!nin~

[ could envisage, for purposes of discussion up to perhaps a dozcn functional areas
for a systematic coverage of AID activities in 100 -150 page conde,lsecl pres cntations.

What should be the ingredients of such a product, if it is to do something that is
not already being done? The high-quality evaluations of AID projccts in a givcn
field would be basic building LIc :::ks. How n"lany of the nl0rc routine AID reports
would prove valuable lS difficult to say without tryit g it out -- some would. of cours ,
but a system for screening them would have to be de "eloped. Beyond that, it would
be important to Jearn whal the leading AID practitioners in fiel X have concluded
from their experiences. This could best he achieved by interviews with both present
:lnd former AID people, including retired practitioners, and pcrhaps with ';omc
other experts in the Field who have not work.=.:d for AID. The qncstion of ho,... much
of the non-AID experience should also he examined is one which lYtUSt be answered
in practical terrns: a good repoJ:l would certainly not be c:onfin(.~d to AID projects
(Spring Revicws are not), but tirr.l8 and cost and pcrhaps lirnitccl access tL~ n1atl.!rials
will sel limits to how far t'1e cxploration can be carried. ,An \~ffort to review the lit ..,
plus some pertinent inLerviews with leading thinkers, may represent a suitable
compromise in the non-AID covcl'age.
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Each product n1ust contain a review of experience, u~ing •.:xall1ples of part kula.':
as appropriate, but it should not be given a project-by-proj<:et form of presentatiotl
'Well-rounded descriptions of some key project experiences should not be ruled au!,
however, and there ought to be a flavor of the field reflected, not just ivory !.O\Vel"
taxonomy and logic chopping. Ncverth l~ss, the analytical portions would probably
be the heart of Lh~ endeavor. This should inc1ud I' analys.cs by problem. along wi.th
the relevant policies, and then analyses of the implications of one policy for other
prc:'lem/policyareas. A review of innovations, innovaCi,rc suggestions, and arc .
for research should be presented. '" hether these strands could then be woven i.at
coherent strategies, or presented in ternl.S of bas.ic strategic choices, is less cas'
to project in undefined territory; but certainly the effort should be made to organi;.·
rather than merely list, the policy options.

Beyond this it is difficult to generalize without trying out the art form, which i~

not quile the same as any existing product. But it is appropriate ·~o conclude with d

few words about my exp~rience in writing Credit for Small .Farmers in Develo~

Countries as part of the 1973 Spring Review, as this is the closest thing to a lTl·)dcl
for my proposal and was the starting point for the thinking 011 the subject. It
demonstrates that son1ething along these lines can be done, and within certain time
and cost boundaries.

In the 1972/73 planning AID decided that an inter nl.ediate book- sized product fran.
that Spring Review was desirable, and commissioned nie to do it. It may have been
conceived as a job of editing extracts from SR reports with a bit of filling, but I four
it would[!lt work that way. The SR Analytical Papers just did.r.'t have in them. adequa
coverage of large portions of the subject, while the SR project reports could not bt~

used as text. So I ended up writing two thirds of the pages and adapting SR papers
for the rest - - the latter largely in a section giving alternative views on the role
of credit. The completed book had 270 pages, which is longer than the fornl. I
am suggesting as appropr:ate for the proposal above.

It took 12 months to complete the first draft; during the preceding year I had
spent perhaps two or three man-months reading SR papers and going to the regionill
conferences; following the fir st draft, another six monLhs w(~re occupied in getting
revision ideas from ALDIs con1mlttee for the book and incorporating these plus nl.y
second thoughts into the final text, Since I was also getting ont the Development
Digest during this period (but with more assistance than usual), the dim<::nsions of
that venture required ~l)rnething like two-thirds of one person's time over a bit less
than two years. This jo\) could have been done in different ways with differing tin1e
requirements; and in any case the inputs and product of the proposal above are
different from the book. But I believe this ('xperience can provide some basis for
estimating feasibilities of intermediate-sized reviews of his ory cum analys€::s of
i1Ilplications.


