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HE public release of the report to the
T President, Partners in Progress, prepared

by the International Development Advi-
sory Board, which recommended a worldwide
economic development program, has focused
interest on the existing pattern of United
States technical assistance programs abroad.
This report, prepared by a group of eminent
Americans appointed by the President under
the Act for International Development (Point
IV program), is another indication of our coun-
try’s determined effort to find a positive ap-

proach to the task we must face up to. In the -

words of the report, this task is “the strength-
ening of the economies of the underdeveloped
regions and an improvement in their living
levels” as “a vital part of our defense mobiliza-
tion.”

.The International Development Advisory
Board report recognized that The Institute of
Inter-American Affairs had pioneered in estab-
lishing an effective technique for economic de-
velopment, tested in the only cr_ucible that can
provide a realistic measurable gauge—experi-
ence and results. It recommended

... the creation of regional institutes for the
Middle East, Africa, South Asia, and Southeast Asia
similar to the Institute of Inter-American Affairs.
These institutes should be used wherever practi-
cable as the vehicle to set up joint “servicio” units
with other governments to carry out cooperative
jointly financed programs in the fields of health and
sanitation, agriculture, education, and public ad-
ministration. (p. 68)

The key word in the board’s statement is
servicio. Why a serviciof How does it origi-
nate? How does it work? What are its results?

Servicio is the generic name of the adminis-

trative device through which the Institute
works with the other American Republics in
the execution of technical assistance or basic
economic development programs. The Spanish
word servicio means service; it is also the syno-
nym for government bureau in the United
States. A cocperative servicio is 2 bureau or de-
partment of a ministry of a Latin American
government, such as the ministry of agricul-
ture, public health, or education.

The board’s recommendation was based
upon the results of over nine years of experi-
ence of The Institute of Inter-American Affairs
in working with the governments and people
of the othér American Republics. These years
were filled with study, thought, and experi-
ment to determine how nations can success-
fully work together in solving basic economic
problems. There were difficulties, disappoint-
ments, hard work, and slow but sure progress.
Gradually these efforts resulted in tangible ac-
complishments that pot only helped in the
basic technical service fields, but also contrib-
uted in further cementing the friendships of
the peoples and governments of the Western
Hemisphere.. This effort represents the ex-
perience of the personnel of many nations
working together—the United States and eight-
een of the other American Republics. This is a
program of all these nations and their techni-
cians, not the work of any single nation or
people.

The Institute of Inter-American Affairs is a
United States government corporation, at-
tached to the Department of State, which rep-
resents the government of the United States in
cooperative technical assistance activities with
the other American Republics. The coopera-
tive servicio concept developed by the Ameri-
can Republics and The Institute of Inter-
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American Affairs has gained administrative
support at the highest government levels in sov-
ereign nations and also grassroots support
from the most depressed groups of people in
these nations.
I

How did the servicio method come into be-

ing? Back in 1942 the world was at war
and the United States and its Allies were work-
ing to strengthen themselves for the showdown.
The Western Hemisphere required- protection;
United States and Allied soldiers were sta-
tioned in places in Latin America where ma-
laria and other health problems had to be met
if the men were to retain their fighting
capacity. Our Allies and, the civilian popula-
tions supporting them needed rubber, but the
rubber trees in the Western Hemisphere were
generally in isolated areas where there was no
adequately organized medical assistance to
handle grave health problems. Many strategic
materials required for defense could be ob-
tained only if the Latin American govern-
ments stepped up their production. Food pro-
duction, too, had to be increased to meet the
Tequirements resulting from lack “of shipping
and population dislocations. Governmental
administrative structures needed strengthen-
ing.

The Ministers of Foreign Affairs of the
American Repiiblics meeting in Riode Janeiro
in January, 1942, agreed to cooperate with one
another in the solution of these problems. But
having adopted a policy of cooperation, the
American Republics were faced with the ques-
tion of how to proceed. The Institute of Inter-
American Affairs was organized in 1942 to as-
sist in handling these problems.

Immediately Nelson A. Rockefeller, the co-
ordinator of the Office of Inter-American Af-
[airs and president of the Institute, was con-
fronted with the question of how best to pro-
ceed to assist the governments of the other
American Republics to construct dikes, drain
swamps, spray infested areas, provide new pub-
lic health and sanitation facilities, expand
agricultural activities and produce more food,
and train administrators for public service—
how in general to work with the governments
of the other American Republics in the solu-
tion of these and other related problems.

If you were an official of the United States

government charged with these responsibili-
ties how would you meet them? As you think
of this question, keep in mind that

1. The work to be performed is in the other
American Republics where you are a foreigner
and the nation you represent is a foreign sov-
ereignty.

2. The other American Republics are sov-
ereign states as is the United States. If the situa-
tion of need were reversed, ask yourself how
you would like to be approached as the recipi--
ent of aid. -

3. The activities to be undertaken and the
work to be done are the responsibilities of the
American Republics, not the direct responsi-
bility of the United States, but the United
States is willing to respond to the request for
assistance from its fellow Republics. |

4. The programs involve expenditures of
funds, the relationships of governments and
people, problems of conflicts of law, and many
matters of national and international relation-
ships.

An examination of three of the principal
methods by which nations can work together
will demonstrate why a decision was reached to
use the servicio method.

First, the United States can send advisers to
consult with the representatives of other coun-
tries. In some instances the consultant has only
advice to offer; in others his advice is coupled
with funds to be made available, generally as
grants, upon the condition that the country
accepts and follows his advice. This method
works well if the advice is followed, but some-
times advice is not accepted or is accepted only
in part. If the advice is not accepted, the ad-
viser can withdraw in humility and return
home; but this does not get the job done. If
the advice is accepted in part and the country
he represents is satisfied to have only this part
accepted and followed, the adviser can swallow
his pride and remain. The Institute uses this
advisory method only where joint operations
are not required to accomplish certain desired
results. ’

Second, the United States, on the basis of
an understanding with another country, can
have its officials perform the furnictions which
it wants accomplished within that country.
This is a direct government operation that
puts the United States in business in a foreign
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country. The United States followed this
method in some fields during World War II. It
is a serious question, however, whether the
United States should go into business in the
fields of construction, public health, agricul-
ture, and transportation within the sovereign
jurisdiction of another nation except under
unusual circumstances such as exist during a
world war. _

Third, the United States can enter into a
partnership arrangement with other countries
and they can jointly undertake to execute pro-
grams through a servicio. This device incor-
porates the general advantages of the first two
methods and avoids their inherent disadvan-
tages. United States technicians, as members
of the servicio, advise and work with officials
and technicians of the other government, not
as advisers and receivers of advice or by unij-
lateral action but as partners.

A servicio is not like Topsy—it doesn’t just
grow by itsell. It is the result of a series of
premeditated steps taken by two governments.
An American Republic requests assistance
from the United States on a particular prob-
lem or in a general feld of activity. After
consideration and upon acceptance by the ap-
propriate officials, the United States responds
by sending an official of the Institute to ne-
gotiate, under the guidance of the American
Ambassador, what is called a “basic agree-
ment.” In this agreement the American Re-
public undertakes to establish a servicio as
a part of the ministry having jurisdiction over
the particular activity—for example, agricul-
ture, health, education. The government
thereafter creates a servicio, by executive order
or legislation or both, and vests in it appropri-
ate powers and authority.

Thl_ls, a servicio is born, It is an executive
agency of a special or emergency nature, as
distinguished from a permanent or constitu-
tional ministry. It is endowed with special au-
thority by the country which creates it and is
endowed with special personnel by the coop-
erating countries. Inevitably, because of the
intimate mingling of the two sets of person-
nel from two nations of somewhat different
culture and living standards, the servicio is

- possessed of a special spirit and a new pattern
for activity.

111 .

ALTHOUGH the servicio is a part of a ministry,

it is autonomous in many respects. Its
autonomy is derived from the authority vested
in the director to determine, with the concur-
rence of the minister, the administrative pro-
cedures to be followed by the servicio. It has
a special bank account over which it has ju-
risdiction. The servicio may be relieved, by the
determination of the two partners, from most
of the fiscal laws and regulations. applicable
to the regular branches of the ministry. It
exists for the sole purpose-of carrying out. 2
program of development and improvement
within the limits of the selected field of oper-
ations as planned, developed, and agreed to
by the representatives of the two governments.
The Latin American Republic is represented
by the minister of the cooperating ministry
and The Institute of Inter-American Affairs is
represented by a chief of field party. The In-
stitute sends to the American Republic such
technicians as are required and names as the
head of the group.a chief of field party. The
minister and the chief of field party are co-
equals in developing the administrative tech-
nique to be followed by the servicio.

In order to make effective use of the admin-
istrative and technical skills of United States
personnel, the basic agreement provides that
the chief of field party shall be appointed
director of the servicio. One man thus holds
dual positions—as chief of field party he is an
employee of the Institute; he is also director
of the servicio. The Institute pays thie salary
and expenses of the chief of field party and
no compensation is paid as director of the
servicio, . .

The Constitution of the United States pro-
hibits officials of the United States government
from accepting honoraria, gratuities, or posi-
tions with foreign governments uniless author-
ized by the Congress. Congress, however, has
recognized the merits of the arrangement of
having an official of the United States govern-
ment appointed director of the servicio, and
has given express authority to Institute offi-
cers and employees, when approved by the
Institute, to accept and hold positions to
which no compensation is attached with gov-
ernment agencies of the other American Re-
publics. )
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The director of the servicio has authority to

direct and administer its various activities. -

In most servicios he can hire and dismiss per-
sonnel, determine personnel policies, purchase
materials required for servicio operations, ex-
pend servicie [funds under project agreements,
establish procedures for dishursement of funds
and accounting, control servicio property, and
handle all other administrative matters. The
director obtains the concurrence of the min-
ister on procedures for handling these prob-
lems, but the director has the initiative in
developing them.

The autonomy of the servicio within the
ministry has contributed much to the success
of its operations. It has made possible the
selection and retention of competent local
personnel without regard to political affilia-
tion, has prevented servicio programs from
being used as “pork barrels,” has permitted
the planning of servicio undertakings with a
view to maximum benefit to the country as a
whole, and has relieved servicio operations of
any inefficient government procedures. When
governments have changed, either by peaceful
or by violent methods, servicios have never
ceased operations. In this respect they are
making a fundamental contribution to the
solution of one of the serious problems of
Latin America—instability of government and
lack of continuity in government programs.

The basic agreement delineates the prob-
lems a servicio is to attack and provides a
broad general pattern for cooperation. The
servicio organization and program are flexi-
. ble and may be adapted to the needs of the
ministry in which the program is to be de-
veloped. Thus no two servicio organizations
or programs are exactly alike. Each servicio is
a special vehicle built to fit the needs of a
particular ministry and its program. This fac-
tor is recognized in the provision for joint
planning. The minister and his staff khow the
needs of their country and people and what
the ministry itself plans to do to meet them.
The chief of field party and his staff are
trained to plan programs and to determine
the technical feasibility of proposals. Seruicio
program.planning is, therefore, a process of
pooling the knowledge of the two groups and
developing a plan which, when the activities
of the servicio are added to those of the min-

istry, will provide the most complete and best-
balanced program that available technical and
financial resources will buy. Only through the
full participation of the minister.and his staff
and the chief of field party and his staff can
the most effective program be developed.

The Institute does not attempt to determine
prior to the arrival of its representatives in the
American Republic the specific projects or
activities to be undertaken. Intelligent pro-
gram planning requires a knowledge of the
country, its physical resources, its people, the
existing programs, and the interest and the
objectives of the people and their government.
It takes time for United States personnel to
obtain information and background knowl-
edge of a country. Once obtained, they and
the minister and his staff can pool their train-
ing, experience, and knowledge in constructive
bi-national program planning.

It is for these reasons that the Institute dele-
gates to its chief of field party the authority
to commit it to projects without requiring that
project agreements be returned to Washing-
ton for approval by any Monday-morning strat-
egists it might have. The chiefs of field party
live up to the responsibility that is placed
upon them. Institute headquarters personnel
in Washington, however, establish certain pol-
icy guide lines, keep currently informed of
programs, provide advisory assistance by cor-
respondence and telephone, and make peri-
odic trips to the various American Republics
for the purpose of reviewing progress of the
programs and their effectiveness. So long as
a chief of field party and his staff perform
eflectively, they have the backing of the Wash-
ington headquarters.

From time to time it has been suggested in
some quarters that the authority to make com-
mitments should be reserved to Washington.
The Institute is firm in its belief that more
effective results can be obtained by having
good personnel represent it in the other Amer-
ican Republics with full authority to act. The
minister has authority to represent his govern-
ment and the chief of field party must have
equal authority if mutual confidence and re-
spect are to develop. Responsibility, confi-
dence, respect, and equal rights are the ele-
ments upon which a successful servicio rela-
tionship is established and maintained.
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'W'rm the authority to determine the details

of programs vested in the representatives
of the two governments, what types of activi-
ties are actually carried out? The cooperative
programs have been primarily in the fields of
health and sanitation, agricultural develop-
ment, and education; public administration,
transportation, and the stimulation of small
industries have also received some attention.
Care has been taken not to set up programs
that compete with those already under way
in the ministries. In general, the servicio pro-
gram operates in pioneer fields not being ex-
plored by the regular departments of the gov-
ernment or by private enterprise. It also op-
erates in fields where the regular departments
may lack authority to carry out particular
projects or money or technicians required to
make such projects effective and in fields
where the regular ministries are operating but
desire assistance to make their activities more
effective. The program is always geared to
the needs of the particular situation.

Many projects involving construction, such
as quarantine stations,- warehduses, laborato-
ries, hospitals, health centers, and water and
sewer systems, can be transferred to a perma-
nent government agency as it is prepared to
take them over. Technical assistance may be
provided for a short time after construction is
completed to assure that the management is
effective.

There are other projects, however, which are
the basic tools for much that the servicio pro-
gram is seeking to accomplish. In this group
are projects like the farm extension services
and the servicio-advised farm credit program.
Through these projects the knowledge and
skills of servicio technicians are made avail-
able to local farmers and the vital education
programs for better farming and home man-
agement are undertaken, In this group are
also the teacher training projects and the
health education projects. These projects usu-
ally are not transferred until the ministry is
adequately organized and is staffed with many
more capable and trained technicians and ad-
ministrators than are usually available, The
project agreements include appropriate provi-
sions for training the personnel that are
needed.

Some projects undertaken by the servicios
touch on private enterprise fields. As an ex-
ample, organic insecticides were needed in a
host country to help save a cotton crop. The
servicio handled the importation and distribu-
tion of the insecticides. There was no com-
mercial company in existence to handle the
importation and there was no time to wait for
one to be organized. But as a result of the ser-
vicio’s action, a commercial concern was estab-
lished to handle such imports the following
year and the servicio did not have to repeat the
project.

In the years in which the Institute has been
cooperating with the American Republics
through the servicio device, over 2,8c0 m
dividual projects in the fields of health and
sanitation alone have been started. At the ap-
propriate time many of them have been trans-
ferred to the regular departments of govern-
ment for normal operation.

In the servicios technicians of both countries
work side by side, showing their skills in graft-
ing plants, operating tractors, or building
school blackboards and teaching the less skilled
their know-how. Technicians from the United
States seem to take pride in and enjoy per-
forming all parts of their trade or profession
even though they get their hands dirty and
work without white shirt and tie. This is not
the normal custom of the engineer, the agri-
culturist, and the professionals in all parts of
the  world. Experience has shown, however,
that training carried on in the environment
where people are to work has definite advan-
tages. Education in new techniques shows last- .
ing results when these techniques can be as-
similated and developed as part of the local
tradition. The nationals of the American Re-
publics are absorbing the new methods and
techniques brought to them. They are also de-
veloping their talents as administrators. Peo-
ple learn administration by participating in
it, and the servicio employees are learning to
run their services and administer their pro-
grams as they work side by side with their
North American colleagues.

Other types of training are also important
and the Institute has brought to the United
States over 1,200 Latin Americans for formal
training as public health doctors, sanitary en-
gineers, nurses, agricultural technicians, and
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educators. These persons have been selected
for training so that they will be better
equipped for jobs in the servicios and the min-
istries of their governments. They are perform-
ing an ever greater part in these programs.

The nationals of the Latin American Re-
publics employed by the servicios far outnum-
ber Institute personnel. At the last count there
were about zgo United States technicians in
eighteen Latin American countries and about
8,000 nationals employed in the servicios. In
one typical agricultural servicio there are
eleven North Americans and approximately
400 local technicians and trained personnel,
not including laborers.

When the servicio programs were started in
1942, the United States was so desirouns that
certain work be undertaken without delay that
the Institute generally financed the programs.
The other American Republics soon saw the
benefits of the work and began to make fund
contributions. They wanted to participate in
the financing of the programs as well as in
other ways. Over the years the contributions
of the United States have decreased and the
contributions from the American Republics
have increased. In the fiscal year endmg June
30, 1051, the contributions to the servicio funds
averaged-over 38.0o0 from the Latin American
governments to $1.00 from The Institute of
Inter-American Affairs representing the United
States. If the administrative costs of the Insti-
tute for salaries, travel, and other administra-
tive expenses are considered as part of the
United States cost, the contributions of the
Latin American governments still averaged
over $3.00 to each $1.00 from the United
States. These figures indicate the enthusiastic
support the Latin American nations are giving
this inter-American program.

At the beginning of the current year, there
were twenty-four seruicios. With funds made
available by the Technical Cooperation Ad-
ministration—Point Four—the Institute has
been able to accept the requests from a num-
ber of the American Republics which have
been pending for several years and has under-
taken to cooperate with those governments
through nine new servicios. In all these new ac-
tivities the program contributions are at least

on a matching basis and, as a rule, the Ameri-
can Republics are so enthusiastic that they
contribute a substantially larger amount than
does the United States.

The thirty-three servicios at present operat-
ing are distributed as follows:

Health and Sanitation

Bolivia Honduras
Brazil Mexico
Chile Nicaragua
Colombia Panama
Costa Rica Paraguay
Ecuador Peru
E] Salvador Uruguay
Guatemala Venezuela
-Haiti
Education
Bolivia Nicaragua
Brazil Panama
Dominican Republic Paraguay
Ecuador Peru
Honduras
Food Supply
Chile Paraguay
Costa Rica Peru
Haiti Uruguay
Honduras

In March, 1951, a major step was taken to
coordinate the program of the Institute within
each country having more than one servicio by
designating one of the chiefs of party as chief
of IIAA Mission and providing that the
several party chiefs form an IIAA pro-
gram committee for joint planning and coordi-
nation of activities in fields where cooperative
projects involving more than one servicio
could yield results not achievable by independ-
ent operation. Examples of such fields are nu-
trition, health education, vocational agricul-
tural education, and geographic area projects
where the interrelated contributions of health,
education, and agriculture to economic and
social improvement can be demonstrated. This
step has been a part of the effort under the
Point Four program to relate all technical co-
operation activities to the common objective
of assisting host governments to develop a co-
ordinated program of economic improvement.

This article is not copyrighted and may be reprinted freely.
Additional copies may be obtained from Office of Information,
The Institute of Inter-American Affairs, Washington 25, D. C.
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